




Lessons Learned
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Rebuilding Together Aurora

As a project leader, you will already have or will find your own ways.  However, the following suggestions may be helpful.

1. Identify long-lead items and get them ordered immediately.  Make sure they can be picked up or delivered on time.

2. Well in advance of the job, go to the house and measure everything.  It will help when you are at the store and need to buy stuff.

3. Take the owner shopping for selected items.

4. If you go to the store and do not buy an item that you will eventually need, write down the SKU number for further reference.

5. Make sure you know how many people are coming.  Be aware that, for no apparent reason, some people will disappear at lunch time or before they complete a task.  

6. Some people may own special tools; have them bring them to the job.  If necessary, rent special tools.

7. Keep receipts from stores for any purchases; this facilitates returns and reimbursement. 

8. Organize the work to allow small teams to work in different parts of the house.  If two tasks are in the same location, stage the work time-wise so that people are not working on top of each other. If a job will consume more than one day, it is usually easier to get people out ahead of time than a day or more later.  Put one person in charge of each team.

9. Unless the task is unusually difficult, avoid assigning all your experts to one task.  Better to have an expert and some less experienced helpers on each of several tasks.  Accommodate volunteers who wish to learn by assigning them to an expert.  Also, do not squander your experts on easy tasks.

10. As it will be difficult for you to direct work on several tasks at the same time, make a written set of directions for the more complicated tasks.  This might include: (a) scope of work, (b) plans, sketches, or drawings, (c) list of parts, (d) list of tools, and (e) a list of construction steps.

11. Have a small group in charge of the food with no other tasks.  The food people should be ready with snacks, juice, and water throughout the day and lunch at the appropriate time.  Let them clean up while the workers get back to the renovation.

12. Have someone in charge of collecting the waivers and giving out the Rebuilding Together Aurora T-shirts.  You will find this can be done by one of the persons in charge of the food.  A good tactic is to exchange a signed waiver for a T-shirt.

13. Put someone in charge of the dumpster.  His or her job is to see that nothing goes into the dumpster until it is flattened.  I would go so far as to recommend that this person be the only one to throw anything into the dumpster.  Otherwise, the dumpster will fill up too soon and be loaded with nothing but air.  Set items having value at the curb intact; the neighbors will see that they disappear quickly.  Don’t worry; the dumpster will eventually fill up.

14. Put cut up landscape materials neatly at the curb; upon notification, the city will pick them up during the next week.

15. You will discover that most of the wasted time is spent by workers looking for repair parts and tools.  To minimize this, set up centrally located tables (sawhorses and doors, planks or plywood work well) and organize repair parts and tools.  Have a dedicated tool & parts person who continually polices the job site, collecting and returning to a central location any tools, parts, extension cords, and ladders not being used.

16. Set up a work area complete with bench, cut-off saw, and vice.  If possible set up on a paved or wood surface; the area will get lots of traffic.  If rain is anticipated, clear an area in the garage or get a tent top for such work so you can keep going.

17. To avoid having people digging through bags for parts, remove purchased items from their shopping bags immediately and have them displayed by type on a table.  To allow unused items to be returned to the store for refunds, avoid removing purchased items from their cartons or packages (or remove them carefully and save the carton) until actually used.

18. Know what parts go to each job.  Parts designated for a special task should not be used elsewhere.

19. To avoid extra trips to the store, buy more than you need; return the unused items for a refund.  If you are doing plumbing (or electrical work), buy extra pipe, fittings, and shutoff valves.

20. Have people on your team bring collections of spare parts for various disciplines:

a. Supply water piping

b. Waste piping

c. Electrical

d. Paint supplies

e. Screws, nails, bolts, lag bolts, machine screws, hangers, etc.

Place each in its assigned spot in your supply area.

21. To save trips to the store, have handy a box full of various sized screws, drywall screws, flat head nails, finish nails, machine screws and nuts, ¼” bolts, lag bolts, hangers for wall mounting things on drywall, ceiling hangers, and drapery hardware.  I suggest getting approximately two dozen 4”w x 4”d x 2.5”h (1 pint) Handy freezer containers from the hardware store to hold them.  Glass jars (or even paper cups) will work but might get broken.

22. You will probably find that the person who goes to a store to buy needed supplies needs to be relatively savvy about the repairs being made.  Also, try not to leave any purchases until the work day; if in doubt about the size or type, buy both and return the unused one.  Have the person call the job site just before checking out of the store for last minute needs.

23. Keep the work areas clean; get rid of cutoffs and debris as soon as it appears.

24. Do not let people park in the driveway; keep it free for delivering materials.

25. Buy quality parts (especially plumbing faucets and mixing valves; spend twice what you think you can get by with).  They install faster and will last longer.  These folks are hard on their stuff.  Despite your fears, you will probably not go over budget on materials.

26. If you are buying kitchen cabinets:

a. Allow plenty of time for delivery or consider the knockdown items at Home Depot.  These cabinets are of reasonable quality, there is a good selection, and they can be transported to the job site and stored easily.  You may have to go to several stores to get a full set of cabinets.

b. Avoid the unpainted cabinets from either Home Depot or Menards; they are of poor quality and will waste your time trying to get them right.

c. If you need custom counter tops, consider ordering from Vanity & Supply, 743 N McClure Rd, Aurora Tel 851-3323.  They have given discounts for charity in the past.

d. For the cabinet under the sink, reinforce the cabinet bottom.  Otherwise water leaks will eventually distort it.  For other lower cabinets, consider adding a 12-16 inch wide removable shelf, halfway up.

27. Have people mark their tools.

28. Arrange for plenty of extension cords, multiple outlets and a few 3-pin to 2-pin adaptors.  Have your tool person see that the right length cords are used on the right jobs to optimize their use.

29. If you have to make drywall repair, use fast drying (20 or 45 min) drywall compound.  This must be purchased dry and mixed on site, but it will dry in a reasonable time.

30. When painting:

a. If possible, get the painting done in the morning.

b. Use quality roller covers; cheap ones waste time; use a nap one size heavier than recommended on the package.

c. For interior work, add 4 ft handles to rollers.  For exterior work, add 16 ft extension handles to rollers, and do most of the painting from the ground.

d. Place paint in empty 5 gal drywall compound buckets rather than paint trays; use a hanging corregated screen in the bucket to remove drips from roller.

e. When you take a break from painting, place wet rollers and brushes in a bucket of water or in the long narrow plastic bags that newspapers (my favorite: Subway sandwich bags) come in to keep paint from drying.

f. Use a sturdy 18” high box to stand on rather than a ladder to reach the corners between the ceiling and walls.  Better yet, build a 4 ft long, 12-20 in wide, 18 in high sawhorse to stand on.

g. Use ceiling paint (flat white) on ceilings.

h. Use flat wall paint on most walls to hide blemishes.

i. Use semi-gloss paint on walls in kitchens and baths to allow easy cleaning.

j. Keep the colors light (my favorite: Dutch Boy antique white) to brighten the rooms.

k. Painters should carry dry rags (wet rags tend to spread the paint) and remove drips immediately.  It will save time to have a couple of people working alongside the painters, cleaning up “the oops” before the paint dries.  If paint has already started to dry, use a wet rag followed by wiping with a dry rag.  Wetting the rag with a product called Oops saves time.

l. Unless you are sure you will use it all, buy paint in one gallon cans so that the excess can be returned; save the non-dented cans for last.

31. In dealing with the owner:

a. Assign some work to the owner prior to the job.

b. Encourage the owner to invite family members and friends to help.

c. Insist that any able-bodied family members get involved in the work.

d. Insist that idle family members stay away from the house.

e. Insist that no alcohol be consumed on the day of the work.

f. If stuff needs to be thrown out, make sure that the person approves.

g. Encourage the owner to thank each volunteer.  If necessary, have someone take the owner around to meet and thank everyone.

h. If the owner is an older person or unusually apprehensive, have someone take care of him or her.
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