What to Do If Your Contractor Finds More Damage
During Repairs

1) Why this checklist matters when a contractor uncovers extra damage

When a contractor starts work and finds more damage than expected, most homeowners feel a mix of frustration and worry. That
moment can decide whether the repair job stays on track or turns into a long, costly headache. This checklist gives you a step-by-
step way to respond so you keep control of costs, safety, and timelines. Think of’it as the owner's manual you wish you had
before the ladder went up.

Foundationally, unexpected damage is common. Roofers, plumbers, and remodelers peel back layers and often reveal problems
hidden by finishes, insulation, or substructure. Like peeling an onion, each layer can reveal more. Recognizing that reality lets you
act calmly and practically. The key goals are: document what was found, stop unnecessary work, understand the change in scope,
protect your budget, and make sure the job meets code and safety standards.

Quick Win: Stop, Document, and Ask for a Revised Estimate

If you want a win you can do in 30 minutes: pause nonessential work, take clear photos of the new damage, ask the contractor to
mark affected areas, and request an immediate written change order or revised estimate. This prevents surprises and gives you a
paper trail for insurance or second opinions.

2) How to verify the new damage - inspections, documentation, and why
detail matters

When extra damage shows up, the first practical step is verification. Don’t accept verbal descriptions only. Ask the contractor to
document the problem with photos, annotated notes, and an itemized description. Good documentation lists where the damage is,
what caused it (if known), and what components are affected. For example, a roofer who finds rot in the deck should show
photos of the affected rafters, sheathing, and any compromised flashings.

Get a timeline too: what was found at discovery, what temporary measures were taken, and which areas remain unsafe. If you
can, request short video clips that show the full context - photos can miss things that a brief walk-through video captures. If the
damage is structural or involves electrical or plumbing systems, insist on a licensed specialty inspection. An electrician might verify
wire conditions and code compliance; a structural engineer can assess load-bearing members. These specialists can prevent costly
rework and protect you from future failures.

Why does detail matter? Insurance adjusters, permit officers, and future buyers all rely on documentation. Without it, disputes
over scope and payment become messy. Treat the documentation step like collecting evidence - the clearer it is, the less chance of
arguments later.



3) Understanding cost changes - getting a clear revised estimate and change
order

Unexpected damage changes the job scope and the price. The contractor should provide a clear, written change order that lists
each added item with costs: materials, labor hours, permit fees, and markup. Don’t let a contractor quote a vague “extra $2,000”
without line items. Breakdowns help you compare quotes and verify whether pricing is reasonable.

Ask about unit pricing and quantities. For example, if rotten decking needs replacement, the change order should state square
footage, material type, removal and disposal charges, and labor rate. If shingles need replacing across a larger area to match
aesthetics, the contractor should explain why and show options. When possible, get two written estimates for the same scope. A
second opinion often catches overbilling or missed steps, and it gives you negotiating leverage.

Watch payment terms. Avoid paying the full increased amount up front. Instead, tie payments to clear milestones and keep a small
retainage until final inspection and satisfaction. Insist on updated timelines too, because added work often extends the job. Clear
expectations prevent conflict and keep everyone accountable.

4) Navigating insurance claims when additional damage is discovered

If the hidden damage might be covered by insurance, start the claim process immediately. Document everything, submit the
contractor’s photos and revised estimates, and ask for an adjuster visit. When an adjuster comes, be present. Walk them through
what the contractor found and show the documentation. Pointing out water stains, rot, mold, or compromised framing helps the
adjuster understand the full extent.

Expect pushback on the cause. Insurance companies distinguish between sudden events and long-term wear. If the damage looks
like long-term neglect, a claim may be denied. That’s why getting a professional opinion that ties damage to a specific incident -
storm, impact, backed-up drainage - strengthens your case. Keep copies of all communications and request a written explanation
for any denial.

Don’t sign away your rights. If an insurer offers partial payment tied to a contractor’s estimate, consult the contractor about
whether that will cover required repairs. You can negotiate with both. In many cases, it pays to get a second contractor’s bid and
share it with the insurer if there’s a dispute.

5) How to negotiate change orders, protect your payment, and avoid liens

Change orders are where relationships break down. Protect yourself by insisting that any scope change be signed before major
work proceeds. That signature should include clear cost, schedule impact, and who pays for permits. If the contractor insists on
continuing without a signed change order, stop the work until you get the agreement in writing,



Use lien prevention tactics. Many contractors expect progress payments, but you should require lien waivers for each payment. A
conditional lien waiver tied to the payment you make protects you from future claims by subcontractors or suppliers. Keep copies
of invoices, delivery receipts, and material labels. If a subcontractor shows up claiming unpaid bills, you can show paid nvoices
and waivers.

Negotiate reasonable holds. It’s okay to retain 5 to 10 percent until final cleanup and mnspections. If you feel the contractor is
mflating costs, get another written estimate for the same scope and use it to negotiate. Keep communications professional but firm,
like talking to a neighbor about a shared fence repair. Clear expectations and documentation make disputes manageable.

6) Prioritizing repairs - safety first, then comfort and resale

When the damage grows, prioritize work into tiers. Tier 1 - safety and code: immediate threats like exposed wiring, structural rot,
or roof openings that allow water entry. Those get fixed first. Tier 2 - weatherproofing and function: replacing flashing, sheathing,
or plumbing that prevents further damage. Tier 3 - cosmetic and resale: matching shingles, trim, or paint. This triage approach
keeps you from spending a lot on looks while the structure is failing behind the scenes.

One practical example: if a roofer uncovers rotten rafters and missing underlayment under a small leak, repair the rafters and re-
sheath the area to make the roof weather-tight before replacing shingles to match. If matching material is expensive or phased, you
can schedule cosmetic matching later once the home is secure. Breaking the work into phases also lets you manage cash flow and
allows insurance to cover the urgent repairs first.

Use the expert analogy: a doctor treats life-threatening issues first, then works on rehabilitation. Apply the same thinking to
repairs. It keeps you safe, limits further damage, and prevents throwing money at the wrong problems.

Your 30-Day Action Plan: Handling Newly Discovered Damage Efficiently

Day 1 - Pause and document: Stop nonessential work. Take wide and close-up photos and a short video. Ask the contractor to
mark affected areas. Request a written change order or prelimnary estimate that same day. If there’s a safety issue, make
temporary fixes like tarping a roof or shutting off water until a specialist inspects.

Days 2-4 - Verify and get second opinions: If the damage is structural, electrical, or plumbing-related, schedule specialty
mspections. Get a second contractor estimate for the same scope. Contact your insurer if coverage is possible and submit initial
documentation. Collect any past mamtenance records that might prove the damage was sudden and not due to neglect.

Days 5-10 - Decide on scope and funding: Compare estimates, decide on the repair scope, and negotiate a clear change order.
Agree on payment milestones and lien waivers. If msurance contributes, coordinate payments and adjust the contractor’s contract
accordingly. Schedule the work with realistic timelines and buffer days for weather or permit delays.

Days 11-20 - Monitor work and communications: Keep records of daily progress with photos and brief notes. Hold back final
payments until key milestones are met: roof made weather-tight, inspections passed, or structural repairs completed. If surprises
pop up, follow the same documentation routine and get written agreements before proceeding.

Days 21-30 - Final inspection and closeout: Conduct a walk-through with the contractor and any inspectors. Request final
mvoices, lien waivers, and receipts for materials and permits. Address punch-list items promptly. If you have an unresolved
msurance issue, escalate with documentation: photos, inspection reports, and contractor invoices. Archive everything in a folder
for future reference or resale disclosure.

Final tip from a neighbor in roofing work: keep calm and insist on paper. Most contractors are professional and will appreciate
your clear process. When surprises happen, the homeowners https//www.thepmnaclelist.convarticles/why-choosing-a-local-
roofing-contractor-in-allen-texas-matters/ who win are the ones who document, ask for itemized estimates, and protect payments
with clear agreements. Treat the situation like fixing a broken fence - address the structural posts first, then worry about the paint
that makes it look nice.
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