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1. Executive Summary

The Jungerhalde-West pilot project demonstrates how timber construction can 
serve as a key technology for delivering climate-compatible and affordable hou-
sing. It addresses two of the most pressing challenges of our time: the shortage of 
affordable homes and the climate crisis, thereby tackling the perceived conflict  
of goals between sustainability and economic viability.

Key Insights

• Timber construction can be both cost-efficient and high-quality - when integrated 
   from the outset and guided by intelligent planning.
• Life-cycle costs can be lower than those of conventional solid-structure construction, 
   despite higher initial investments, while the CO₂ footprint is markedly improved.
• Interdisciplinary planning teams and performance-based procurement processes
   enhance quality and stimulate innovation.
• Funding frameworks should place greater emphasis on sustainability and operate 
   with increased flexibility.
• Sourcing timber locally delivers climate benefits and contributes to price stability.



Comparison of the climate impact of mineral and biogenic building materials
© Prof. Dr. Thomas Stark
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Germany is facing a dual challenge: on the one hand, there is a shortage of more than 
700,000 social housing units; on the other, construction costs continue to rise while climate 
targets in the building sector are being missed by a wide margin. The building sector is a 
critical factor in this regard, accounting for around 40% of total CO₂ emissions.

Timber, as a building material, can play a key role in addressing this challenge. It combines 
several advantages: it stores CO₂ that has previously been removed from the atmosphere, 
binds it in building components for many decades, is recyclable, and allows future genera-
tions to decide how to deal with the stored carbon. In addition, high levels of prefabrication 
enable precise and cost-efficient construction. Timber therefore offers the opportunity not 
to pit housing provision against climate protection, but to combine the two (see graphic).

However, current funding practices in social housing prevent this potential from being fully 
realised. Funding programmes tend to focus on rigid cost ceilings and short-term construc-
tion costs, while largely ignoring the long-term benefits of timber in operation and over the 
building life cycle. As a result, sustainable projects are often disadvantaged, even though 
they may prove more economical when viewed over their full life span.

These challenges become even more apparent at the municipal level. In cities such as Kon-
stanz, where proximity to national borders and the location on Lake Constance limit land 
availability and drive up prices, the provision of affordable housing is particularly difficult. 
At the same time, innovative and sustainable construction methods are urgently needed to 
keep climate targets for the building sector within reach.
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Background

are based on actual design data and cal­
culations of masses. They are therefore 
relatively valid in conjunction with the 
 indicators from the current databases. 
The use stage (modules B) also provides 
good estimates, but the above­mentioned 
uncertainties make them less reliable, 
because they are based on scenarios 
of the future. The calculations for the 
demolition phase are a completely dif­
ferent story. This phase is an entirely 
 fictional scenario. In terms of the sched­
uling of and the expenditure for a poten­
tial demolition and the way of dealing 
with related materials, its likelihood of 
occurring as planned can be consid­
ered very low. From today’s perspective, 
defining the environmental boundary 
conditions for a time 50 years in the 
future must be viewed as a highly specu­
lative undertaking. However, in accord­
ance with typical practice, all the partial 
results of the individual modules are 
given equal weight in the total indicator. 
As discussed in “Special aspects of the 

material wood in LCAs” (p. 13f.), revising 
these aspects appears to be prudent 
(Fig. 5), particularly with respect to the 
importance of using biogenic building 
materials.

General recommendations

On the basis of these deliberations, the 
following general strategy from the point 
of view of life cycle assessments can be 
derived: 
•  The retention and prolonged use of 

existing buildings incorporating min­
eral­based materials or their primary 
 construction components (in particu­
lar those in contact with the ground) 
is always more advantageous in all 
impact categories of the life cycle 
assessment than demolition and 
replacement with new buildings, par­
ticularly with regard to the consump­
tion of abiotic resources in the long 
term.

•  Also advantageous would be replace­
ment or retrofit measures within the 
existing stock, provided they were con­
structed as much as possible from bio­
genic building materials.

In this respect, it is possible to formulate 
a general recommendation in terms of life 
cycle assessment that the existing build­
ing stock should be preserved as far as 
possible in conjunction with the use of 
biogenic building materials.

Notes
[1]  The principle of life cycle assessment is defined 

in the international ISO standards 14 040:2006 
and 14 044:2006 and implemented in the German 
standards (DIN EN ISO 14 040, DIN EN ISO 
14  044). This is supplemented for the construc­
tion field by DIN EN 15 978 Sustainability of con­
struction works ­ Assessment of environmental 
performance of buildings ­ Calculation method.

[2]  Ökobaudat: www.oekobaudat.de, eLCA:  
www.bauteileditor.de, DGNB: www.dgnb.de, 
BNB: www.bnb­nachhaltigesbauen.de

[3]  Schellnhuber, Hans Joachim, et al. in: “Können 
wir uns aus der Klimakrise herausbauen?”, pres­
entation at ProHolz Oberösterreich, 2020

Th
om

as
 S

ta
rk

S
ie

p
m

an
n 

H
ol

zb
au

 G
m

b
H

2. Problem statement and context



Objectives
• Development of a socially mixed, subsidy-eligible and climate-neutral timber housing quarter.
• Pilot project within the Timber Construction Offensive of Baden-Württemberg.
• Generation of transferable insights for other municipalities and funding programmes.

Project timeline
2021
Urban design workshop process with a focus on timber construction, mobility and quality of open 
spaces.
2022
Revision of the urban design, optimisation of the CO₂ balance and parking strategy, pre-design fire-
station, regional value creation: assessment of the use of timber sourced from the Konstanz district.
2023–2025
Detailed design phase led by an interdisciplinary planning team covering architecture,  
structural engineering, building physics, fire safety, acoustics, building services engineering and 
energy concepts.
Optimisation of floor plans and timber construction systems, with findings integrated into  
the zoning plan.

Concept diagram of the Jungerhalde-West project
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3. The Jungerhalde-West pilot project



Rigid funding logic
Social housing funding programmes primarily focus on construction costs and rent 
ceilings, rather than life-cycle costs, operating expenses or CO₂ performance. As a 
result, sustainable construction methods such as timber often perform worse com-
pared to solutions that appear cheaper in the short term.

Standards and procedures
Fire safety and acoustic requirements in timber construction are technically mana-
geable but procedurally complex. Diverging regulations between federal states and 
the lack of type approvals hinder serial and standardised approaches.

Municipal implementation capacity
Many municipalities lack the personnel and financial resources required for integra-
ted planning, cooperative procedures (such as workshop formats or concept-based 
procurement) and extended planning processes.

Market availability
Fluctuating timber prices and a limited number of experienced timber construction 
companies and planners create uncertainty in cost calculations. The concentration 
on large sawmills and highly industrialised timber products weakens regional availa-
bility and implementation potential.
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4. Challenges

To strengthen timber construction in the subsidised housing sector, a number of 
political and regulatory challenges must be addressed.

Model image of the Jungerhalde-West scheme



1. Redesigning processes and creating political preconditions
A key success factor lies in early political commitment. Municipalities seeking to implement 
timber construction in subsidised housing require clear resolutions on climate protection and 
sustainable building, embedded in strategic frameworks such as housing action plans or mu-
nicipal climate strategies.
Equally important is alignment with funding regulations, for example by integrating climate 
protection and timber construction objectives into parking regulations, funding criteria and 
procurement guidelines.

2. Using competitions and procurement as steering instruments
Competitions and procurement procedures must be specifically tailored to timber construc-
tion. This includes the precise definition of objectives (CO₂ balance, resource efficiency, life-
cycle costs), interdisciplinary and technically qualified juries, and the requirement for interdi-
sciplinary planning teams with proven timber expertise.

3. Leveraging interdisciplinary collaboration as a key factor
Timber projects realise their full potential when urban planning, architecture, structural engi-
neering, building physics and energy planning are synchronised from the outset. Such teams 
enable iterative processes in which design, technology, economic viability and funding con-
siderations are continuously aligned. The zoning plan thus becomes the result of a shared 
development process.

4. Optimising planning and considering life-cycle costs and CO₂ balance
With optimised planning, serial construction and space-efficient layouts, timber construction 
is economically competitive. Life-cycle costs can be lower than those of conventional cons-
truction, as operation, maintenance and deconstruction are less expensive. In addition, timber 
offers a significantly improved CO₂ balance, which should be more strongly reflected in future 
funding schemes.

5. Considering regional value creation
The use of regional timber resources and local supply chains not only reduces emissions but 
also strengthens the economic resilience of municipal construction projects. Cooperation with 
forestry operations, carpentry businesses and research institutions can promote long-term 
stability and innovation.

6. Securing knowledge and enabling transferability
Project results are documented in a planning guideline and an evaluation matrix that provide 
municipalities, housing companies and planners with practical tools for their own projects. In 
this way, Jungerhalde-West contributes to the development of a learning-oriented funding 
practice, in which research findings systematically inform new projects, programmes and 
political decision-making.

6

5. Results



For federal and state governments
• Reform funding programmes: introduce dynamic cost ceilings and incorporate life-cycle  
   costs and CO₂ performance; increase flexibility in requirements for dwelling sizes, room 
   numbers and layouts.
• Simplify regulations: harmonise fire safety and acoustic standards; introduce type appro- 
   vals for timber construction, low-tech approaches and “Building Type E” (Gebäudetyp E).
• Enable scaling: support serial timber construction and standardised modules.

For municipalities
• Qualification procedures: align competition criteria with timber construction and require 
   timber expertise from both participants and evaluators.
• Sustainable land allocation and urban development contracts: make climate protection and 
   social criteria binding.
• Early integration of timber expertise: involve interdisciplinary teams from the earliest 
   planning stages.
• Zoning plans: tailor requirements to timber construction and reduce parking standards.
• Use regional resources: involve municipal forestry, explore local value chains and  
   cooperation with local businesses.

For housing companies
• Planning teams: involve broad, interdisciplinary teams at an early stage.
• Efficiency: optimise layouts and prefabrication to improve economic performance.
• Parking as a cost driver: reduce space allocated to stationary traffic and promote  
   alternative mobility options.
• Monitoring and knowledge transfer: systematically document and apply lessons learned  
   from pilot and predecessor projects.
 

Results of the detailed building design phase
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6. Policy recommendations

Abschlussbericht Arbeitsgemeinschaft © DGJ Architektur GmbH
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KONZEPTE FÜR  
GEFÖRDERTEN WOHNUNGSBAU  
MIT HOLZ 

Plannning Guideline ↗

Final Report Plannerteam ↗

https://www.konstanz.de/site/Konstanz/get/documents_E544900132/konstanz/Dateien/Stadt%20gestalten/ASU/Stadtplanung/Planungsprojekte/Jungerhalde-West/Holzbauoffensive-Downloads/Planungsleitfaden%20Jungerhalde-West.pdf
https://www.konstanz.de/site/Konstanz/get/documents_E1138244660/konstanz/Dateien/Stadt gestalten/ASU/Stadtplanung/Planungsprojekte/Jungerhalde-West/Holzbauoffensive-Downloads/251210_dgj227_Jungerhalde-West.pdf


The Jungerhalde-West pilot project shows that climate protection and social housing can 
go hand in hand. With its simple, repetitive building forms and subsidy-eligible mix of 
dwellings, the project is well suited for transfer to other contexts.

Three key prerequisites must be addressed to enable transferability:

1. Early definition and implementation of timber construction and sustainability  
    objectives in planning and procurement.
2. Adaptation of funding logic.
3. Interdisciplinary cooperation between politics, administration and practice.

In Jungerhalde-West, funding provided through the Timber Construction Offensive of  
Baden-Württemberg enabled in-depth analysis of multiple planning aspects, thereby 
increasing overall sustainability. This differentiated approach made it possible to identify 
conditions for optimising economies of scale in timber construction without predefining  
a specific structural or timber system. However, such results must be complemented  
by federal programmes (e.g. KfW, BEG).
In the long term, greater standardisation and typification in timber construction will be  
required to accelerate planning and construction processes.
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7. Outlook and transferability

8. Information and contact

© December 2025

City of Konstanz – Department of Urban Planning and Environment

Project management Jungerhalde-West: 
Martin Grünmüller
Department of Urban Planning and Environment, City of Konstanz
Email: martin.gruenmueller@konstanz.de
Phone: +49 7531 900-2532

Editorial work and content development: 
Nicole Conrad 
Research Group Energy-Efficient Building, University of Applied Sciences, Konstanz
Email: nicole.conrad@htwg-konstanz.de

More Information online:
www.konstanz.de/jungerhalde  ↗

Check the final Report here: 
Project Jungerhalde-West  ↗

http://studio-eminent.de
https://www.konstanz.de/jungerhalde
https://www.konstanz.de/site/Konstanz/get/documents_E544900132/konstanz/Dateien/Stadt%20gestalten/ASU/Stadtplanung/Planungsprojekte/Jungerhalde-West/Holzbauoffensive-Downloads/Abschlussbericht%20Jungerhalde-West.pdf

