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'Phasing and scheduling
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Principles

1.1 Planned conservation

2.1 Co-ordinated work

2.2 Co-operation among
specialties

2.3 Work in order

2.4 Work at right pace

3.4 Archaeology (site & structure)
for reconnaissance

5.1 Priorities of features,
priorities of work

5.4 Archaeology (site & structure)
for rescue of artifacts

References

Doing things at the right time and
in the right order is a central
theme of the better references.
See, for instance, FEIL82,
FERG86, FINE8G, INSAT2,
KIRK84, LEVI78, LYNC82,
MELV73, POOR8&3, SHOPE&6,
TIMM76 and VILA81.

Co-ordinating activities such as
material deliveries and the use of
scaffolding and hoists is absolutely
essential to successful conservation
work, event more so than for new
construction.

Doing things in order

The most important first step is nof to
demolish or destroy anything until its
condition, use, potential and value are
understood. No approaches of last resort
should be taken until all other options have
been exhausted. For instance, removing sound
interior plaster simply to reach spaces inside
walls might make installation of utilities
easier, but ignores the aesthetic, thermal and
acoustical properties of plaster walls that
cannot be replaced by plasterboard. In a
consetvation project, such gutting is technical
incompetence, a sign of an inability to
understand a building and to handle
conservation work.

The following very basic outline is not
necessarily comprehensive for every
conservation project; it simply suggests phases
and the order of work in general. Much
conservation work can run in parallel; for
example, interior and exterior work can
proceed simultaneously, coming together at
such points as window repairs. Parts of a
building may be in use while conservation is
underway. But do not rush — always leave
time for physical and chemical processes to
cure properly. Co-ordinate use of exterior
scaffolding; its rental, erection and removal
are expensive (see STABILIZATION).

Stabilize and secure

(3 Do a full inspection before doing any
irreversible work.

73 Ensure that site services are available
throughout the project, including
electricity, water, wastewater disposal, and
debris disposal.

(3 Provide safe and well-marked temporary
access to areas that will remain in normal
use during work.

(3 Provide areas in or near building for
temporary storage and workspace.

(3 Arrest exterior deterioration, especially
roof leaks and areas of moisture damage.
Any temporary repairs at this stage must be
reversible.

a

Eliminate fire hazards (debris, inoperative
doors, etc.).

Eliminate or cordon off hazardous areas.
Secure loose building elements.

Remove standing water.

o aaa

Inspect for and exterminate insect
infestations.

Secure door and window openings against
unauthorized entry.
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Mask floors, unpainted woodwork and
other delicate finishes against damage
from clean-up and construction work.

Record and clean up

(3 Clean up loose rubble, taking care to
record and store anything of potential
value. Do not pry off loose elements unless
they are easily reattachable.

(3 Photograph, measure and sketch the
complete exterior and interjor, and add the
resulting documents to the project record.

(3 Clean away loose dirt and dust; scrub off
peeling paint, but do not (yet) strip it all
off {save samples for colour and chemical
analysis).

3 Establish work priorities based on the

inspection and on plans and designs for
new or continuing use.

(3 Order materials and arrange deliveries and
special crafts well before they are needed.
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HEAT AND COLD

Particularly sensitive to
thermal extremes are painting
and masonry cleaning and
pointing — none should be
done at temperatures below
10°C (50°F). Lime mortars
must never be applied in
direct, hot sunlight. Certain
methods of chemical cleaning
must not be carried out in
direct sunlight either.

It is sometimes possible to
enclose and heat exterior
areas temporarily to
accelerate work through cold
weather, but the shelter must
remain heated to keep the
workers warm and to let
compounds such as mortar
cure properly. And curing time
may add an extra month or
more to the rental and heating
charges for the enclosure.

Work in sequence: exterior

(1 Stabilize the structure (temporary and
removable reinforcements).

O

Do site work on adjacent grounds to
prevent further deterioration: regrading,
drainage, waterproofing.

(7} Repair and reinforce structure for
permanent occupancy: foundations,
bearing walls, floors (working up from
lower floors).

(3 Complete permanent roof repairs, both
structural and waterproofing, including
flashing and gutters.

Clean exterior surfaces as necessary,
including removing paint.

Repair and repoint masonry, replacing
deteriorated units as required.

Repair ornamental metal and woodwork.

I N

Repair windows (reglazing where
necessary).

{J Stain and prime exterior surfaces.

(3 Seal and caulk exterior.

3 Paint exterior.

(3 Clean up around exterior; remove debris.
(3 Complete landscaping.

Work in sequence: interior

(3 Stabilize the structure (temporary and
removable reinforcements).

[ Remove finishes and fixtures where
necessary (store for possible salvage).

(3 Repair and reinforce structure for
permanent occupancy {(working up from
lower floors).

[T} Install hidden mechanical services and
utilities.

0

Install insulation, vapour barriers (using
great care to prevent moisture problems).

Repair windows (reglazing where
necessary).

Clean up debris from plaster, etc.

Make good holes, cracks and other
construction damage.

Seal and caulk interior.

Install new finishes.

g O 4

Complete priming and painting (once dust
has died down from previous work).
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(J Repair and reinstall salvaged fixtures.
(7 Install new fixtures.

(7} Repair and refinish masked surfaces.
(3 Clean up.

Seasonal work and contingencies

Construction work is usually seasonal, but an
existing building or structure offers
considerable flexibility in scheduling. A large
portion of conservation takes place inside, and
once immediate causes of deterioration are
dealt with, interior work can be finished in
any season.

On the other hand, roof repair, exterior
cleaning, and exterior refinishing must be
done in good weather, during the regular
spring-to-autumn construction season. Heat,
direct sun, cold, and wet conditions can affect
curing processes and workers’ capabilities and
must be controlled as well as possible.

Estimates of time and personnel must also
allow for contingencies, delays and surprises.
Provide sufficient secure area to stockpile
materials and tools, and proper space for an
on-site workshop. Even materials ordered well
in advance may not arrive on time: keep the
schedule as flexible as possible to work
around such delays. And keep on hand
materials and props for temporary shoring or
reinforcement in case of unanticipated
structural deterjoration or weakness.
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'Project records and progress diaries

Principles

3.1 Record of found state

3.4 Archaeology (site & structure)
for reconnaissance

5.6 Minimal removals

6.1 Record of changes during
project

9.1 Record of altered state

9.5 Records maintained and
accessible

References

Though keeping records during
any construction or conservation
work should be a matter of
common sense, it requires
consistency and discipline: see
especially FERG86, HECK79,
INSA72, KIRK84, LEVI78 and
MELV73.

Building from existing records

9,
e

2.

2
G

Incorporate historical documentation into
project plans and specifications, in the
form of comparable early and modern
photographic views or copies of original
construction drawings, wherever possible.
Such documentation is essential when
elements are to be returned to an earlier or
original condition or replicated, to prevent
“fictionalization” of the historical
appearance of a property.

Keep a full copy of research materials on
the job (especially drawings and
photographs), together with drawings and
specifications. Use these materials to give
workers and visitors a sense of the
direction of the work in progress. Where
there is a clerk of works, he or she should
have custody of these materials.

Once the contract is awarded, incorporate
the contractor’s schedules, supporting
documents and standard procedures into
the project record. Even though these are
not contract documents, they may be vital
for future maintenance as well as current
work. Despite drawings and specifications,
site workers often follow their previous
training and their foremen’s instructions;
having a record of these on-the-job
changes will help in figuring out later the
best means of repair.
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% Maintain a running diary of conservation
work, by type of work and even by trade
or worker. Though the clerk of works must
keep a diary as part of the job, encourage
everyone on the project to do so. Where a
team may be doing several similar
projects, sharing experience from one
project will aid other work, and even the
same job later on.

% Keep an account of progress and critical
events in comparison to the planned
schedule; this will be an invaluable aid in
making mid-project adjustments and
resolving disputes.

% When a contractor or worker suggests
procedures different from those in the
drawings and specifications for achieving
a high-quality result, the suggestion
should be taken seriously and adopted if it
will achieve an equivalent or better result.
The altered procedure must be recorded in the
project records. This will be great important
in resolving any disputes later on. There
must be no unauthorized changes in the
way work is carried out.

Keeping track

2,
o

Make no irreversible changes without
recording, in notes, drawings or
photographs, conditions before and after
those changes. Such records will be
invaluable in case of contingencies and
delays due to unforeseen problems and
will assist in long-term maintenance.

Record both process and products of any
required dismantling in order to assess
structure and materials. This may have
great value in specifying structural repairs
and in understanding how the
construction corresponds to conventions of
the period or to historical records.

Completed project records

% Make fwo copies of a complete dossier of
the project, assembled from copies of
construction documents (annotated with
changes made during work), diaries
maintained by the clerk and others, and
before-and-after photographs of work in
progress. One copy should be filed with
the owner of the project, to be part of the
maintenance documentation, the second in
a suitable local repository for safekeeping
and future consultation.
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The porch in the historic photograph
(top) was reproduced front the
evidence of the photograph itself —
but on close inspection, the replica
(middle) does not quite match. How
important such a slight mismatch
might be in other cases depends on
the specific project — in this case the
overall effect is sufficiently close to
satisfy most observers.

Keeping notes on the construction
documents themselves will be
valuable for maintenance and for
future repairs.
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'Surprises: on-site reassessments

and archaeological finds

Principles

2.1 Co-ordinated work

2.2 Co-operation among
specialties

2.3 Work in order

3.4 Archaeology (site & structure)
for reconnaissance

3.6 Maximum information
content/conservation of
complexity

5.1 Priorities of features,
priorities of work

5.5 Minimal emergency action/
stabilization to buy time

9.3 Emergency plan

References

See KING77, FLAD78 and FEIL82
for different perspectives on
chance archaeological finds. For
dealing with surprises in and
around buildings, see LEVI7S8,
FEIL82, FERG886, INSA72,
KIRK84, SHOP86, TRIL72/73 and
VILABL.

ARCHAEOLOGICAL FINDS

For advice about chance
archaeological finds, contact
one of the provincial
archaeological field offices

in London, Ottawa, or Thunder
Bay as listed in the appendices,
or the data coordination and
licensing office in Toronto.

It bears repeating that, by law,
all archaeological finds in the
province belong to the people
of Ontario.

Building archaeoclogy

There is a very thin line between rigorous
archaeological exploration anticipated (and
authorized) by the Ontario Heritage Act and
less formal digging and poking around at a
conservation project. Wherever a property has
been previously occupied there may be
hidden remains in the ground or in concealed
spaces of a building. Careful and thorough
records must be made of what artifacts are
found and where they are found.

Signs of previous structures may show up as
variations in the colour of a lawn or as
unevenness of a sodded or paved surface.
Within buildings, signs of previous walls or
even structural alterations may show up as
small changes in painted surfaces, or as small
breaks in mouldings or windowframes, or
even as a pattern of minute cracks. Whether or
not there is a formal archaeological program,
this evidence should be recorded as part of the
inspection and fault diagnosis and watched
for very carefully throughout the project.

% In the event of any finds of hidden
artifacts, the owner, supervisor or clerk of
works should document their type and
location, and any associated artifacts.
Where archaeological investigation has
taken place, its report should be part of the
project record, and its author on call to
assess chance discoveries.

% In the event of any doubt — especially
about animal or human bones — consult a
professional archaeologist (see margin).

Structural hazards

% Watch carefully and record processes and
products of any required demolition. This
will be especially valuable in determining
how the structure of an older building
actually went together (distinct from how
it was meant to go together). Even the
smallest removal must not destabilize all or
part of the remaining structure.

% Brace temporarily every doubtful portion
of the structure before work begins —
indeed, before regular access begins. Make
doubly sure that temporary props and
supports are on solid footing.
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% Before new work or new installations,
reinforce joists and other members that
may have been cut to install services over
the years. Structural weakness is seldom
inherent in old buildings but is often
caused by subsequent “modernizations”.

See INSPECTION, RECORDING, and STABILIZATION
DURING REPAIRS.

Failures

% In the event of any structural shift or
failure, even minor, stop work immediately
and arrange for emergency inspections of
both failed areas and adjacent structure.

% Stabilize the condition with temporary
props and record fully the situation before
undertaking any remedial work. Often
only one element in a complex structure
has failed. Wholesale demolition must be
resisted until it is clear whether a complete
assembly has failed or simply a single
element or connection.

See FAULT DIAGNOSIS.

Concealed deterioration

% Open up only parts of structure and
finished surfaces that must be inspected
for hidden deterioration and make these
openings in inconspicuous areas.
Removing finishes will destroy much of
the subtle evidence of hidden conditions.
For instance, though foundations may
have settled and put a building’s features
out of plumb, such conditions often have
stabilized long ago. Only if there are recent
patterns of cracks in interior plaster should
one consider making more than minimal
repairs or reinforcements (apart from any
need to upgrade the load-carrying strength
of a structure).

% Continue to look for hidden deterioration
while work is in progress.

% Watch closely for signs of weakness or rot
around mechanical services, especially
plumbing in bathrooms, kitchens and
service areas. Allow for delays in the work
schedule for replacement of rotten
structural members, particularly at joints.
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Conservation work may hold
surprises, buf they should rot be
unanticipated surprises. The
possibilities of archaeological finds,
strictural weaknesses or hidden
material deterioration must always
be kept in mind, just in case.

} Surprises: on-site reassessments and archaeological finds
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