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The Carneros Inn, in Napa, California, is a 27-acre (11-ha) resort with 17 fractional- and 24 whole-ownership homes.

Development Process

A group of young real estate professionals—Keith
Rogal, Richard Walsh, Caspar Mol, and Nicholas Mon-
roe—conceived the vision for the project. They visited
Napa and thought the underused site, with its pristine
surroundings, would be an ideal place for an imagina-
tive redevelopment. However, the site presented sev-
eral challenges, the foremost being Napa's restrictive
growth policies. When Rogal, Walsh, Mol, and Monroe
pooled their resources and those of family and friends

to put the property under contract in 1997, it had been
15 years since a luxury resort development had won
approval in Napa County. The group then spent several
years working with the community and overcoming vari-
ous hurdles in the development process.

Napa's roots lie in agriculture, especially wine mak-
ing. As American vintages became more popular during
the 1970s and 1980s, tourists came to the Napa Valley
10 experience its wines, regional restaurants, and rural
character. However, the tourism boom, resulting traffic
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The designs of the manufactured
guest cottages echo the Napa
vernacular. The corrugated metal
roofs, color scheme, and porches
are drawn from the surrounding
agricultural landscape.

congestion, and escalation in real estate values greatly
concerned the vineyards' landowners, fearful that they
would end up losers in a battle for property against real
estate developers. Further, the perceived gentrification
of the area angered many residents, who successfully
joined with agricultural land interests to tighten develop-
ment regulations. Minimum lot sizes of 160 acres (65
ha) were established across most of the valley, and vot-
ers and elected officials rejected any new project that
seemed to threaten their quality of life.

The Carneros Inn development team, however, envi-
sioned a resort that would respect Napa's particular
character as well as the natural environment and that
would offer something to the residents, not just the
tourists. Rogal launched a monumental community out-
reach campaign. He spoke of the development team'’s
vision of an environmentally sensitive destination that
would reflect the values of the community in its project
program and design character, and he talked one-on-
one with residents and business owners to shape those
ideas. After years of community meetings, conversa-
tions, and compromises, the project gradually won
political and popular approval.

The development team was faced with relocating
the residents of the trailer park—an often controversial
and expensive undertaking. Rogal and his colleagues
put in the time to handle this issue one-on-one, directly
with the tenants, on terms that were clear and uniform.
As a result, most of the trailer park residents voluntarily
terminated their tenancies, accepting the development
team’s offers to buy their units or to have them moved
to another location. Most residents then relocated to
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other housing in the area. Remarkably, the process
never led to contentious public discussion in the press
or at community forums.

Another challenge, which turned out to be an advan-
tage, was the site’s zoning. The 27 acres were a jumble
of parcels containing various commercial uses along
with the trailer park. It would have been nearly impos-
sible to rezone the site, as the county requires a major-
ity vote by its citizens to overturn a zoning designation.
The developers chose to use the existing zoning and
densities, which, after some creative thinking, proved to
work in their favor. The approved density that existed in
the RV park allowed for the 86 guest cottages and 24
residential sites. The development team worked within
the constraints of the RV and mobile home park building
codes to produce structures that conformed with those
regulations but were designed from scratch to meet the
standards of understated luxury accommodations. The
remaining parcels, which had conventional commercial
zoning, were used for the restaurants and town center.

The mobile home park, with its existing density of
six units/acre, constituted a significant exception to

_the surrounding agricultural zoning of a 160-acre (65-

ha) minimum for a single house. By creating factory-
built homes to conform with the mobile home code,
the development team was able to build twenty-four
2,400-square-foot (223-sg-m) single-family homes in the
site’s southeastern section. These homes were sold

as market-rate units at an average price of $1.8 million.
They are used as second homes and year-round resi-
dences, with some placed by their owners into a rental
pool for short-term guests.
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