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DON’T

RENOVATE

YET.

T H E  L I V I N G  I N  Y O R K  P A  R E S O U R C E  S E R I E S

A York County homeowner's guide to deciding what may be worth
fixing, refreshing—or leaving alone—before you sell.
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YOU’RE SELLING A HOME.
NOT BUILDING A NEW ONE.

Once homeowners start thinking about selling, something funny happens:
the little things they've lived with for years suddenly become impossible to
ignore.

The dated bathroom. The worn flooring. The kitchen you would design
differently today. Suddenly, there's a growing list of things that feel like they
have to be changed before anyone could possibly want the house.

But preparing a home for sale and renovating a home are two very
different things.

DATED ≠ DEFECTIVE
Something can be older, out of style or simply not what you would choose today—
and still be functional.

That's different from something that's broken, unsafe, actively deteriorating or
likely to create a meaningful obstacle during the sale.

Knowing the difference matters because “I wouldn't choose this today” isn't
automatically a reason to replace it.

THE GOAL ISN'T TO MAKE YOUR HOME PERFECT.
It's to make thoughtful decisions about what deserves your time, attention and money
before it reaches the market.

SO WHAT SHOULD YOU DO?
Before deciding to repair, replace or renovate anything, start by putting it into
one of four buckets:

FIX.                   REFRESH.                  LEAVE.                 INVESTIGATE.
That's the framework we'll use throughout this guide.
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NOT EVERYTHING NEEDS
THE SAME SOLUTION.

When you're preparing to sell, it's easy for every imperfection to become
another item on the to-do list. But different concerns call for different
responses. Before spending time or money, sort what you're considering into
one of four buckets.

THE BUCKET CAN CHANGE.
New information, your timeline, market conditions or the cost of addressing
something may change the strategy. The point isn't to label everything perfectly
on the first try—it's to make the decision intentionally.

01 / FIX
There’s a meaningful reason to address it.

Something isn't functioning as intended, is
actively deteriorating, raises a safety
concern, or could reasonably become an
obstacle to the sale.

ASK: Could leaving this alone materially
affect the transaction?

02 / REFRESH
It works. It just may not show its best.

The issue is primarily presentation rather
than function. A smaller investment of time
or money could help the home feel cleaner,
brighter, better maintained or more
inviting.

ASK: Could a simpler improvement change
how buyers experience it?

03 / LEAVE
Imperfect doesn’t automatically mean
worth changing.

Something may be older, dated or simply
not what you'd choose today, but changing
it before the sale may not meaningfully
improve your position.

ASK: Are we solving a real problem—or
simply making something newer?

04 / INVESTIGATE
You don't have enough information to
decide yet.

Sometimes the smartest next step isn't
repairing or replacing anything. It's getting
more information about the condition,
cost, potential impact or available options
first.

ASK: What do we need to know before
making this decision?
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BEFORE YOU FIX IT...
WHAT’S ACTUALLY WRONG?

Homeowners often jump from noticing something they don't like to deciding
it needs to be changed. But before asking “What should I do about it?” there's
a more important question:

“What problem am I actually trying to solve?”
“IT’S BROKEN”
That’s a FUNCTION question

Something that isn't working as intended
creates a different conversation from
something that's simply older or dated.

“I’M WORRIED ABOUT THE INSPECTION”
That’s a TRANSACTION-RISK question

The concern isn't necessarily appearance—
it's whether the condition could create an
issue later in the transaction.

“BUYERS WON’T LIKE IT”
That’s a MARKETABILITY question

That's still an assumption. The question is
whether changing it would meaningfully
improve how the home competes.

“IT MAKES THE HOUSE LOOK BAD”
That’s a PRESENTATION question

Presentation matters, but renovation isn't
always the answer. Sometimes a simpler
solution can change how the home shows.

“I’LL GET MORE MONEY IF I UPDATE IT”
That’s a VALUE question

Spending money on a home and adding the
same amount to its market value are not
necessarily the same thing.

“IT’S OLD”
That’s NOT A PROBLEM YET

Age may be a reason to investigate
condition, function or market impact—but
age alone doesn't tell you what to do.

DON’T START WITH THE PROJECT.
START WITH THE PROBLEM.

Once you understand what you're actually trying to solve, it's much easier to decide
where the right response belongs:
FIX. REFRESH. LEAVE. INVESTIGATE.
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BEFORE YOU 
SPEND THE MONEY...

You've identified the problem. You may even have a solution in mind. But before
hiring the contractor, ordering materials or starting the project, run the idea
through one more filter.
The question isn't simply “Will this make my home better?” It's whether doing it
makes sense for the sale.

01 / WILL IT MATTER?
Could leaving this alone materially affect the sale?
Think about function, safety, marketability, financing or insurance considerations, buyer confidence
and your negotiating position.

02 /  IS THERE A SIMPLER SOLUTION?
Are you solving a $1,000 problem with a $10,000 solution?
Sometimes cleaning, repairing, refreshing or addressing one specific concern can accomplish the
goal without turning it into a larger project.

03 /  WHAT DOES THE MONEY ACTUALLY BUY YOU?
Does the expense meaningfully improve your position—or simply make something newer?
A project doesn't need to return every dollar directly to make sense—but you should know what
you're expecting it to accomplish.

04 /  WHO ARE YOU MAKING THE CHOICE FOR?
Are you addressing a buyer concern—or choosing finishes for someone you haven't met?
The more a project depends on personal taste, the more important it is to consider whether the
next owner may prefer making that decision themselves.

EVERY DOLLAR SHOULD HAVE A JOB.
Preparing strategically doesn't mean spending as little as possible. It means understanding
why you're spending the money and what you expect it to accomplish.

If you can't clearly answer these questions yet, the answer may be INVESTIGATE.

$7,500

05 /  WHAT DOES IT COST BESIDES MONEY?
What are you committing in time, disruption and risk?
Contractor schedules, delays and unexpected discoveries can matter just as much as the price tag—
especially if you have a target selling timeline.

06 /  DOES IT HAVE TO HAPPEN NOW?
Does this actually need to be completed before the home reaches the market?
Your timeline, market conditions, likely buyer pool and selling strategy can all affect whether doing
the work first makes sense.



0 5 /  C O N T E X T  M A T T E R S

SAME ISSUE.
DIFFERENT DECISION.
Two homeowners can be looking at very similar concerns and make completely
different—and perfectly reasonable—decisions about what to do before selling.
The difference is context.

01 / CONDITION CHANGES THE DECISION

YOUR HOUSE ISN’T A CHECKLIST.
Property condition, competing inventory, your timeline, available cash and your priorities all
influence the decision. That's why generic lists of “things every seller should fix” can only take you so
far.

The right question isn't “What do sellers usually do?” It's “What makes sense here?”

$7,500

HOME A
An older feature is functioning
as intended, with no known
problems or visible signs of
deterioration.

HOME B
A similar-age feature has an active
problem or visible deterioration
that could affect function, buyer
confidence or the transaction.

SAME AGE. Different condition.
Age alone didn’t tell either homeowner what to do.

02 / COMPETITION CHANGES THE DECISION
HOME A
The home has dated finishes,
but they're generally consistent
with other properties
competing in its price range.

HOME B
Similar dated finishes stand out
because much of the home's direct
competition has been updated.

SAME FINISHES. Different competition.
What buyers are seeing in competing homes can change how those same finishes
affect marketability.

03 / PRIORITIES CHANGE THE DECISION
SELLER A
Has time before selling, available
cash and is comfortable managing
a project if there's a compelling
reason to do it.

SELLER B
Needs to move sooner, wants to
preserve cash for the next home or
doesn't want the disruption and
uncertainty of a project.

SAME PROJECT. Different priorities.
A strategy that makes sense for one homeowner may not make sense for another—
even in a similar house.



WHAT ABOUT SELLING “AS-IS”?
You may hear “as-is” used to describe a seller who doesn't plan to make repairs or improvements. But

choosing to do less work before listing doesn't eliminate other considerations during the sale.
Contract terms, disclosure obligations and buyer rights still matter.
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HOW MUCH WORK 
MAKES SENSE?
After working through the questions in this guide, you may decide some things are
worth addressing before you sell—and others aren't.
That's okay. Preparing a home for the market isn't an all-or-nothing decision.

YOU'RE NOT CHOOSING BETWEEN RIGHT AND WRONG. 
YOU'RE CHOOSING BETWEEN TRADEOFFS.
Doing more work may require additional cash, time and uncertainty. Doing less may affect
presentation, marketability, negotiations or the pool of potential buyers.

The goal is to understand those tradeoffs before choosing your strategy.

PREPARE MORE
Invest more time, money and
effort before listing when
there's a clear reason to believe
doing so could improve how the
home competes or reduce
meaningful obstacles.

PREPARE SELECTIVELY
Address what matters most,
make targeted improvements
where they make sense and
leave other imperfections for
the next owner.

DO LESS BEFORE LISTING
Prioritize timing, convenience
or preserving cash,
understanding that condition
may influence marketability,
the buyer pool, negotiations or
price.

WHAT MATTERS MOST TO YOU?
MAXIMIZING MARKETABILITY
How strongly do you want the
home positioned against
competing inventory?

NEGOTIATING POSITION
Could leaving certain concerns
unresolved create leverage for a
buyer later?

MOVING SOONER
How much does your timeline
matter?

REDUCING PROJECTS
How much time and disruption
are you willing to take on before
selling?

EXPANDING THE BUYER POOL
Could the property's condition
affect which buyers—or
financing options—may be
realistic?

PRESERVING CASH
Would you rather keep available
cash for your move, next
purchase or other priorities?
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YOU CAN'T RENOVATE YOUR WAY
TO A PERFECT INSPECTION.

Preparing thoughtfully can help address known concerns before your home
reaches the market. But trying to anticipate and eliminate every item a future
inspector might identify is a very different goal.
Even a well-maintained home can have inspection findings.

This guide isn't asking you to diagnose every system in your house. Sometimes you simply don't have
enough information to make a decision. That's exactly what INVESTIGATE is for.

YOU DON’T HAVE TO BECOME A HOME INSPECTOR.

01 / KNOWN IS DIFFERENT FROM UNKNOWN
Deal with what you actually know—not every problem you can imagine.
If you're aware of a concern, you can decide whether to FIX, REFRESH, LEAVE or
INVESTIGATE it using the framework in this guide. Trying to renovate around every
hypothetical inspection finding can quickly turn into an endless—and expensive—project
list.

02 / DISCLOSURE ISN’T THE SAME AS REPAIR
Pennsylvania requires sellers subject to the Seller Disclosure Law to disclose known
material defects that aren't readily observable to the buyer. 
Old doesn’t automatically mean defective.
The state's disclosure form specifically notes that being near or beyond normal useful life
does not, by itself, make something a material defect. Disclosure and repair are two
different questions. Knowing about something doesn't automatically tell you what the pre-
listing strategy should be.
Disclosure requirements depend on the transaction and have exceptions. When you're unsure
about a disclosure obligation, get appropriate professional or legal guidance.

03 / DON’T COVER UP THE PROBLEM
Making something look better doesn't make an underlying defect disappear.
Cosmetic work shouldn't be used to conceal a known problem. If there's an underlying
concern, first understand what it is—then make an informed decision about the appropriate
next step and any disclosure obligations.

Something isn't working
normally?
Get more information.

Unsure whether something
could affect the sale?
Get more information.

Unsure what you're required to
disclose?
Ask the appropriate professional.

PREPARE FOR THE SALE. DON'T TRY TO PREDICT EVERYTHING.
The goal is to address what you know, investigate what matters and make informed decisions
—not to eliminate every possible future concern.



What I’m Considering Why? Fix Refresh Leave Investigate

THE THREE THINGS I’M MOST CONCERNED ABOUT

01

02

03

MY IDEAL SELLING TIMELINE THE BIGGEST THING I STILL NEED TO FIGURE OUT

 WHAT MATTERS MOST FOR MY SALE?
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NOW LET’S LOOK AT 
YOUR HOUSE

Think about the things you've been wondering whether you should repair, replace,
update or simply leave alone.
Don't decide what to do yet. Start by writing them down.

WHAT ARE YOU CONSIDERING?

REMEMBER: START WITH THE PROBLEM.
Why are you considering doing something? Is it about function, transaction risk, marketability,
presentation, value—or simply age?

C H E C K  T H E  O N E S  T H A T  M A T T E R  M O S T  T O  Y O U

Maximizing marketability

Preserving cash

Moving sooner

Reducing projects

Expanding the buyer pool

Strengthening negotiation position

Something else



THE PRE-LISTING WALKTHROUGH
We'll walk through your property, talk about your goals and timeline, and look at
the things you're considering changing before you sell.
Then we'll use the same framework from this guide:

  FIX                REFRESH               LEAVE            INVESTIGATE
The goal isn't to create a giant project list.
It's to help you make informed decisions about where your time and money may—
or may not—make sense before your home reaches the market.
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BEFORE YOU START 
SPENDING... 
LET’S WALK THROUGH IT.
You don't need to wait until your house is “ready” to talk about selling.
In fact, if you're considering selling within the next year or so, before you start
hiring contractors or buying materials may be one of the most useful times to
have the conversation.

THINKING ABOUT SELLING?

Pre-Listing WalkthroughRequest aRequest a
Scan to get started.

Matthew Pasciuta, REALTOR ® 
The Exchange Real Estate Company
717-836-4447
mpasciuta@theexchangerealestate.com

Not ready to sell yet? That’s okay.
A pre-listing conversation can be useful months before you’re ready to make a move - 
especially before you start spending money on the house.

Selling well isn’t about making your house perfect.
It’s about making informed decisions before it reaches the market.


