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Summary Report – Years 1 and 2 of the Homes Improvement Program 

 

General Background:  Following the Pilot Program (2010-2015), the Homes Improvement Program (HIP) 
was established to oversee the general home upgrades, namely the replacement of the windows, doors, 
and baseboard heaters in all homes, and siding in frame homes.  All of these basic improvements are 
funded from the Reserves account at no additional cost to members. For most GHI homes, the window 
upgrades follow the initial window replacement in the 1980’s; the baseboard heater replacements 
follow their initial installation in the 1980’s and the door upgrades are replacing the original doors in GHI 
homes. A random selection process was used to identify courts for each year of the HIP; on average 
slightly over 300 homes per year undergoing improvements in order to upgrade nearly all GHI homes in 
a 5-year period. In addition to the HIP upgrades from the Reserve funds, members have the option to 
select other improvements for which they separately pay – the majority of which are designed to 
increase the efficiency of the home.   

Survey of Member Selections:  Prior to contractor orders of materials, members are provided the 
opportunity to select among both the reserve (no cost) and optional (fee-for-service) items.  There are 
39 options in frame homes, 28 options in brick homes, and 31 options in block homes. In addition, in 
2017 and 2018, members could also choose to participate in an energy efficiency rebate program that 
added both cost savings and not a trivial layer of complexity. The member selections survey information 
includes final pricing for all Optional items, which requires the contractor bid process to be completed 
prior to the printing of the surveys.  

Following the contractor bid process when pricing for both reserve and optional items are determined, 
members receive the Selections Survey specific to their unit type.  Upon return of the survey, members 
receive a formal proposal for signature that allows staff to authorize contractors to purchase materials. 
This process is often cumbersome and rigid for members who: 

• Require assistance in completing the survey and understanding the various options 
• Seek individual assistance, particularly when the deadline is nearing, affording much less time 
• Wait until the final days allotted for survey returns and rush the process 
• Have questions concerning addition components that may or may not be covered under the HIP 
• Seek variations on the standard options offered under the HIP 

Members in each cohort are offered support in completing the Option Survey including: 

• Help sessions staffed by experienced Buildings Committee members, previous cohort members, 
and HIP staff, 

• Information is disseminated on the GHI website, 
• Updates and reminders are provided weekly in an electronic newsletter, and 
• Reminder emails and door notices of the nearing deadline. 
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HIP Scope of Improvements: 

The range of upgrades made available through the HIP includes: 

Windows  Double Hung, Sliders, casement (option) 
Doors  4 styles, 7 colors, 4 features, storm doors (option) 
Siding  9 colors, 1” rigid board insulation (option) 
Baseboard Heat  Digital thermostats (option), Radiant panels (option) 
Other Options  
Attic Insulation  3 different improvements 
Electric Upgrades  Bath exhaust fan 
HVAC  Whole-house mini-split heat pumps 
Crawlspace  Insulation, air seal, vapor barrier 

 

Standard windows, doors, and baseboard heaters are all funded from the GHI reserve budget.  Members 
fund all options associated with the reserve improvements, along with other optional improvements.  
While some of the optional improvements are preference (i.e. mail slots, casement windows), many of 
the optional improvements were selected to enhance the energy performance of the homes and can 
result in cost savings over a period of years.  

Contracting – Bid Process: The bid process for the envelope portion of the HIP work is comprised of two 
major sections – the reserve funded components and member selected optional components. In 
preparation of the RFP, the number of windows, doors and baseboard heaters is known to within about 
10% of the quantities identified in the data sheets for the cohort.  The siding area is known to within 
nearly 100% of the area defined in the data sheets, excluding additions. The quantity of optional items 
however is unknown; these quantities can change the bid price depending on the number of selections. 

In HIP Year 1, a multi-step process was used to solicit quantities of optional components, first 
using estimated costs then by using bid costs based on the member selections – a time 
consuming process.  

In HIP Year 2, actual quantities from year 1 were used immediately in the RFP data sheets 
simplifying the process.  This approach in HIP years 2 and 3 appeared to result in little change to 
bid costs despite increased quantities, for example in insulation under siding or installations of 
mini-split systems. One conclusion is that the estimate of the number of members selecting an 
option would need to change dramatically for a significant change in bid costs. 

HIP years 1 and 2 were bid based on a performance period of 1 year.  In contrast, HIP Year 3 was bid 
based on both a performance period of 1 year and a performance period of 3 years. For all contractors, 
the 1-year bid cost was no different from the first year of the 3-year bid cost. 

Year 1 bids were the first for the Homes Improvement Program and generally had no 
precedence for such a wide-ranging work scope that included window, door, and siding 
renovations as well as optional improvements. Multiple bids were obtained including 
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Katchmark, Acadia, American Exterior (partial for cohort), AAPCO and Idea Builders.  Only 
Katchmark and American Exterior had prior history working in GHI. The low bid (Acadia) was 
accepted by the BoD which was 10% (or over $300k) below the next higher bid. 

Year 2 bids had the benefit of the first year minimally in defining the work scope for the 
contractors during the bid process.  Further, the bidding contractors had the benefit of 
preparing the bid package for the previous year and had some familiarity with the community. 
Three of the Year 1 bidders submitted bids for Year 2.  The average per-unit cost bids were 
lower in Year 2 than Year 1 by at least $950.  The low bid was accepted by the BoD which was 
10% (or about $250k) below the Year 1 winning contractor Acadia.  The low bid was accepted 
based on cost; the performance of the Year 1 contractor Acadia had been overall very positive. 

Contractors – Learning Curve: Both the HIP contract requirements and installation specifications proved 
challenging to contractors unfamiliar with the GHI cooperative. 

• Work hours from 8 am to 5 pm (many contractors prefer earlier starts to avoid traffic) 
• Five-day work week – some contractors, particularly siding, would prefer to work a 6-

day week 
• Material handling – the limited space in many courts make it difficult to manage 

material storage, trash, and parking large vehicles.  
• Specifications based on industry “Best Practices” require extra steps not common to all 

contractors, for example, enhanced flashing requirements. 
• Siding separation between units and a large number of wall/roofing details on each unit 

slowed the siding installation and frustrated some contractors more familiar with 
production speed. 

• Work in occupied units requires contractor constant attention to restricted access to the 
work area, potential for damage when moving materials in the unit, and immediate 
cleanup during the job rather than after all work is complete. 

• Multiple layers of inspection and oversight including HIP staff, GHI management, and 
individual members, may confuse the expectations that contractors have on installation 
details (i.e. repair of structural vs trim degradation), work quality (i.e. j-channel cut 
angles and level), installation requirements (i.e. member requests to install new 
components not part of HIP), and product performance (i.e. perceived comfort after 
insulation is installed).  

In evaluating the learning curve effect on general contractor (GC) for the envelope improvements and 
sub-contractor (sub) performance, the experience at GHI over 2 years of the HIP clearly demonstrates a 
significant difference. 

Year 1 learning curves for all contractors were generally minimal requiring crews to develop a 
routine in handling materials, removing/installing components, cleanup, and working in 
occupied homes: 
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• The GC also manufactured the windows. The windows are the single largest component 
by number and complexity. 

• The GC spent time on site prior to any installations to review the community layout, the 
housing types, and the specific courts in the HIP cohort.  

• The GC performed a test installation (at their request) on an unoccupied unit, installing 
windows and siding to develop a method for meeting the installation specifications 
including lead safe practices. 

• The GC set a schedule for window and door measurements for the entire cohort and 
completed the measurements as scheduled.  The door measurements were performed 
by the supplier at the same time as the window measurements performed by the GC. 

• Prior to the work start, the GC provided window, door and siding installation schedules.  
• Over the course of a few weeks, the window crew (the GC) established a set routine in 

preparing materials, removing and installing windows, and cleanup. Adherence to 
scheduling was mostly consistent – an important detail since members are given a 
specific day on which their windows would be replaced and advanced notice was crucial 
due the interior preparation required. In addition to the general contractor project 
manager, the window crew had a foreman who ensured materials and correct product 
were on site when needed and that each crew member had specific assigned jobs, 
including cleanup.   

• The siding crew (a subcontractor) had more difficulty in establishing a routine despite 
having done the test installation.  The first building took much longer than planned and 
the crew changed (same company) a number of times over the course of a few buildings 
until a routine was developed. The critical factor in establishing a routine resulting in 
good quality results was a foreman who managed the entire siding replacement process 
and managed the crew on a daily basis.   

• The door installations were difficult at the start with a significant learning curve required 
due to the age and condition of the old existing doors.  Subcontractors were all long-
time partners of the general contractor however, finding the one subcontractor who 
could grow into a routine for installing doors efficiently and with sufficient quality was a 
month-long process. The door installations became more consistent when a single 
subcontractor was assigned to the project with a foreman who was both skilled at 
installation and organizing the work and crew.  

• For all crews, maintaining a consistent set of workers and daily supervision by a skilled 
foreman is essential to successful installations.  

• The GC project manager and all crew leaders remained the same throughout the year 1 
HIP.   

Year 2 required a repeat of the learning curves for the general contractor and the window, door, 
and siding subcontractors since a different general contractor was selected in the bid process: 

• The GC subcontracted for all envelope components. 
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• As in the first year, a mock-up installation was performed to familiarize the sub-
contractors with the housing style (frame homes) and installation details of the 
components.  Unfortunately as determined later, this trial run did not provide the 
contractor or the subs with sufficient detail or information to organize and execute the 
work scope. 

• Different from year 1, the window contractor was a sub to the GC.  This resulted in 
multiple weeks of back-forth between the GC and window sub to determine the actual 
scope of work for the window contractor. In the end, the window contractor was 
responsible for the metal exterior flashing installation, a detail that proved difficult to 
implement with the siding installation that followed the window installation. 

• The GC deferred to HIP staff to set a schedule for window and door measurements. The 
GC declined to measure the entire cohort at the start of the project, leaving the 
masonry homes until late June. The window sub measured the windows, the GC 
measured the doors.  The door orders had significant problems and many had to be 
remade or the installations were inordinately complex. 

• Prior to work start, the window sub provided a schedule for the windows directly to HIP 
staff.  Neither door nor siding schedules were provided by the GC to HIP staff.  Changes 
to the window schedule were also submitted to HIP staff rather than through the GC. 
Scheduling was a major problem in year 2 HIP throughout the entire cohort. 

• The original project manager for the GC was unable to continue past July; subsequently 
four (4) different GC project managers were involved in the 2017 HIP.  Each new project 
manager required significant adjustment to the HIP work. 

• Subcontractors also changed regularly. Multiple siding crews were either asked to leave 
or simply quit, the original door crews were inexperienced, one lasting only a day.  Only 
the window sub had a consistent oversight and satisfactory installation quality. 

Contractors – Project Management:  Emerging as an immediate critical issue, contractor management 
from planning prior to the material order, to daily oversight of contractor work, to punch-out details 
proved to be the single most important performance issue that will make-or-break project success. For 
GHI housing and the cooperative, this includes established project management expertise, experience in 
residential construction, organization, customer relations, access to the job site, developed relationships 
with sub-contractors, and business ethics. 

Contractors – Installation Quality:  Renovations in GHI existing housing is challenging due to the age of 
the homes, the settling that has skewed plumb/square surfaces, finish surfaces that are deteriorated or 
overlaid with dozens of paint coats, limited access to work areas, among others. With these challenges, 
the contractor expectation is that the finish work will generally restore the component to a comparable 
new construction state.  Individually, this expectation has reasonable limits; however, on a production 
basis (i.e. hundreds of doors or thousands of windows) the result proved to be more varied. 
Furthermore, the bids do not include replacement of components such as trim that most often required 
follow-on work from GHI maintenance staff to satisfy expectations from members. 
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Contractors – Cleanup and Punch Out: Two areas given minimal attention in the planning process is 
cleanup during and after renovations and completing component installation to a final product. Much of 
the HIP renovation work produced considerable refuse and debris.  The debris was generally from 
removal of existing products (i.e. nails, siding pieces, nails, wood chips, small electrical parts, and nails). 
Some of the refuse was from product packaging and material cuttings (foam pieces, siding pieces, metal 
chards) and other was due to contractor personal trash (i.e. lunch packaging, tobacco products, drink 
containers). Both the quality and timing of the cleanup are issues that require constant attention. 

Contractors – Overall Performance:  Assessing the overall performance of the HIP General and Sub 
Contractors identifies some critical elements: 

• Familiarity with the GHI geography, layout, housing types, and community structure 
• Understanding of the work scope and details 
• Sufficient planning time to prepare for the work –  

o site organization and work flow 
o measurements and product organization 
o material orders and storage 
o product delivery, storage, and utilization 
o trade identification and training 
o scheduling and schedule changes 
o site cleanup and waste removal 

• Subcontractor oversight, problem resolution, and inspections 
• Consistent project management 
• Adaptability to change order requests and member complaints 
• Attention to installation quality and details 
• Attention to cleanup and subcontractor performance 

All of the HIP contractors in Year 1 (2016) achieved a satisfactory level of performance in these areas.  
The expected learning curve was navigated in most cases, quickly and consistently by all of the 
contractors, including for the windows, doors, siding, envelope options, baseboard heaters and electric 
options, attic improvements, and heat pump installations.  

In year 2, the general contractor for the envelope improvements relied much too heavily on HIP staff to 
maintain an adequate work pace, quality inspections, and subcontractor oversight.  All other HIP 
contractors in year 2 (2017) achieved a satisfactory level of performance as in year 1.   
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2016/2017 Homes Improvement Program Selected Statistics: 

 

Reserve Items 2016 2017 Percent 
Change 

HIP Cohort, Units 328 318 -3% 
Frame Units 206 208 1% 
Brick Units 62 70 13% 
Block Units 59 40 -32% 
Windows 2,531 2,545 1% 
Doors 535 558 4% 
Siding Area, sf 179,682 191,992 7% 
Baseboard Heaters 1,633 1,880 15% 

    
Optional Items 2016 2017 Percent 

Change 
Insulate Frame walls, 1.00" 59 71 20% 
Insulate Block walls, 2.25" 0 5   
Seal Trash Closet doors 13 25 92% 
Close Thru-Wall AC openings 33 66 100% 
peep hole 105 95 -10% 
knocker 38 42 11% 
mail slot 49 95 94% 
kick plate 44 60 36% 
Storm doors 143 113 -21% 
Attic Improvements 58 94 62% 
Mini-Split Heat Pump 49 68 39% 
Bath Exhaust Fans 56 70 25% 
Bath Radiant Heaters 44 22 -50% 
Kitchen Radiant Heaters 12 12 0% 
Digital Thermostat Systems 44 50 14% 
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Contractor Components 

2016 - Acadia Windows and Doors 
2017 - AAPCO windows, doors, siding 

2016/2017 Best Way Electric baseboard heaters, thermostats, radiant panels, bath fan 

2016/2017 Capps Mechanical mini-split heat pumps 

2016 Complete Home Solutions 
2017 Greenstep attic- air seal & insulation  

2017 Foam InSealators crawlspace- insulation & vapor barrier 

 

HIP Cost Summary 2016 2017 
Reserves (inc. AMP) $2,857,109 $2,728,146 
Crawlspaces $0 $452,321 
Member Options $747,978 $1,089,921 
      
Reserves - per unit cost $8,711 $8,579 

 

 

HIP Staff Activities and Challenges: Staff, in implementing the HIP, experienced a steep learning curve 
summarized, but not limited to, the following:  

• Establishment of a process to divide all GHI units into cohorts for HIP improvements over 5 years 
• Selection of specific improvements to be offered in the HIP 
• Development of detailed specifications for each component installation 
• Survey of individual units, segregating original main unit from addition components 
• Establishment of procedures to address components in additions of various age, condition, and 

style 
• Publication of a survey tool to catalog member selections 
• Development of a database system to track all unit components, reserve replacement items, 

optional features, member selections and unit data, GHI permitting, and contractor costs 
• Organization of data for the bidding process 
• Development of a clear, concise, and comprehensive survey tool for member selections 
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• Establishment of procedures to support and encourage timely member responses 
• Compilation of detailed data on individual components in each unit and for each contractor 
• Incorporating a process to employ membership committees to address unique questions on 

components, member concerns, and financial responsibilities 
• Establishment of GHI board-approved guidelines to govern the use of reserve funds and the 

formalization of specific component selections 
• Organization of simultaneous contractor activities, logistics for material storage, waste removal, 

and construction pace 
• Establishment of processes to address member preparation for disruptive construction 

activities, scheduling of multiple entry into the unit, changes to the unit, installation issues, 
operation of new components, and set the final HIP work expectations 

• Identification of specific work activities for each contractor for each housing type and the 
interface with HIP staff during these activities 

• Development of an inspection process to ensure quality work and staffing these activities 
• Communication – 

o Detailed timeline for planning and selection activities in each year of the HIP 
o Help sessions to address individual member concerns and questions 
o Detailed information on technologies, costs, and available incentives 
o Installation preparatory materials for members 
o Detailed scheduling information and changes to the schedule 
o Methods of member contact, including email, phone, newsletters, and website 

Many of these HIP staff activities were refined and improved from Year 1 to Year 2, and continue to 
undergo enhancements in Year 3. Particularly in preparation for the start of the HIP in each year, 
support from the Buildings Committee and other member volunteers is crucial to help the cohort make 
timely selections. 

Maintenance Staff Support: Window replacement in all homes require the removal of window 
treatments, both interior and exterior. Access is also needed in front of the windows from both sides. 
Maintenance staff has provided a fee-for-service work scope to remove and reinstall interior window 
treatments and to remove exterior treatments. Maintenance staff also removes and reinstalls large 
items in front of window exteriors at no additional cost to the member. The siding replacement in frame 
homes requires access that is often limited by fences, structures, and plantings. GHI maintenance staff is 
relied upon to prepare the building for siding replacement and reinstall any components that were 
moved. The extent of the HIP work also identifies many deficiencies in units such as rotted wood and 
improper electrical installations. Many of these deficiencies are uncovered during the construction 
process when immediate repairs are necessary to maintain a necessary work pace. The most expeditious 
approach is to rely on maintenance staff to make any necessary repairs. Where feasible, change orders 
are used where contractors have the expertise to make the needed repairs. Outside contractors have 
been used to make extensive repairs, however the timing of this process which involves multiple bids 
and is limited to a maximum spending limit, is often too cumbersome and inordinately inhibits the work 
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flow. Without the support of the maintenance department, the annual HIP work progress would be 
severely limited. 

Member Reported Issues with HIP:  Members are provided with an installation checklist after the HIP 
work is completed for the year.  The checklist indicates all of the HIP items installed with spaces 
available for comments.  Using these checklists, punch list items are extracted and comments are 
compiled.  The following Table summarizes as much as possible, these comments.   

  2016 Specific Comments 2017 Specific Comments 

Returned Checklists 140 of 327(42%)  132 of 319 (41%)  
No comments 62 of 140 (44%)  66 of 132 (50%)  

In general: 
Satisfied/Excellent! 19 

Great work; 
Excellent; Friendly 

Staff 
4 Excellent work overall! 

In General: Dissatisfied 
or disappointed 1 Sloppy work 0 See individual items for comments 

Issues:     

Windows 

12 (8-Repairs 
needed; 3-
Cleanup; 1-

Scheduling not 
on time) 

Windows don't 
close properly; 
poor caulking; 
poor window 

screens; sill issues; 
condensation; 

fingerprints 

21 (9-Repairs; 3-
Satisfied; 2-

Operation; 4-
Poor quality of 

materials/work; 
2-Unfinished 

install;  1-
Damage) 

Clean windows after install; crew 
sloppy; poor window screens; 1/2 

screen suggested for future; hard to 
open; caulking issues 

Doors and Storm Doors 

28 (16-post 
repairs needed, 
7-Poor Quality 

of 
install/material, 

2-Cleanup 
needed,2-
Damage to 

trim/walls/glass, 
1-How to 

operate locks) 

Storm door 
screens pop up or 
are poor quality; 
waiting for door 
options; doors 

don't close 
properly; options 

not installed 
correctly 

44 (21-
Repairs/Punch; 7-

Damaged; 5-
Scheduled late;  

5-Satisfied;5-Poor 
quality of 

materials/work;1-
Operation of 
Storm Door 

Replace kick-plate; locks/latches not 
working; gap between door and 
threshold; door installs late in 

schedule; no door options received; 
door needs replaced; plaster around 
door frame damaged; repaint door 

frames 

Door Hardware 

8 (5-Repairs 
needed; 2-

Scheduling; 1-
Installation) 

Viewer installed 
too high, blurry or 
not installed; not 

on time 

2 (schedule) Did not receive requested kick-
plate/viewer/knocker 
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  2016 Specific Comments 2017 Specific Comments 

Siding 
4 (3-Repairs 

needed; 1-Poor 
quality) 

Dryer vent sided 
over 

10 (7-Poor quality 
materials/work; 

2-Repairs; 1-
Satisfied) 

Insulation not 1"; 
mailbox/lettering/shutters/downspout 

not reinstalled; siding bent/broken; 
crew unprofessional 

A/C Removal NA NA 
3 (2-Incomplete 

Installs; 1-
Appearance) 

Walls need to be painted from 
removal 

Attic Insulation 
3 (1-Education; 

2-Repairs 
needed) 

Nails exposed thru 
ceiling; review 
insulation with 

member 

3 (2-Satisfied; 1-
Poor Quality 

materials/work) 

Sloppy work in attic, insulation 
leaking, flooring uneven. 

Baseboard Heaters 

9 (5-Repairs 
needed; 1-

Scheduling; 3-
Poor Quality) 

Only works or 
effective on high 

setting; install not 
on time; poor 
knob design; 

reconnect outlet; 
seal hole in wall; 

replace BBH 

8 (3-Repairs; 2-
Poor quality; 2-

Statisfied; 1-
Scheduling) 

Waiting for replacement of wall 
thermostat; BBH needs to be 

repositioned; BBH not working or 
poorly 

Digital Thermostats 
4 (3-Repairs 
needed; 1-
Operation) 

Battery Issues; 
hole patched; 

manual needed 
0 NA 

Split Heat Pump 3 (2-Installation; 
1-Operation) 

Exterior wiring not 
painted correctly; 

inside wall not 
sealed properly; 
show member 

how to use 

10 (6-Satisfied; 4-
Incomplete Install 

Exterior wiring not painted correctly; 
Caulking not finished to seal holes 

Radiant Heat Devices 
2 (1-Repair 
needed; 1-
Installaion) 

Not installed 
correctly; not 

working 
0 NA 

Exhaust Fan 

8 (4-Poor 
Quality; 2-

Operation; 2-
Repairs needed) 

Manual not 
provided for fan; 
fan stained; fan 

leaking insulation; 
fan needs fixed 

2 (1-Operation; 1-
Satisfied) User manual needed 
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  2016 Specific Comments 2017 Specific Comments 

Damaged Yards 3 

Yard plants 
removed, 

nails/trash left in 
yard, fence 
damaged 

5 (5-Damage) nails/trash left in yard, sloppy cleanup 
work 

 

Generally, there were few written comments from members following the HIP; however, the ones that 
were submitted are representative of the issues encountered. When submitted, HIP staff responded 
where possible, to remediate the problem if it had not previously been addressed.  In some cases, the 
issue described is a result of unfamiliarity with the technology or system.   

 

Program Changes from Years 1 and 2 to Year 3: Lessons learned in the first 2 years of the HIP has 
informed the activities in Year 3, notably, although in no particular order: 

• Development of the body of available information for members to prepare for their cohort 
• Faster and more detailed compilation of unit data (windows, doors, BBH, etc.) 
• Scheduling improvements and consistent notification 
• Extensive energy rebate process 
• More concise and clear Member Option Survey form 
• Timely identification of contractor work scope  
• Better response time to member inquiries 
• Faster resolution of punch-out items 
• Larger defined option set for unique requests e.g. kitchen window size changes 

The HIP continues to refine activities to increase efficiency and in particular, communication with the 
membership.  As the contractors grow in familiarity with the work scope, responses to the inevitable 
issues that arise on a nearly daily basis are addressed more efficiently. Already in Year 3, the workflow is 
more consistent, implemented with fewer punch items, and complete when the contractor moves on to 
the next unit. Integral to the improved workflow is the preparations made by the membership, which 
after the initial growing pain of this disruptive process is much more familiar and often agreeable. 

 


