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Zonda Media recently released the 36th annual Cost vs. 
Value (CVV) report detailing the home renovations that de-
liver the best return on investment (disclosure: Zonda Media 
owns JLC). True to form, this year’s report confirms a consis-
tent truth that has been revealed on every report for the last 
30  years: Exterior replacement projects typically provide a 
higher return on investment than interior discretionary re-
models at the time of house sale. 

The value figures are derived from a survey of more than 
6,000 Realtors. The survey supplies them with project specifi-
cations and cost estimates, along with photos and illustrations 
describing the projects, and asks for each remodeling project: 
“What value does this project add to the sale price of a home?”

The reason for high returns on exterior projects stems from 
what real-estate professionals regularly witness from buyers: If 
their first impression is a run-down exterior, they tend to enter 
the property wary and reluctant to spend large on the property. 
If, on the other hand, the home looks well taken care of, they 
enter with a more positive view from the outset. 

This year, there are two exceptions to the rule that exterior 
projects rate higher: a minor kitchen remodel and a midrange 
bath remodel. The report suggests the average seller can expect 
an 86% return on a light touch to the kitchen, and 67% on a 
modest bathroom reno. Here, too, the rationale stems from how 
buyers are likely to feel, especially in today’s tight economy. 
Buyers are hyper-focused on hanging onto extra cash right now, 
especially if buying a house has put a big dent in their savings. 
They want workable kitchens and baths and don’t necessarily 
want to take on an interior remodel before they move in. 

Larger discretionary projects, such as upscale kitchen, 
bath, and master-suite remodels, don’t influence the value of 
the home nearly as much. That’s because a “dream kitchen” or 
“luxury bath” conceived by a former owner may not include 
the finishes and selections that all buyers will value highly. 
There are vast differences in aesthetic tastes; one person’s ele-
gant new kitchen or bath will not be viewed by all prospective 
buyers equally. These discretionary projects do have great value 
for the owners who make the selections, reflecting a different 
kind of value—the satisfaction in living in their dream home. 
This underscores an important point: The CVV report is specifi-
cally about establishing just one type of value—the dollar value 
at the time of sale. Remodelers often describe using the CVV 
report to open a discussion about budget for proposed projects. 
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Cost vs. Value: National Averages

2023 National Averages

Project  Job 
Cost

 Value  
at Sale

% Cost 
Recovered

HVAC Conversion (Electrification)  $ 17,747  $ 18,366 103.5%

Garage Door Replacement  $ 4,302  $ 4,418 102.7%

Manufactured Stone Veneer  $ 10,925  $ 11,177 102.3%

Entry Door Replacement  $ 2,214  $ 2,235 100.9%

Siding Replacement (Vinyl)  $ 16,348  $ 15,485 94.7%

Siding Replacement (Fiber Cement)  $ 19,361  $ 17,129 88.5%

Minor Kitchen Remodel  $ 26,790  $ 22,963 85.7%

Window Replacement (Vinyl)  $ 20,091  $ 13,766 68.5%

Bathroom Remodel (Midrange)  $ 24,606  $ 16,413 66.7%

Window Replacement (Wood)  $ 24,376  $ 14,912 61.2%

Roofing Replacement (Asphalt Shingle)  $ 29,136  $ 17,807 61.1%

Grand Entrance (Fiberglass)  $ 10,823  $ 5,457 50.4%

Deck Addition (Wood)  $ 17,051  $ 8,553 50.2%

Roofing Replacement (Metal)  $ 47,414  $ 23,163 48.9%

Universal Design Bathroom  $ 39,710  $ 18,270 46.0%

Major Kitchen Remodel (Midrange)  $ 77,939  $ 32,574 41.8%

Deck Addition (Composite)  $ 23,430  $ 9,325 39.8%

Bathroom Remodel (Upscale)  $ 76,827  $ 28,203 36.7%

Major Kitchen Remodel (Upscale)  $ 154,483  $ 48,913 31.7%

Bathroom Addition (Midrange)  $ 57,090  $ 17,237 30.2%

Master Suite Addition (Midrange)  $ 157,855  $ 47,343 30.0%

Bathroom Addition (Upscale)  $ 104,733  $ 27,830 26.6%

Master Suite Addition (Upscale) $ 325,504 $ 73,875 22.7%

National perspective. Sorted by the highest return  
on investment, this table ranks all 23 projects in the  
2023 Cost vs. Value report.
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It can be reassuring to many prospective clients to know what 
a project might return if they must sell their property. Once the 
investment has been established, remodelers report having an 
easier time talking about other values a proposed project might 
have for clients.

THE HOTTEST TREND
New for 2023 is the HVAC conversion project. This project details 
removing an oil or gas furnace and replacing it with an electric 
heat pump that is appropriate for the climate zone. The CVV re-
port shows that not only is this a popular project, but it also of-
fers an exceptionally high return on investment (104%). 

The trend toward home electrification has been gaining mo-
mentum in recent years. According to recent Energy Information 
Administration (EIA) data, electricity has surpassed natural gas 
as the largest residential energy source, with space conditioning 
accounting for the highest proportion of home energy use. 

The EIA also reports that a growing proportion of the elec-
tricity generated in the U.S. is coming from renewable sources. 
Expanding this proportion while reducing fossil fuel emissions is 
viewed as a viable solution to reducing greenhouse gas emissions 
and alleviating climate change. However, climate warming is 
not the only issue driving the push toward electrification. Energy 

independence, which the war in Ukraine has brought into sharp 
focus, is also a growing concern for which electrification offers 
a solution.

Independent from global problems, heat pumps have grown 
in popularity because they provide both heating and cooling. The 
conversion from a furnace or boiler to a heat pump provides the 
added value of summertime cooling without a separate air condi-
tioner. New inverter technology has also made heat pumps viable 
for heating in northern states, erasing the discomfort problems 
that previously plagued their use in cold climates. 

A ROILING ECONOMY 
The most noticeable trend in the 2023 CVV report has been the 
plunge in the overall ROI numbers. While the projects with the 
highest returns have edged over 100%, those at the lower end 
of the ROI range have dropped well below 50%, with the overall 
cost–value ratio down to 34.8%, the lowest in the history of the 
report. The previous low for the CVV (a ratio of value over cost) 
was 56.8% in 2011–12, on the heels of the Great Recession.

Todd Tomalak, who leads Zonda’s Building Product Research 
and Advisory Practice, reminds us that, for the 2023 CVV report, 
Realtors were surveyed in Q4 2022 at what was unquestionably the 
nadir of the real estate market. Mortgage rates were rising while 

Historical perspective. This chart shows trends based on 15 projects that have always been included in the report. This 
year, both costs and values fell for the first time since 2012, with the average project value falling sharply to its lowest level 
since the report began. This grim outlook likely arose from falling home prices and rising mortgage rates faced by Realtors 
in Q4 2022 when they were surveyed.  
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inflation was surging, and real estate sales were falling. “It was 
the darkest hour of 2022 and for real estate in a decade,” Tomalak 
explains. “But it provides an important perspective to capture. 
We learn what projects maintain a premium to homebuyers 
when times are tough, and they can’t afford everything on their 
wish list.”

The chart above showing regional variations reveals wide 
differences in cost and value (one startling example is the entry 
door replacement project). Tomalak believes these fluctuations are 
likely driven by a combination of resolving supply-chain back-
logs plus housing markets cooling at very different rates—a sign 
of a turning market where not all the markets are at the same 

stage. “We have seen this sort of pricing data emerge several oth-
er times; it is usually a phenomenon that occurs in ‘inflection’ 
points around business cycles (in this case, the housing cycle),” 
Tomalak explains. “The volatility that we are seeing in building 
product costs (and housing) since 2020 had more outliers in price/
cost data than any time over the last 70 prior years cumulatively.” 
Tomalak says this has occurred at other times when there were 
severe whipsaws and product shortages (he cites WWII, the 1910s, 
and the 1920s as examples). These were markets where the fun-
damentals of supply and demand were distorted in some major 
way, and thereby the range and volatility of pricing were markedly 
inconsistent, Tomalak says.

Regional perspective. A look at the regional averages (sorted to match the “National Averages” table on page 7 for highest 
ROI) shows the influence of local market variations. The table reveals some wide market fluctuations, likely driven by a 
combination of resolving supply chain backlogs plus housing markets cooling at very different rates. 

Cost vs. Value by Region

Middle 
Atlantic

New 
England

South 
Atlantic

East 
North 

Central

West 
North 

Central

East 
South 

Central

West 
South 

Central Mountain Pacific

HVAC Conversion (Electrification) 95% 113% 87% 98% 94% 92% 103% 115% 105%

Garage Door Replacement 104% 83% 99% 80% 78% 93% 85% 100% 97%

Manufactured Stone Veneer 103% 95% 109% 103% 90% 102% 102% 97% 85%

Entry Door Replacement (Steel) 44% 39% 53% 41% 37% 59% 48% 66% 89%

Siding Replacement (Vinyl) 98% 89% 99% 73% 90% 98% 98% 93% 98%

Siding Replacement (Fiber Cement) 73% 101% 96% 67% 75% 107% 98% 107% 87%

Minor Kitchen Remodel 75% 84% 79% 74% 84% 79% 80% 90% 79%

Window Replacement (Vinyl) 66% 72% 72% 57% 70% 65% 72% 73% 68%

Bathroom Remodel (Midrange) 58% 58% 64% 64% 59% 64% 68% 60% 63%

Window Replacement (Wood) 57% 67% 61% 56% 62% 55% 61% 69% 58%

Roofing Replacement (Asphalt Shingle) 53% 60% 64% 50% 51% 67% 59% 53% 61%

Grand Entrance (Fiberglass) 51% 47% 54% 40% 40% 47% 45% 46% 50%

Deck Addition (Wood) 44% 52% 46% 35% 48% 44% 49% 51% 52%

Roofing Replacement (Metal) 42% 47% 51% 43% 42% 48% 50% 42% 43%

Universal Design Bathroom 42% 44% 44% 43% 41% 45% 43% 41% 43%

Major Kitchen Remodel (Midrange) 38% 42% 40% 36% 40% 37% 38% 44% 39%

Deck Addition (Composite) 43% 37% 39% 32% 38% 33% 37% 39% 37%

Bathroom Remodel (Upscale) 32% 38% 35% 36% 31% 35% 35% 35% 33%

Major Kitchen Remodel (Upscale) 30% 30% 30% 28% 30% 29% 28% 32% 28%

Bathroom Addition (Midrange) 26% 30% 28% 29% 28% 32% 29% 35% 30%

Master Suite Addition (Midrange) 27% 28% 29% 30% 26% 28% 28% 32% 27%

Bathroom Addition (Upscale) 24% 25% 24% 26% 23% 26% 27% 28% 25%

Master Suite Addition (Upscale) 20% 21% 21% 23% 20% 21% 22% 25% 20%


