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This Master Plan Document for Hakone Estate & Gardens 

in Saratoga, California, is the result of a collaborative 

process spanning eight months—from February through 

August 2015—with staff, volunteers, and stakeholders 

participating in four workshops led by the design firm The 

Portico Group. 

The City of Saratoga has a treasure in the Hakone Estate 

& Gardens. This Master Plan outlines how to sustain the 

Gardens’ historical presence and strong sense of place 

while staying vital for visitors to come in the future. 

The main priorities of the Master Planning  

efforts are to:

 » Create a welcoming arrival experience

 »  Provide accessible access to core garden 

experiences

 » Create more indoor meeting, event and  

visitor amenity spaces

 » Develop a business plan to ensure  

a sustainable future 

The focus of proposed physical improvements are 

encompassed by the current inner and main parking lot 

and the forecourt to the Mon Gate. The primary efforts 

beyond that Mon Gate are improving accessibility to the 

lower and upper courtyards, improving the definition 

and user experience of garden, courtyards, paths and 

plantings, improving the koi pond, and upgrading and 

repairing the historic district buildings and structures.

The primary components of this Master Plan are:

1. New arrival road, parking lot, service drives 

2. New entry courtyard and garden including 

accessible paths

3. New garden maintenance and operations yard

4. Other smaller improvements: 

 » Enhancements to Existing Gardens

 » Renovation and repurposing of existing  

garden buildings

 » Repurposing and renovation of indoor  

meeting/event hall

Immediate, short-term improvements identified by Jacob 

Kellner and PCA 

 

The Appendices include the following reports:

1. Business Plan

2. Construction Cost Opinion

3. Facility Program

4. Existing Structures CIP - Small Projects

5. Koi Pond and Storm Water Assessment

6. California Environmental Quality Act (CEQA) Initial 

Study Draft Schedule

1.1 Mission & Project Definition

The Garden’s mission served as the foundation for the 

Master Planning process and describes why the Gardens 

exist:

To sustain the living and evolving 
spirit of the Gardens, nourishing 
understanding across time and cultures.
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The Vision for the gardens, also completed during this 

process, describes what the Gardens aspire to do: 

As a living embodiment of Japanese 
garden principles, rooted in the 
California landscape, Hakone Gardens 
welcomes its community as a haven 
for reflection, rejuvenation, and cultural 
exchange.

1.2 Goals

The goals of Hakone Estate & Gardens are broad, long-

term aims that define how the Gardens will accomplish its 

mission. These goals are:

1. Connect to the community.

2. Restore the legacy of the gardens, buildings, and 

structures to make this the best Japanese garden 

outside of Japan.

3. Expand interpretive and educational opportunities.

4. Enhance the visitor entry and arrival sequence.

5. Provide adequate space for staff.

6. Improve visitor services and amenities.

7. Create a sustainable organization..

1.3 Master Planning Process

The Portico Group conducted four workshops from 

February through August 2015 to share goals, creative 

ideas, and concerns among Garden and Foundation staff, 

volunteers, and stakeholders. 

Throughout the master planning process, the design team 

and Hakone staff worked with Japanese architectural 

historian, Professor Ken Tadashi Oshima, to ground this 

master plan in fundamental principles of Japanese garden 

design and to ensure that the design for Hakone Estate & 

Gardens stays alive and vital. 

The four design workshops provided opportunities to learn 

about these treasured Gardens and to develop alternative 

schemes before finalizing the master plan. Each workshop 

built upon the work of the previous one. In brief, the efforts 

of each workshop were: 

 » Workshop 1 (February 10–11, 2015): evaluate the 

site, discuss greatest concerns and opportunities, 

specify goals for financial and design success, 

define the audience. 

 »  Workshop 2 (April 28, 2015): review and refine 

new mission, vision, and goals; review financially 

sustainable models, facility-programming options, 

develop site alternatives. 

 » Workshop 3 (July 13, 2015): review and refine the 

master plan requirements (or “program”), site and 

building plans, cost opinion, and business plan.

 » Workshop 4 (August 27, 2015): present the 

draft master plan, including Business Plan and 

Construction Cost Opinion. 

This master planning effort recognizes the important 

work done in 2006 by Takao Donuma for the Gardens and 

Hakone Foundation to develop an initial master plan.
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