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•e timeshare portion of •e Carls-
bad Inn, a mixed-use resort located 
on the Southern California coast 
in Carlsbad, CA (just north of San 
Diego), was scheduled for a major 
renovation in 2010 Ð the regular 5-6 
year so" goods replacement (uphol-
stery, drapes, carpet Ð everything 
that's fabric) and 10-year case goods 
replacement (wood furniture: tables, 
headboards, dressers, etc.). But once 

the major stakeholders Ð the hotel 
owner (Jim Watkins), the HOA, and 
the management company (Grand 
Pacific Resort Management) Ð got 
done weighing the possibilities, 
the end result became much more, 
including: a makeover of the hotel, 
the removal of all obstacles block-
ing views of the ocean whether inte-
rior or exterior, and a general open-
ing of the common grounds to not 

only allow enjoyment of the coastal 
environment, but also to encourage 
guest interaction and heighten aes-
thetic appreciation.

 !"#$%&

A wealthy Los Angeles grocer (Albert 
Cohn) built a private vacation home 
on the property in 1928. He died two 
years later, and his wife lost inter-
est, according to Carlsbad Inn gen-
eral manager Randy Chapin. It 
became an apartment, then a board-
ing home. ªIn the early `20s Carlsbad 
was a stopping point for many Holly-
wood stars on their way to Mexico,º 
explained Jim Watkins, the original 
developer of the Carlsbad Inn and 
Winners Circle Resorts International 
founder and president. ªBing Crosby 
was among them. He purchased the 
site which is now the Carlsbad Inn 
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25-year old Southern California coastal project Ð the industry's 
•rst mixed-use resort Ð opens up its ocean views, lightens up its 
interior and exterior, and completes a comprehensive renovation.
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(the Cohn House). Crosby built 12 
small cottage units on the prop-
erty called the Royal Palms Hotel. 
It had a swimming pool and a wed-
ding chapel Ð it was a very nostal-
gic place at that time. •e historic 
townhome was eventually converted 
to a restaurant.º He continued: ª•e 
entire property is about four-and-a-
half acres. When I bought it in 1985 
everything was in a state of disrepair. 
It was a tear down. We built the #rst 
resort in the industry to be totally 
mixed-use: it had a 61-room hotel, 
132 timeshare units, two restaurants, 
and retail shops. We were the 1,000th 
RCI affiliated resort.º The Carls-
bad Inn became a part of the Win-
ners Circle network of Southern Cal-
ifornia resorts. •e #rst one, built in 
the early `80s, was in Del Mar (•e 
Winners Circle Resort, across from 
the Del Mar race track). ªIt was the 
#rst major timeshare resort in Cali-
fornia,º Watkins recalled. •e Carls-
bad Inn began timeshare sales in 
1985; by 1991 the project sold out. In 
1992, Grand Paci#c Resorts (which 
had evolved from the Winners Circle 

share condo renovation, so it made 
sense to tie the hotel renovation to it. 
•e 2010 timeshare renovation was 
an opportunity for the hotel. We got 
one designer working on all of it, to 
tie all these parts and pieces together: 
the hotel, the timeshare, the com-
mon areas, the exterior, and the inte-
rior. So about two years ago we really 
started working on the hotel renova-
tion plan to tie and match up to that 
same time frame.º

•e second part of the story starts 
with what Jim Watkins had done 
at another hotel he built and sold, 
L'Auberge, a boutique hotel and spa 
in Del Mar, CA. ªL'Auberge con-
ducted a $25 million renovation/
redevelopment. Originally, just as at 
•e Carlsbad Inn, we had adopted an 
Old English theme, using heavy tim-
ber and wood shingling. •e exte-
rior was white stucco with brown 
trim. We had a very large Torrey 
Pine tree on the property that was 
blocking the ocean view. When I 
had built the hotel 20 years ago, the 
city would not allow the removal of 
any Torrey Pines. But once the hotel 
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organization) Ð lead by co-presidents 
David Brown and Tim Stripe Ð took 
over management of the property.

'(##!)*+#$+#,(+%()$-.#!$)

•e renovation story at •e Carls-
bad Inn really has two parts. When 
asked, `When did you decide the 
resort needed renovation? How did 
you know?', Carlsbad Inn general 
manager Randy Chapin responded, 
ªFrom the timeshare side, there's a 
30-year plan that ties to our reserve 
study and reserve plan. Every asset 
on the property is given a life expec-
tancy and a replacement value Ð the 
reserve fund plans for this. So as part 
of our 30-year plan, the renovation 
was scheduled to happen in 2010. So 
already 10±15 years ago, we knew 
this renovation was coming in 2010. 
We had scheduled and budgeted for 
the replacement of furniture, carpets, 
drapes, etc. As you get closer and 
closer, you can adjust your reserve 
spending plan, but we've pretty much 
stayed on track with that plan. It's a 
little bit di%erent from the hotel side. 
What we saw coming was this time-
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became operational, it was produc-
ing large sums of room taxes for the 
city of Del Mar. •ey acquiesced to 
removing that tree. •is opened up 
the entire ocean view& In their rede-
sign, they made sure nothing got in 
the way of the ocean view. •ey also 
used lighter and brighter colors on 
both the exterior and interior. It all 

the #nal result might be. ªEverybody 
totally embraced it,º enthused Grand 
Pacific Resorts and Grand Pacific 
Resort Management co-president 
David Brown. 
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Watkins, Chapin, and Brown agreed 
that keeping the renovation on time 
and on budget was key (The total 
budget was $4 million, $2 million 
from the timeshare HOA budget and 
$2 million from the hotel side.). ªCer-
tain trade-o%s and compromises were 
involved,º Brown recalled. ªIt was 
item by item. We went with where we 
got the most bang for the buck. •e 
possibilities were huge, but we had 
to concentrate on getting value and 
working within our budget. Reno-
vating a bathroom can eat up money 
quickly: tile, fixtures, countertop, 
f looring, tub, shower, etc. So we 
decided we'd only do extensive bath-
room renovations, with the exten-
sive use of marble, on the top *oor 
of the hotel. •e top *oor of the hotel 
became the luxury suite f loor. On 
the #rst and second *oors, we used 
marble but not as much. We shopped 
very hard to get the best value in case 
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was the exceptional service rendered. 
And #ve was the resort activities. So I 
said, `If number one is the ocean and 
number two are the grounds, then we 
ought to reevaluate and reprioritize 
and make opening up ocean views as 
our number one priority, and make 
our second priority turning the 
grounds into something really spec-

had a wonderful e%ect& So I thought, 
`Why can't we do something like this 
at •e Carlsbad Inn?' Initially, we had 
only budgeted for room renovations 
there. But then I asked the onsite 
manager, Randy Chapin, `What are 
the #ve main reasons people come to 
•e Carlsbad Inn?' Number one was 
the ocean. Number two was to enjoy 
the spacious grounds we have on 
property. •ree was the enjoyment 
of the village of Carlsbad itself. Four 
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tacular instead of something nice.' So 
then we changed the renovation plan 
and design.

This change/upgrading needed 
a buy in from all of the stakehold-
ers involved. Watkins decided to 
take Grand Paci#c management, the 
Carlsbad Inn sta%, a group of Carls-
bad Inn Board members and own-
ers, key construction management 
personnel, and interior designers to 
tour L'Auberge to get an idea of what 
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goods but still maintain the look we 
wanted.º Part of the budget chal-
lenge, Brown added is ªhow to make 
the signi#cant changes to update the 
look of the property and to #nish with 
a consistent look across the property 
within the budget. •ere are certain 
things that you have to update that 
are expensive: for example new furni-
ture and doing the bathrooms in the 
hotel. Other things are good enough 
to leave but they may not be consis-
tent with the overall look. Whatever 
level of renovation you choose in a 
property Ð high, medium, or low Ð 
you need to consistently update the 
whole property to that level. If you 
don't achieve that, your customers 
are going to be confused.º 

Why was the decision made to 
carry out relatively expensive bath-
room renovations on the top f loor 
of the hotel? ªWhen we sat down 
and analyzed the market, we saw 
that women want nice roomy bath-
rooms,º Watkins responded. ªThe 
most expensive part of the recon-
struction was tearing out the kitch-
ens and replacing them with a small 
refrigerator and microwave and 
expanding the bathrooms and put-
ting walk-in marble showers and 
*oors and all the modern #xtures. 
But we did it because that's what peo-
ple want today.º
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•e hotel renovation is completed. 
•e common areas and lobby have 
been remodeled: the front desk, the 
reception area, the concierge, the 
Sunset Terrace, the conference facil-
ity, the library, vending rooms, rest-
rooms, the hotel exterior lighting and 
the signage. •e entire exterior of the 
hotel and retail have been repainted. 

windows. We removed all the bushes 
that were blocking the line of sight of 
the ocean and we removed all of the 
curtains. •at was the driving design 
force: open up the ocean view. Right 
from when you open the front door of 
the hotel. You look straight through 
the property right at the ocean.º

The timeshare condos are being 
renovated now along the same theme 
as the hotel. •e furniture, #xtures, 

%:6<3J'Y#07'>2:-=?24'@33'.='2'Z[T;72:'6-4'9:6\751'
234'.1'-66C='?7117:'1642;'1023'107'42;'.1'697374B]

In addition, ªthe gardens will receive 
a makeover and we'll add fountains 
and a large social area with a #re pit, 
as well as installing extensive night 
lighting,º Watkins said. ªWe redid 
all the public areas and the FF + E 
as well.º

What about opening the ocean 
views? ªIn the common areas we had 
landscaping, bushes, and wrought 
iron pool fencing that all blocked 

views,º Brown explained. ªWe also 
had drapes, lace curtains, and win-
dows with dark wood mullions [a 
pane of glass divided into squares 
by wood trim]. We removed all the 
wrought iron fencing at the pool and 
at the ocean edge and put in glass 
sheet fencing in eight-foot glass pan-
els. Secondly, we removed all of the 
mullions from the windows and just 
had panes of unencumbered glass 

carpets, drapes, and all the lighting 
are all being replaced. •ere are also 
technological replacements, e.g. *at 
screen TVs and switching to green 
appliances and fittings. The same 
lighter, more contemporary theme 
incorporated into the hotel's inte-
riors, will be used in the timeshare 
units. •e #rst building is now com-
plete, the second will be done in 
December 2011.
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