
Building More Homes 
Incrementally



Cultivating 1000 small developers
and cities that support them



IncDev Mission: 
We Teach and Nurture Implementers



Zero to Three Stories, In Your Neighborhood
Constantly Evolving, Regenerating



Neighborhood

Block 

Lot

Big City Small Town



Building of Intergenerational Wealth



How This Got Started
(Where I was in 2009)



Boom. 
Bust.

Building mixed use, mixed income neighborhoods, at scale of 

dozens of acres.

Trying to build one building and finance it. 







What To Do After 
“The End of Financing As We Know It”

Form Follows Finance 
Fourplex





Lessons Learned

• Rules Matter.  What you make easy and legal is what you get the most 

of in your town.

• Financing Matters. What can be financed gets built. What you want, but 

doesn’t have a common, off the shelf financing mechanism, doesn’t get 

built. 

• Codes Matter.  Building codes make stairstep tiers of cost. 

• Math Matters.  If you can’t get the rent, you don’t get the building.



Simple vs Easy 

It’s Simple:  Make a building that stays inside the boundaries of the 

least complex building codes, which is also legal to build in many 

zoning code areas, that also makes more money than it costs to 

build, and can be financed with a ubiquitous, common financing 

tool. 





Quick Recap of Situation in NH

~200 Local Planning Boards, some a bit behind the curve

The Town Meeting Decision Making Process

~0% Vacancy

Rising Sales Prices and Rents

Some fear of what change looks like



The Facts are Clear.
There’s a Housing 

Crisis.



Hi, I’m John

As a small real estate developer, I’d like to build and renovate 

some housing in your neighborhood. 



…but this situation is more about feelings than facts



This Will Move 
at the 

Speed of Trust



Here’s the Secret

This is the next big thing in real estate.

Really.  Worth the price of admission by itself.

Ready for it? 



Simple, Rectangular, Lovable



Are you getting 
the kinds of 

housing projects
you want to see? 



Why Not??

I’ll Give You Three Reasons



Reason #1

Habit of Extractive 
Land Development



Reason #2

Current State of the 
Development 

Industry 



Reason #3

Mismatch of 
Buildings to People





30

Cycle of Doubt





Solving Housing Shortages 
with New Big Buildings Is 

Only Possible with 
Big Rents



Smaller Buildings
Makes Smaller Prices 

Possible



What Do We Have to Know to 
Make These Happen?



Mastering Code and Financing Thresholds



Small Building Thresholds

International Residential Code 

(IRC)

International Building Code 

(IBC)

Financing MechanismBuilding Code

Residential Mortgage

(30 Year Term)

Commercial Loan

(3-10 Year Term)











Incomes of New Hampshire Renters/Owners

Owners: $91,000

Renters: $42,000

How Can These Groups Help 

Each Other?

ACS 2007-2017









Aligning Supply and Demand 
(inside the places we already have)



POP. 

1,842



Let’s Focus Here

International Residential Code 

(IRC)

International Building Code 

(IBC)

Financing MechanismBuilding Code

Residential Mortgage

(30 Year Term)

Commercial Loan

(3-10 Year Term)



Pattern 



We Must Preserve the Rural 
Character!

This Should Save It!
(The Zoning Made Me Do It)

(The Home Builders Made Me Do It)
(The Planning Commission Wanted It)





We Must Preserve the Rural 
Character!

This Should Save It!
(The Zoning Made Me Do It)

(The Home Builders Made Me Do It)
(The Planning Commission Wanted It)





The People 









The Code Issues



Reasonable Size Houses on Compact Lots



All IRC Buildings – No Sprinklers



Zoning Fixes Needed to Re-Legalize Pattern

Allow Smaller Lot 
Widths

Regulate Form,
Not Density #s

Allow Cost 
Effective ADUs 

and SuitesAllow On-Street 
Parking to Count



Here’s the Catch



Not Enough 
Small Developers to Fill 

The Needs 

Gotta Know How to Work at the 
Lot by Lot Scale

(-and within the thresholds)



Who We Need

Small Developers

Known as Operating Partners, the people doing the work full time or on the side

Investment Partners

Known as Money Partners Through Land Ownership or Financial Equity/Debt

Small Development Champions

Folks who care about their city/neighborhood and are going to support change happening so the 

two groups above can do their jobs right



Small Developers

• Real Estate Development Professional (perhaps working at a larger scale entity)

or Non-Profit Organization Developer

• Real Estate Agent, Broker, or Property Manager

• Architect, Urban Designer, Engineers, Landscape Architect, Urban Planner, 

Attorney 

• Construction Contractor, Home Builder or Tradesperson

• Small Business Owner (In a related or unrelated industry to those above)



Small Investors

• Local Community Banker or Loan Originators (For Profit or Non Profit)

• Property owners of any size or type

• Retired individuals from high net worth industry or position

• Private equity, angel or local investment/wealth management professionals

• Professionals from land banks/trusts, redevelopment agencies

• Program Officer or Executives from local Foundations



Small Development Champions

• City Management, City Planning, Housing, Community or Economic 

Development Professionals

• Elected Officials, Aides to City Official, Manager or Legislator, Planning 

Commissioners

• County, Regional or State Government/Agency in Housing or Economic 

Development

• Non-Profit Organization Professional, Neighborhood 

Leader/Volunteer/Professional, College or University Leader

• Business Association, Chamber or Trade Group Leader



Things Folks in this Room Can Do



(Re)Legalize These Things

• Remove Non-Conforming Status for Desired Forms

• Stop Guessing/Requiring on the Parking

• Get your zoning code to actually allow what’s stated in your 

comp/master plan without any variances

• Look at removing sprinkler requirements for 3-4 unit buildings 

(Minnesota requires no sprinklers for buildings under 4,500 sf)



Streamline What You Want

• Make your residential zoning classifications line up with 1-4 unit 

financial mechanism thresholds

• Create preapproved plans for small buildings like backyard 

cottages and duplexes to lower soft costs, shorten approval 

times, and generally lower risk

• Provide education to allied professions, property owners, public 

decision makers



Get Patient and Thoughtful Capital

• Work with lenders to create construction loans for 2-4 units as 

easy as 1 unit buildings. 

• Utilize rental income to help younger households qualify to live 

in owner occupied multi unit houses

• Create a loan guarantee fund to backstop small developers who 

have skills, but not balance sheet to develop real estate, who 

often overpay for capital



Q: How Do We Find 
Small Developers?



A: You Don’t. 
You Grow Them



What Will I Learn at 
a 1 Day Workshop?



Learn How a 
Building Makes 

Money

Via a Financial 
Proforma



Make a Basic Project Work on Paper



Asking for Money

What you need is an Investment Package!!!



Small Building Investment Package



IncDev Alumni 
Projects



Alli Quinlan





Capt.    Ryan Terry USMC



Bryan, TX



Buildings Leased in Q1 2018 
Each Lot Eligible for VA Permanent Mortgage



Integrity CDC



New Jerusalem Baptist Church / Integrity CDC

Build Front of Lots By-Right

Rezone to 
Maximize 
Rear of Sites



Example Cottages



Example Floor Plans and Elevations

 



The Call to Action

Cultivate Small Developers

Through Training, Mentoring and Small Business Support

Gather Investment Partners/Facilitators

Leverage Land Ownership and Pre-Arrange Access to Financial Capital

Collaborate with Small Development Champions

Work out the projects you want on paper, re-legalize the built environment through regulatory 

reform and pioneer first projects so small operators can follow 



Lessons Learned

• Rules Matter.  What you make easy and legal is what you get the most 

of in your town.

• Financing Matters. What can be financed gets built. What you want, but 

doesn’t have a common, off the shelf financing mechanism, doesn’t get 

built. 

• Codes Matter.  Building codes make stairstep tiers of cost. 

• Math Matters.  If you can’t get the rent, you don’t get the building.
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Visit Us At:

www.incrementaldevelopment.org


