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Project Summary 
1. Maintenance Projects Overview

Cummer Lodge, located in North York, is a Long-Term Care home operated by the City of Toronto and home to 391 residents. 

As part of an annual capital maintenance plan, the City plans to conduct several repairs and upgrade projects in order to modernize the facility, and keep the building and grounds in a state of general good repair. 

The 2024 Capital Maintenance Plan for Cummer Lodge includes upgrades and consolidation of the BAS system, including: 

• Upgrade of Terminal heating control elements serving typical resident rooms involving replacement of control valves for convectors and reheat coils 

• Replacement of stand-alone thermostats in the typical resident rooms with BAS compatible temperature sensors 

• Replacement of VAV boxes serving various administration offices and common areas 

• Replacement of thermostats serving the VAV boxes with BAS compatible temperature sensors 

• Integrating the above systems with the existing BAS systems in the facility

Work is to begin following Ministry approval of the plans and completion of the City of Toronto tendering process. It is anticipated that the project will take approximately 10 months to complete after the contract is awarded. 

2. BAS Upgrades – Detailed Description
The scope of this BAS project involves the following major upgrades:

· Upgrade of terminal heating control elements serving typical resident rooms involving replacement of control valves for convectors and reheat coils. 
· Replacement of stand-alone thermostats in the typical resident rooms with bas compatible temperature sensors.
· Replacement of VAV boxes and FPBS serving various administration offices and common areas.
· Replacement of thermostats serving the VAV boxes and FPBS with BAS compatible temperature sensors.
· Integrating the above systems with the existing BAS systems in the facility. 
· Replace the reliable Mach pro system and replace all the reliable controllers with JCT controllers. Re-program the JCT controllers to match and improve the current sequence of operation of the heating plant and the DHW plant. 
The project will be done in phases to minimize resident disruption.

Phased construction:
· The scope of work in the design drawings identifies the phased manner in which the project can be executed. The phasing identified in the documents is a suggestive approach.  
· Phasing is suggested so that only portions of the facility and partial portions of the facility and partial systems are impacted by system shut downs.  
· When phased shut downs are implemented the rest of the facility shall not be impacted by the area under shut down. 
· Contractors are requested to evaluate the phasing suggested. Contractors are welcome to suggest alternate phasing measures. The suggestions will be discussed with the successful contractor so that an appropriate construction schedule can be developed.
The work area will be inspected by the Home’s Building Service Manager or delegate to ensure safety and a satisfactory level of cleanliness. 
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1. Overview of Project

Phasing

The project will be done in phases to minimize resident disruption.

Phased construction:

· The scope of work in the design drawings identifies the phased manner in which the project can be executed. The phasing identified in the documents is a suggestive approach.  
· Phasing is suggested so that only portions of the facility and partial portions of the facility and partial systems are impacted by system shut downs.  
· When phased shut downs are implemented the rest of the facility shall not be impacted by the area under shut down. 
· Contractors are requested to evaluate the phasing suggested. Contractors are welcome to suggest alternate phasing measures. The suggestions will be discussed with the successful contractor so that an appropriate construction schedule can be developed.
The work area will be inspected by the Home’s Building Service Manager or delegate to ensure safety and a satisfactory level of cleanliness. 
All work within this project will be comprehensively scheduled with the Home prior to start-up on site. This includes start and end dates, for each phase, specific tasks, and contingency plans for potential delays. Contractors will be required to adhere to this schedule for the durations of the work. No work shall be left in an unfinished state at days end. All fire alarms turned off during working hours will be completely operational at the end of each day’s work. 
Permits/ Approvals

This project will not require building permits. All drawings will be submitted to authorities for approval prior to the commencement of work.
Hours of Work 

The following work will take place during regular working hours as defined in the Project Specification and as determined by the Manager of Building Services: 8.00 a.m. to 5.00 pm. and effective sequencing of work must be considered for any unanticipated event.

Anticipated Timelines
It is anticipated that this project will begin on or around October 2024, and be completed by August 2025.  
Special Considerations


Contractor will coordinate area of work with the Home.

Resident Services Manager will plan and oversee all resident activities.  Resident activities will be relocated to a suitable location depending on daily scheduled work.
Construction and demolition of all impacted rooms shall be phased and coordinated to minimize the impact on general day to day function of the home.
2. Administration

The home is administered by Joanne Kang who will be assisted during this project by the home's staff, particularly Moshsha Charles, Manager, Building Services. The architect for the project is Montgomery Sisam Architects Inc. The City of Toronto’s Head Office Project Manager will also manage the Owners responsibilities.
In order to facilitate effective and timely communication the following protocols will be in-place:

· Bi-weekly check-in meetings with home, divisional project lead, project architects and contractors on project start.
· Weekly check-in meetings with home, divisional project lead, project architects and contractors when site work commences.
· Administrative rounds with the Manager Building Services and union co-chair of the OH&S Committee as required.
3. Communication

Before construction begins, a start-up meeting will be held with the contractor and home staff, outlining the requirements imposed on contractors working in a Long-Term Care environment, and protocols that the contractor will be expected to follow. All issues with respect to both resident and staff safety will be identified with staff involvement and will be communicated through both informal and formal meetings.
· The Residents' Council as well as residents and families will be kept informed.
· All staff will be informed via departmental meetings, memos and newsletter.
· A formal communication plan will be developed for the purpose of reporting issues on a timely basis to enable prompt follow up.
· The Administrator or delegate will notify the Ministry of Health & Long-Term Care Regional Office when work is about to begin.
4. General Safety Measures 
Name of persons assigned to monitor safety: Moshsha Charles, Supervisor, Building Services.

All areas of work will be separated from building users and visitors using barricades and/or hording as required as to the satisfaction of the Building Services Manager and the Architect.
Each area will be cleaned of debris and construction material frequently during each day and through cleaning at shift end.

· Barriers / Tool and Equipment Storage
The contractor must provide temporary measures to ensure all work areas, for all projects, are secure from residents between all working areas and resident spaces. Dust protection must be incorporated to protect residents and resident spaces from dust exposure. 
Tools and equipment must be not be left in areas accessible to residents and must be locked in a secure location when unattended. All tools and equipment shall be stored in a secured location as coordinated with the Building Service Manager.

· Alarms
All door alarms, fire alarms and nurse call devices will operate normally in all areas of the home during the renovation period. Should it be necessary to temporarily bypass a fire zone, a manual fire watch will be implemented.  All fire zones will be restored to full operation at the end of each construction day.

· Water Shutoff

It is not anticipated that any building water shutoffs will be required for this project – only localized freezing.  If water shutoffs affecting residents are required, the contractor will need to provide 48 hours’ notice.  Any required water shutoffs affecting residents will only be permitted during the day and must be minimized as much as possible.

· Housekeeping / Cleanliness  

The contractor shall keep all construction areas clean of construction debris and waste throughout the day. 
Housekeeping routines will be adjusted to maintain an acceptable level of cleanliness. Housekeeping hours will be adjusted, if required, to keep up with the increased demand.
· Transporting Construction Materials

Construction deliveries will be delivered to specific area as coordinated with the Building Service Manager.  All materials that are to be transported throughout the building shall be transported by routes as informed by the Building Service Manager. If required to transport goods and equipment to floor levels not accessible from grade level, the Contractor shall use a dedicated elevator and must coordinate with the home timelines for elevator use to cause minimal disturbances to the home.

5. Emergency Plan / Life Safety Plan
Although work on this project should not cause a disruption to essential services, if such a disruption were to occur the home Emergency Measures Plan would be put into effect. The plan has measures that compensate for loss of electricity or natural gas supply. In order to ensure the smooth implementation of the Emergency Measures Plan, the Administrator and the Manager of Building Services will review the plan and become comfortable with it before work commences on this project.

6. Resident Home Areas (RHA)
It is anticipated that there will be some impacts on resident home areas. Residents will be temporarily relocated when work is being done. Any impact on areas with residents (if required) will be planned and overseen by the Resident Services Manager. They will be temporarily relocated (2-3 hours out of their rooms) per resident. There will be approximately 3-4 residents temporarily relocated per day until the work is finished. The number of residents and timeframe will be coordinated and scheduled between the contractor and Building Service Manager prior to construction. All work within this project will be comprehensively scheduled with the Home prior to start-up on site. This includes start and end dates, for each phase, specific tasks, location of temporary rooms/amenity spaces, and contingency plans for potential delays. 

Resident activities will be relocated to a suitable location on the unit depending on daily scheduled work. The temporary location provided will have all the same amenities and comforts (e.i. air quality, heat/cooling, entertainment, etc.) to ensure that residents regular personal care, rest, and daily activities have minimal disruption and that maximum comfort for residents and staff is maintained. The exact location will be coordinated between the Contractor and the Building Service Manager prior to construction, and will be included in the initial construction schedule. The MLTC Inspection team is to be included in the circulation of the initial construction schedule, as it pertains to the details of resident temporary relocations. As this project specifically affects the heating system, the Contractor and Building Service Manager will coordinate the deployment of temporary space heaters, when necessary, to ensure the residents comfort is maintained.
7. Food Service 
It is anticipated that there will be minimal impacts on food services. Any impact on Food Services is to be coordinated with Manager of Building Services to ensure delivery of food and any other supplies required to provide care to the residents will not be affected due to this project.
8. Noise Factors

Construction will take place during the normal business hours of 8:00 a.m. and 5:00 p.m.  Should there be any significant noise levels required during construction, the contractor shall notify the Home a minimum of 48 hours in advance of the work.
9. After Hours Work

It is anticipated there will be minimal if any afterhours work required.  The timing of any required work will be coordinated to minimize the impact to residents. All afterhours work shall be at the approval of the Manager of Building Services.
10. Laundry Services
There will be no impact to Laundry Services.
11. Waste Disposal

Contractor to put a waste bin within the loading area of Long-Term Care Home. Contractor should erect a signage to make sure no mixing on construction and home waste.
12. Staff Work Space

It is anticipated that there will be some impacts on Staff Work Space. Any works related to staff work spaces will be scheduled and coordinated with Building Service Manager to ensure no staff will be affected.
13. Summary

The work outlined in this operational plan will require co-ordination and communication between the Contractor and the Home to ensure the planned improvements are achieved with minimal impact to residents.  
When preparing this Operational Plan an emphasis was placed on the resident and staff's comfort and safety. This plan works to minimize impact on the daily lives of the people living and working at each Home by holding contractors to their schedules and maintaining clear lines of communication between all staff members, residents and families.
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