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1. Mission & Purpose 
Gilbane is a family focused organization where grandparents, parents and children prevail and 
work side by side. As such, Gilbane is committed to ensure that the construction of our school 
facilities foster the company focus on our family culture by ensuring that the safety, wellbeing 
and minimal disruption to education is enforced during the construction of our schools. The 
safety of the students, teachers, neighbors, visitors, Gilbane staff and our trade workers is our top 
Gilbane priority commitment during construction. The purpose of this document is to present the 
unique aspects and safety challenges to construction and renovation within and around K-12 
schools and to discuss best practices to ensure that such projects are executed incident and injury 
free. 

We should reinforce that this document is to provide ideas internally for our Business 
Development, Design Phase, and Construction teams to consider. It is not a commitment that we 
will provide all these services to all clients for all projects. Each project is unique, and each team 
needs to determine what is appropriate for their specific project and contract. Gilbane will work 
with the school, local officials and its contractors to develop a safety program that is robust, well 
executed, and ever-present to ensure that no one is injured, learning is not compromised and extra 
curricula school and community activities as well as the neighborhood are minimally disrupted.  

1.1. Importance of the Issue 
Gilbane is a family focused organization where many generations of grandparents, parents and 
children work side by side. This perspective and history is manifested in our strong cultural 
commitment as a company to ensure the wellbeing of the community of administration, staff, 
students, workers and neighborhoods that comprise a school construction project. By 
understanding that our efforts on the construction site directly impact the educational programs 
and opportunities of students, Gilbane is driven to work diligently to ensure the safety of everyone 
on site and minimize disruptions to the core function of a school: to teach.  

It is our professional as well as our moral responsibility to ensure that children, faculty, parents, 
bus drivers, visitors and others coming to the school are sufficiently aware of, and protected from, 
site hazards - both common and unique. All stakeholders have an expectation and a right to a safe 
and healthy environment that is not negatively affected by a construction project. It is our 
obligation to show how “Gilbane Cares.” Over the course of our company’s history, we have 
gained many lessons and developed best practices to execute school projects safely and effectively 
with few disruptions to the school operations.  

Schools are the centers where our children are taught important technical and social skills that 
will help them achieve their full potential as members of the community. Additionally, many 
schools function as community centers and host a variety of community events after school hours 
and on weekends. As a result, many schools typically operate on an almost “full time” basis. There 
are some basic principles that must drive the decisions and actions Project Teams must take in 
executing our work safely in the K-12 environment. An effective School Construction Safety 
Program supports the mutual goals of all members of the School Community1

The purpose of this document is twofold. First is to present the unique aspects and safety 
challenges to construction and renovation within and around K-12 schools and to discuss best 
practices to ensure that such projects are executed incident and injury free. Second is to present the 
unique aspects and safety challenges to construction and renovation within and around K-12 
Schools and to present best practices and procedures to ensure that our school projects are 
executed to the highest standards of safety. 

 . In short, the school 
should be a safe environment at all times for the faculty, staff, students and community while 
construction is taking place. 

                                                 
1 For purposes of this document, “community” refers to the faculty, staff, students, parents, neighbors and other parties 

associated with the school under normal conditions. 
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This document will provide ideas internally for our Business Development Managers, Design 
Phase leaders and Construction teams to consider. The information here also can be used to 
educate communities and stakeholders about the issues they may face on their projects. Each team 
needs to determine what is appropriate for their specific project and contract, as not every project 
will face the challenges discussed in this paper. This document is not intended to mandate that all 
procedures are to be implemented on every project, but rather to serve as a catalyst for a 
customized and successful project specific safety program.  

The actual plan for every project will be custom to the site conditions, schedule restrictions and 
surrounding community. Gilbane works with the school staff, local officials and contractors 
performing the trade labor to develop an appropriate School Construction Safety Program that is 
unique and robust. The Program must be ever-present, communicated frequently and well 
executed to ensure the following goals are met: 
• Learning is not compromised 
• Neighborhoods are not disturbed 
• Extra curricula school and community activities can function near normal 
• Everyone working on the project goes home to their families uninjured, everyday. 

1.2. Active versus Inactive School Zone Construction Sites 
Schools act as a gathering place in most 

communities and a wide variety of 
individuals, age groups and competencies 
can be present at any given time in a local 
school. Understanding how a facility will 
be used during the course of construction 
is critical in developing a safety plan that 
minimally impacts the community. The 
ideal construction scenario is to have a 
school property cordoned off for 
construction use only. The risks to the 
public, students, and staff are greatly 
reduced when the project is a new school 
on an unoccupied site, or when the 
building is vacant while the work is 
progressing. An “Unoccupied School 
Site” or “Inactive Site” provides the 
greatest opportunity to maintain thorough 
sepaation of construction and school 
activities and ensure that public safety is not compromised. However, due to availability of 
resources, schedule and other restrictions, it is not always feasible for a client to completely 
remove a site from service during construction. In the majority of school projects, the work is 
often performed in multiple phases and the construction area frequently shares a site with, or is 
directly adjacent to, an active school facility. In these cases, where the project is on an “Active 
School Site,” it is vital to take into consideration potential impacts to individual stakeholder 
groups such as students, staff, parents, bus drivers, visitors, school administration, community & 
senior citizens groups, and the construction workers performing the work. 
At all stages of construction, both Active and Inactive Site Construction Safety Plans must include 
provisions to minimize disruptions to the neighborhood. It is important for the project team to 
understand all the existing uses and challenges associated with the site, the building and the 
neighborhoods to prevent planned construction activities from inadvertently creating a safety 
hazard, disruption or disturbance.  

1.2.1. Active Sites 
An active site is one where construction occurs at an occupied school facility as 
either an addition or renovation to an existing wing of the building. Active sites 
frequently change configuration as phases of work are executed, the limits of work 

Creating proper separation and air exchange 
is vital on an active site. 
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change, and progress is made. Disruption of school 
activities stem from the close proximity to the occupied 
portions of the property and changing the work limits 
within the operating school as phases are completed. 
Contributing factors include:  

• Indoor air quality contamination from dust, 
smoke, and fumes generated by construction.  

•  Noise from construction activities, vehicles, and 
demolition can interfere with a school. 
Construction vehicle traffic, delivery vehicles, and 
tradesmen parking  

• Pedestrian patterns on site can be affected by site 
fences, temporary construction barriers 

• Mud or debris from construction vehicles 
 

A sensible strategy for separating construction and 
education activities must be developed that includes 
collaborative planning and communication protocols for all organizations involved 
with the facility must be established in order to minimize or eliminate as many 
disruptions as possible. Please keep in mind that the building and site may remain a 
focal point of the community during construction, even if the construction zone only 
partially affects the appearance and use of a property. 

1.2.2. Inactive or Unoccupied Sites 
An inactive site presents some of the same challenges as an active site. A fully 
inactive site could be a new building on a remote site with no tangential connection 
to an active school; or the renovation of a school building that is not in service. 
Inactive buildings are not accessible to students, staff, faculty, administrators or the 
public during the construction period, whether it is over a holiday or summer recess 
or a long term closure for duration of construction.  

Safety plans for Inactive sites should primarily focus on site and building security, 
day to day worker safety issues, and impacts to the neighborhoods around the site.  

2. Risks 

2.1.1. Accidents 
Construction sites are dangerous places. The single most significant and important 
impact of accidents is the direct and lasting negative impact on the personal lives of 
those involved. Accidents can also carry recoverable consequences that may slow 
down work progress and can have significant costs. An incident and accident free job 
site is possible with proper training, education, proactive planning, and with the right 
attitude. Above all, accidents are preventable. 

2.1.2. Indoor Air Quality  
Construction activities generate dust and fumes. These can affect the health of 
students, staff, and visitors to the site. Proactive control measures must be put into 
place to limit and control the spread of dust, fumes and poor air quality to occupied 
spaces or across a neighborhood.  

2.1.3. Hazardous Materials Management 
The vast majority of school buildings that have been in service 30 years or more may 
have some quantity of asbestos or other hazardous materials. Perfectly safe methods 
to abate any building are available; however, implementing the appropriate measures 
requires proper identification of the materials, development of abatement plans and 

Active School Site: the construction 
work is a renovation of an 
occupied building or an addition 
to an occupied building or a new 
building on an active campus that 
is in close proximity to student 
activity 

■ 
 

Inactive School Site: new building on 
a remote site with no tangential 
connection to an active school; A 
school building that is not in 
service and 100% empty for a 
summer or has been temporarily 
closed for renovation. 



Gilbane Building Company 

Page 5 of 24 

application of all the safety requirements. The proper removal of hazardous waste 
requires diligent planning, investigations and implementation of the program created 
for the project by a specialty hazardous waste consultant. When proper abatement 
procedures are used, often, a greater issue is the perceptions the public and staff have 
about the abatement process.  Effective sharing of safety information is critical to 
bring understanding to the community. Hazardous materials should never be 
removed from an active school building; in fact, several states prohibit abatement 
and removal activities in occupied facilities. 

2.1.4. Fire 
All construction projects have hazards which can easily spark fires. Construction 
Safety Plans must include control of welding and cutting (“hotwork”), regular 
housekeeping, flammable liquids controls and egress routes, fire alarm systems, 
notification system, and fire response procedures. Additionally, the plan must 
include provisions for the regular maintenance and management of fire control 
equipment, policies and egress routes. 

2.1.5. Security Breaches 
Site security must be considered from multiple points of view. Policies suitable and 
unique to the individual school combined with appropriate barriers to prohibit 
unauthorized access or egress to the construction zone from the school and to the 
school from the construction site are required. The barriers must also provide for the 
physical safety of the individuals on each side. The barriers may also assist in the 
prevention of theft and vandalism of equipment, tools and materials from areas in the 
facility both occupied and currently under construction. Violations of Security 
Policies are not acceptable and should carry some level of consequence, such as 
termination or fine. 

2.1.6. Disruptions to School Operations and Activities 
Construction projects may require specialized portions of the facility to be cut off 
from education use for access by construction zones or be included in phased 
renovations. Careful planning and discussion is required to ensure that unique 
educational opportunities and extracurricular activities are maintained to the 
satisfaction of the administration. School projects need to be planned through open, 
prompt and honest communication facilitated through administrators, teacher, 
coaches and parents in order to establish expectations and minimize frustrations.  

3. Strategies and Tactics to Ensure a Safe School Construction Project 

3.1. Establish Clear, Consistent and Effective Communications  
There is no greater threat to the success of safety than the failure to communicate effectively with 
the community of an Active Site. The project team must effectively and proactively reach out to 
the community starting with the initiation of the Design Phase through the Turnover and Closeout 
of the project.  

Set up Communication Protocols: Communication on an Active site becomes even more 
paramount due to the proximity of the educational and construction activities.  Communication 
can be accomplished through short meetings (preferably daily) with the appropriate school 
administrative representatives, bulletins sent home (by hand or email), construction newsletters, 
signage, PA announcements, and public meetings. Be mindful of the normal cycle of school 
operations, learning from the administration and teachers when standardized testing, assemblies 
and other important and sensitive activities will be taking place. Understanding the impact that the 
slightest disruption can have and working to accommodate the school’s needs goes a long way in 
building a strong trusting relationship with the community.  

Communication for an inactive site can be less of a challenge. Inactive site construction 
activities tend to have an impact on a much smaller and controlled population. However, it is still 
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important to make the community aware of what is happening around and on the site. For 
instance, any changes in traffic patterns must be published, signs put up, notices posted.  Any 
utility changes or shut downs need to be broadcasted. Use of athletic fields may be impacted if a 
school is shut down just for a summer. The project team must find the most effective procedures 
to communicate all this to the community. This may even mean door to door canvassing of a 
neighborhood, use of a construction website or establishment of a Twitter Feed, to which the 
community can subscribe. Establishment of a formal communication process developed 
collaboratively by the School District Leadership and Construction Team with frequent and timely 
communication between the building administration, the construction team, and other school 
community members is vital to the success and safety of the construction process.  

Establishment of protocols, distribution lists, and meeting schedules are all critical and must be 
established early. Periodic updates, postings, and presentations will ensure that the 
communications continues, and the administration and community are aware of any issues relating 
to safety throughout the project.  

An important procedure is to set up a process for complaints, concerns, etc. to be relayed to the 
construction team. Proactively work with the community to create the appropriate point of contact 
for questions, complaints, comments, and praise!   

The design phase requires early communication to educate school officials of the safety process. 
Safety education at all levels of the school community is particularly important in a facility that 
has not previously experienced construction or renovation. Meetings with concerned parents and 
teachers might be required to get buy-in to the phasing plans or how hazardous material removal 
will be completed.  

During construction, when work is being carried out adjacent to occupied spaces, care must be 
give to notify occupants of the effects they can expect from the process. Constant communication 
in several forms (email, flyers, meetings, etc.) of potential shut downs, fire alarm tests, traffic 
disruptions and other impactful activities is vital to maintaining a safe site. Effective 
communication is vital so that the school is never surprised by a new or unplanned activity. 

3.1.1. Signage  
Part of communicating the new plan is to provide 
appropriate signage and barriers. These need to be 
highly visible to warn of the ongoing construction 
activities and to prevent “curious” individuals from 
entering. It should be recognized that “inactive” 
school sites often contain areas such as play fields 
and playgrounds that are used by the local parks 
departments and neighborhood children. Early 
communication and clear posting of the open and 
close dates of the facility are vital to maintaining 
safety. Providing signs around town to direct 
traffic to and from the site on owner preferred 
routes can assist with public relations thought out the project. Signage inside and 
outside the project must be updated and modified as construction changes, areas are 
completed and turned over, or new activities begin. A laminating machine can be 
used to quickly create new, weather resistant signs for posting around the facility.  

Particular issues that should be addressed and communicated before construction 
activities commence include the following: 

• The project’s “construction separation” strategy  
• Upcoming educational and construction activities that may impact the 

project (i.e. particularly noisy activities, standardized testing periods, 
transitions between phases) 

• Emergency Plans for addressing fire, tornado and security lockdown drills 
that require the participation of both educational, security personnel, local 
officials and construction personnel. 
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• Security Plans clearly identified in case of an emergency situation and 
shared with fire, police and EMT departments 

• Review expectations and discuss the negative and positive aspects of the 
different phases of construction. For example, establishing the level of 
expectations for temporary finishes in partially renovated areas or on 
construction barriers may include discussions of temporary light use in 
swing space classrooms, floors without tile and unfinished ceilings. 

• Identify any activities that must take place when the facility is unoccupied 
or after hours, such as demolition, painting or abatement.  

• Lock-out / Tag-out procedures must be coordinated with school district 
maintenance personnel to plan which systems are to be shut down for 
construction or maintenance purposes and the impact on either party and the 
operation of the occupied school building.  

A project team can work together to develop a site-specific safety program that 
will employ successful communication protocols which effectively overcome most 
of the challenges presented by an active site.   

3.1.2. Communication with the School Community  
School Construction Safety Plans should emphasize, educate and minimize exposure 
for the users through clear communication targeted for the audience. Understanding 
the differences when working with elementary aged children versus the young adults 
in middle and high school is of specific concern. 

Children Young Adults 
More susceptible to environmental 
issues which may cause allergies, 
asthma. 

Curiosity can lead them into 
construction zones. 

Naiveté, curiosity, and innocence 
can lead them into dangerous 
situations 

Vandalism can be an issue depending 
on the setting and location. 

Depending on age, their size can 
allow them into places an adult just 
cannot get. 

They often do not recognize a 
hazardous situation they have limited 
attention spans, and are highly 
distracted by surroundings and do not 
know what they do not know. 

They need more supervision when 
moving around new environments. 
New locations and routines can be 
more disruptive to the learning of 
small children than to older kids.  

 

3.2. Site Logistics Planning  

3.2.1. Separation Strategy to Isolate the Construction Zone  
Typically the greatest challenge on an active site is the development and 
implementation of a strategy to separate construction from public and educational 
activities. A successful strategy protects the students, faculty, staff and community 
from construction activities while maintaining an accessible and functional 
educational facility. This process is complicated when a project is executed in 
multiple phases. The principal tactic here is to provide well built and continuous 
barriers between occupied and unoccupied spaces. Barriers must be appropriate for 
the duration of use and type of separation required and can range from vision screens 
and fencing to weatherproof, thermally insulated security walls.  

The location, emergency accessibility, type and service duration of each barrier 
system must be reviewed by the school administration and any applicable authority 
that has jurisdiction (Fire Marshal) both before the commencement of construction 
activities or prior to any modifications after initial installation. Barrier systems and 
pathways around the construction site must be maintained in all weather to ensure no 
inadvertent access to the project site occurs by a “curious” visitor. 
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3.2.2. Site Separation - Active Sites 
Project teams generally faced with developing 
logistics plans for projects that involve close, 
daily interaction with individuals who are not 
familiar with construction beyond that of 
standard home improvement. The creation of the 
Logistics and Site Safety Plans for an Active 
Site is an excellent opportunity to educate and 
instruct the community on safe practices and the 
logic employed in developing the plans, 
however, the information contained in the Plans 
must be presented in a manner understandable to 
the layperson, with considerable patience and 
flexibility exercised when fielding questions or 
providing clarifications.  

Schools present a unique challenge in that the 
users are primarily children or young adults who 
do have the life experience to immediately 
recognize and comprehend danger. Construction 
can be viewed as a set of “giant blocks” being 
used to construct a building. Thus, the planning 
of the site logistics needs to go “deeper” than the 
typical topics of material locations, access 
points, crane locations, etc, and discussed on a 
scale understandable to the students. 

Unauthorized or unsupervised access of 
visitors to the job site can have serious safety 
and progress implications. When site separation 
is not effective or maintained, opportunities for 
disruption, worker injury, vandalism or harm are created. Creating separation can be 
as simple as putting up fences or complex as semi-permanent barriers, but there are 
several factors and activities which have to be addressed when planning the way an 
active school is isolated from construction areas. These include providing bus and 
student drop off areas, afternoon pick up and bus queuing zones, parking areas for 
staff, students, and visitors, maintenance of access for emergency vehicles, 
maintenance of access for service vehicles, providing delivery routes for supplies 
and the food services vendors, providing secure safe public walking paths to and 
from the school, and providing a secure site which would prevent vandals, thieves, or 
errant walkers from entering the construction zone.  

In developing the solutions to these challenges, it is important to have discussions 
with not only school administration, but also with the school’s service and materials 
providers (food service, waste removal, school supplies, etc), local police and fire 
departments and other vendor and gain their acceptance of the plans. As with a 
construction site logistics plan, frequency & duration of delivery, size of delivery 
vehicle and off loading procedures need to be taken into account. Consideration must 
be given to the width of the service lane, turning radius and use of reverse and 
maintenance of access (preventing others from blocking the driveway, snow removal 
plans, etc.).  

The lack of proper planning and discussions may have unintended consequences. 
To prevent undesirable events and outcomes, a broader view of the community and 
should be adapted. A survey potentially affected facilities in the neighborhood 
should be conducted, looking for services such as other public, charter or parochial 
schools, YMCA, athletic center, daycares, public walking or bike paths. Failure to 
inform the surrounding public of the site utilization planning will generate 
complaints, criticisms or create a preventable injury by construction activities.   

Use of fending and a temporary bridge 
provide access to the school through the 

construction zone while separating 
activities. 
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It should be recognized that the entire site is a point of interaction with the School 
Community. Open discussion with administration is needed to set the correct level of 
understanding involved in the site logistics and those aspects that require vigilance 
by the administration and students for their own protection. The following are few 
broad considerations in developing a site logistics plan: 

• The discussion of the logistics plan needs to be held at the end of schematic 
design. Plans may be presented to the entire facility staff for review, or 
representatives selected by the school. If sent to a larger group, comments 
on the plan must be filtered through a select number of administration 
assigned staff as decision makers. Delegating control too far down the 
authority chain can lead to plan that is not executable. Be sure that whoever 
is communicating the group’s position is authorized to do so, and be aware 
when staff positions turnover. If possible, when a new representative from a 
group is presented host a joint meeting with the incumbent and discuss what 
has already been decided and is not changeable. 

• It is critical to gain an understanding of the individuals and groups who use 
site and building. Often, there are groups that have informal arrangements 
to use fields, portions of the building or even parking areas. Because school 
facilities are often controlled by both the Board of Education as well as a 
municipal authority, it is recommended to canvas beyond the School 
Administration. Community meetings may be necessary to address the 
needs and concerns of building users that come after hours for community 
related activities such as sports, night classes, polling stations, emergency 
management teams, or other community events.  These meeting and any 
notices of change need to occur at least six month prior to account for any 
program adjustments.  

The development of the logistics plan should include the following aspects and 
address these concerns which may be unique to any particular site: 

• Access points and walkways to the school facility and construction area 
must be distinct and separate throughout the duration of construction. 
Workers and students shall not mix together.  

• The Administration will also have to designate revised locations for 
gathering and counting students (rally or muster points) in the event of an 
emergency. The fire department should conduct a practice drill with no 
construction in place and a drill following implementation of any new site 
logistics configuration. Several “in use” adjustments to the plan may be 
necessary, requiring adjustments as construction progresses. and 
implemented. 

• The logistics plan needs to be displayed in a prominent and public location 
so that all visitors can see the impending temporary changes to their “home” 
environment. Schools are not normal building or casual sites - they leave 
lasting impacts on the lives of those are served educationally. 

• A heavy use of vibrant and distinct colors in the plan is recommended as the 
students normally use and understand colors in their daily lives at school. 
Certain colors can be designated as “danger” to have a greater impact and 
ability to control access. 

• Site logistics warning and directional signage shall be posted in a minimum 
of two predominant ethnic languages. Additional languages may be 
necessary depending on the overall community usage of the school facility. 

• Pedestrian access paths shall be smooth and debris free fully fenced and 
appropriately screened where practical and safe. The access paths shall run 
from the parking areas to the entry point if necessary to provide safety and 
protection to student and staff. The paths shall also contain gates at least 
every 50 feet to allow for egress if the path is blocked or the way becomes 
damaged. The use of crushed and compacted stone is feasible so long as the 
students and staff are warned of the potential instability and instructed on 
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the use of proper footwear. Paths shall be inspected daily and maintained as 
required during construction. Separate paths for workers and building 
occupants may be required. Checking regularly the gates and fence for 
breaches is critical.  

• Covered walks between building or temporary classrooms should be 
reviewed with the code official to adhere to requirements for lighting, fire 
alarm, minimum widths, construction materials, etc. Walkways require 
walls, thus bringing into play additional code mandates such as egress, fire 
protection, fire alarm, and lighting.  

• Pay attention to the walking paths from the parking areas. Separate 
construction trade worker traffic and general public traffic if possible. 
Directional signage is needed in the parking areas that will warn all visitors 
that construction is ongoing and caution is needed. 

• Adjustments to any parking or pedestrian access patterns are often better 
implemented at the end of the school year prior to the start of any 
construction. This gives an opportunity to test the patterns and provides the 
community with a feeling of familiarity at the start of the next school year 
or semester.  

• Access roads shall be fenced at all times with gates that can be closed 
during the day to prevent casual or inadvertent access to the roadway or 
construction areas. 

• Traffic patterns may need to be adjusted for short term construction 
activities such as major deliveries, lifts or utility work. Critical school 
functions such as bus access, student drop off, deliveries and emergency 
vehicle access must be maintained at all times. Presentations should be 
given to the staff, students and parents, etc., concerning any changes so 
affected parties can make the necessary adjustments. 

• Deliveries of food and supplies and removal of dumpsters are a daily 
occurrence at all school facilities. Access to loading docks, kitchens and 
storage areas cannot be inhibited by construction. Temporary access or a 
means to move material safely through the building must be developed prior 
to the start of any construction activities. Review any proposed plan with 
administration, cafeteria and janitorial staff. 

• Access for emergency equipment and vehicles needs to be coordinated with 
the fire department and demarked with signage. Parking or staging along 
access roads can never be allowed during school hours. These roads can 
only be used in construction activities during non-school hours. 

• Heavy equipment traffic shall not be allowed through the existing public 
parking lots or around students. Temporary roads shall be used to route all 
equipment away from student activity and a reasonable distance from 
existing buildings. If special deliveries are required, temporary barriers and 
flag men should be provided.  

• Plywood shall be used to cover exiting windows when construction 
activities will be in close proximity to the building or the potential exists for 
construction materials to be thrown against the building. These measures 
are necessary even if there is the possibility of the classrooms losing natural 
daylight or operable windows for a period of time during the school year. 
Temporary additional lighting of ventilation may be required during those 
periods.  

• Consider shielding windows as necessary to prevent students from being 
visually distracted by construction activities.  

• Mortar mixers and masonry saws generate noise and dust. They should be 
located remotely from the school and be covered in some sort of barrier. 
The barriers will be constructed in a manner to allow the workers to be seen 
and operate the equipment while reducing noise, dust, and building 
occupant sight lines. 
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• Toilets for the workers shall also be located in such a way as to block view 
of the doors from the school. If necessary, build temporary fences with 
fabric covers to shield the facilities from Community view.  

• Fencing is needed around the entire perimeter of the site including the 
construction parking area. Where adjacent to sidewalks, roads, or other 
public ways, the fencing should be screened to avoid distraction and to 
contain loose flying debris to the construction site.   

• Set points for cranes shall take into consideration the student recess areas, 
entry points, parking and proximity to the existing building.  

• Cranes shall not be allowed to operate excessively dangerous loads adjacent 
to the building during school hours. The crane must be sized to never reach 
the “critical load” lift capacity for the project duration in order to ensure 
that loss of load or crane collapse is not a potential hazard.  

• Establish and provide the subcontractors with the travel route to and from 
the site. If possible, get permission from the Town or City to place 
directional route signs to the site around the area to divert delivery vehicles 
to the preferred routes.  

• Make it clear where trucks can enter the site or park at the curb to get 
directions for deliveries. Provide a “pull over” location so trucks do not 
block traffic. 

• Consideration of construction noise must be addressed in the plan. 
Coordinate work hours to correspond with Town or City ordinances to 
avoid creating inappropriate disruptions through noisy activities, including 
but not limited to dumpster maintenance, equipment use, etc. 

3.2.3. Controlling Disruptive Activities 
The primary function of a school is to provide an environment conducive for 
learning, with limited noise and distractions. Renovation or additions cause changes 
to the normal ambient noise of an active school site. Construction activities can 
create excessive noise that can cause disruption to the daily activities of the students 
and staff. During the planning of construction operations, great care must be 
exercises to minimize the effect of normal construction noise on the building users. 
Of focus should be in areas where students who may be particularly sensitive to 
excessive or sudden noises are educated.  

Operations that will create noise must be planned and coordinated with 
administration prior to the start of work.  

For example, review with school officials when noisy demolition activities can 
occur. The conditions of the site may require that demolition only during non-school 
hours. Open discussion with administration is needed to set the correct expectation 
and come to an understanding of controllable factors related to noise. By 
demonstrating an approach that is receptive to concerns and involves a willingness to 
cooperate in order to overcome challenges, it is possible for the construction process 
to be conducted in a manner that impacts the daily operations of the school 
minimally.  

Timing and special arrangements may be needed to conduct the following 
examples of activities: 

• Hammer drilling or jack hammering 
• The use of low velocity powder actuated tools 
• Installation of mechanical anchors for roofing 
• Power saws 
• Power tools 
• Vibration creating movement 
• General Demolition 
• Heavy equipment engines 
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• Drywall installation 
• Lunch time for the workers 
• Unique vibration or noise creating activities to the specific project 

Some basic approaches to the mitigation of noise during construction related 
activities include: 

• Plan noisy activities for non-school hours 
• Install sound insulated temporary partitions to separate the construction area 

including window coverings to reduce exterior noise transmission to the 
building interior 

• Plan activities so that they do not interfere with exam and test days 
• Isolate trade contractor break areas from occupied portions of the building 
• Coordinate general demolition activities so they do not disrupt school 

operations 
• Heavy equipment and lifting operations might be planned to occur in a 

consistent pattern to create a “familiar” operation with student and staff 
• Because the constant “whine” of the drill is extremely difficult to mask, 

drywall installation may be planned during non-school hours when in close 
proximity to occupied areas. This applies to the powder activated shots used 
to install drywall studs and other hangers into concrete, steel, or masonry. 

• Locate trade parking areas remote from occupied buildings so conversations 
do not carry into occupied areas 

The project superintendent must touch base regularly with the administration of 
the school to ensure Gilbane is meeting the expectations of the school and to respond 
quickly to any issues or concerns which may be on the minds of the community.  

3.3. Project Site Safety Plans 

3.3.1. Cleanliness and Job Site Housekeeping  
The condition of the site is a direct reflection of Gilbane’s respect and commitment 
towards the community. A good impression simply will positively enhance overall 
efforts to meeting the client’s expectations for the project.  

Final cleaning can be a far less arduous task if during construction, regular and 
thorough daily / weekly clean up is executed. The cleanup process is facilitated by 
providing sufficient man power and materials to execute the work, as well as ample 
waste receptacles to collect the daily miscellaneous trash that is generated everyday 
from meals, coffee breaks, or incidental trash generated. Ensure the sub bid packages 
address the daily clean up they must perform, and include in our own General 
Requirements labor hours for daily clean up, site policing and the materials need to 
support this, such as sweeping compound, brooms, carts, buckets and the like.  

Work with the subs to ensure that food waste is removed from the site on a daily 
basis. Designated eating areas should be established to limit the spread of waste food 
throughout the building. This will reduce any rodent activities and result in a neater, 
cleaner, and safer work place. 

Turning over a clean building at substantial completion can make a lasting 
impression on the client. To be successful, the Project Team must first understand 
the needs and requirements of final cleaning by the school’s administration and 
maintenance. The builder and the architect need to be aware of the standards and 
materials used by the school facilities staff in order to properly buy the work from 
cleaning companies. These requirements may be contrary to the indoor air quality 
plans used to achieve some sustainable design credits, and should be discussed as 
early in the construction process as possible. The reconciled plan must be reflected in 
the scope of the sub contracts so that the building is turned over in a suitable and 
expected condition. 
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A majority of construction related injuries and incidents are related to poor 
attention of the overall cleanliness of the project site. In addition to improving safety, 
minimizing dust during construction can provide a benefit to the long term life of the 
building’s mechanical systems. A building that is constructed in a clean environment 
is less likely to have indoor air quality issues and will reduce the risk for mold and 
other related matters. A clean jobsite has become a necessity to attain some 
sustainable design certifications, such as LEED or CHPS.  

The safety of the workers and the students remains the prime motivation in the 
overall cleanliness of the project.  The construction industry is recognizing that a 
clean site with proper housekeeping has a direct impact on the following factors: 

• Reduction in the incidents of trips and falls caused by debris on the jobsite. 
• Increased productivity because workers can move material faster and 

complete installations unimpeded.  
• The risk of fires is reduced as combustible materials are removed, a process 

that can be facilitated by providing waste receptacles that are easily 
accessible and convenient.  

• Providing temporary dust filters on any operating existing air systems in a 
building and executing frequent changes of those air filters keeps these 
systems functioning near peak efficiency, thus reducing overall operating 
costs, duct cleaning costs and the dust in the air in the work spaces.  

• Providing negative air machines with clean filters and proper maintenance 
improves the air quality in the work zones. This can lead to improved health 
and productivity on the site. 

• Finishes will suffer less damage and the punch list can be reduced by not 
allowing debris to be stored on finished floors or leaned against walls. 

• A clean and organized project site exterior keeps the workers safe by 
increasing overall visibility and safety. Trip hazards are reduced and work 
traverse takes less time.  

• It is important for neighborhood relations to maintain a clean site. The 
project the team should patrol the exterior perimeter of the site on a regular 
basis to pick up any litter, “escaped” trash, or anything that would give the 
impression of a messy site. Tennis screening on the fences will help prevent 
debris from blowing into the surrounding neighborhood. Roadways, public 
access points and sidewalks should always be kept free of mud and debris 
through street cleaning and sweeping on a regular basis. The project can 
demonstrate respect for the neighborhood and community by maintaining 
the area around the site 

• The School Community my frequently visit the site as a learning experience 
during construction. A clean environment allows people to move about 
safely and sends the message that “great care” is being used to deliver the 
new school or renovation.  

3.3.2. Worker Safety  
Safety at the school construction site is also about protecting the health and safety of 
the construction workers and Gilbane staff. Schools have a unique relationship with 
those that build them. The work environment is one where the workers often are 
from the community; they are fathers, mother, uncles, brothers of the students and 
faculty of the school. All Project Stakeholders need to be aware that an injury to any 
worker on a school site affects the community deeply.  

A rigorous and job specific project safety plan for the construction workers is a 
must on all projects. A plan which simply says “shall comply with OSHA” is not 
adequate, with more proactive measures employed to ensure the safety of the 
workers on site. Accidents do not just happen; there are causes which can be 
prevented through training, planning, and monitoring of activities. Some specific 
approaches include: 
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• Training for all workers in basic construction site safety principles that 
result in the issuance of an OSHA 10-hour card, at a minimum.  

• Prior to an individual commencing work onsite for the first time, all 
workers must show proof of basic training, as well as attend a customized 
orientation describing the issues, rules for working and expectation specific 
to this job site. 

• The job safety plan must be specific to that project and address the 
peculiarities of that site. 

• Prior to the start of every activity, the team should discuss the risks 
associated with that activity, and how they will avoid any hazards.  

• For every activity, the team shall review the hazards or risks to the 
occupants of the school and shall discuss how to eliminate such 
possibilities. 

3.3.3. Unauthorized Access 
Site Safety Plans must designate who can enter to the construction zone, limiting 
access to “trained”, informed”, and “approved” staff, workers, consultants, etc.  

Access to students and confidential records must be protected at all times. One 
preventative measure is to ensure that tradesmen on site are qualified and suited to be 
on site. Several states require 
criminal background checks of 
construction workers. Confirm prior 
to the bidding phase to ensure that 
subcontractors are aware of and 
prepare for these necessary 
provisions.  Background checks also 
can reduce the risk of theft of 
construction materials from the site 
as well as the theft of school property 
such as computers, video projectors, 
or the personal property of the staff.  

Trained and informed means that 
workers meet the minimal safety 
training requirements of the project 
(such as having OSHA 10 hour 
cards) and have undergone a thorough site orientation. Gilbane must set up 
procedures to ensure that everyone in the construction zone is aware of the hazards, 
procedures, and of the limitations imposed on access to the occupied portions of the 
site. All personnel (workers, maintenance personnel, selected school administrators) 
who will be within the active construction site will be required to go through a site 
specific safety orientation which will include all personal protective equipment 
requirements, noise & dust control measures, utility information, and emergency 
procedures. Typically an overview of construction safety is also presented to the 
students and staff to ensure everyone is aware of the project’s separation strategy. 

Approved individuals have completed security or other screening as specified by 
the client or Gilbane. This may include CORI background checks or drug testing. It 
is important for requirements, procedures and legal restrictions to be identified in the 
preconstruction phase. 

On Active Sites, it is recommended, where permitted or required by law, that 
CORI checks and pre-assignment drug screening be mandatory for all workers by 
their employer prior to their arrival on site. Typically this requirement should be 
included within the General Conditions of each subcontract. A minimal, but not all 
inclusive list of crimes that a school district determines would disqualify a worker 
should be published with the bid documents. The primary focus will generally be on 
sexual or violent predators with a secondary concern for theft, drug, and financial 
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crimes. Everyone working in the construction industry is not automatically qualified 
to work at an occupied school.  

All workers allowed on a site should wear clear photo identification indicating 
they are authorized to be on the grounds. This benefits both the occupants and the 
workers.  

Student access to the construction site and worker areas is to be strictly forbidden. 
It is vital to work with teachers and administrators to ensure that a strong, consistent 
message is taught to the student body on the role of the construction worker and that 
distracting or interacting with construction workers can cause accidents with real 
consequences. Furthermore, the orientation for all workers should include 
information on remaining disengaged from the student body and methods for 
handling situations where inadvertent contact is made. A “no contact” rule between 
tradesmen and students needs to be strictly enforced.  

Federal law prohibits weapons on school sites. These restrictions should be 
referenced in the project manual, during safety briefings and through appropriate 
signage around the site.  

Securing the construction area is also extremely important in order to prevent 
unauthorized access which can lead to vandalism, theft of tools or building materials, 
or theft of owner materials. Robbery creates delays, insurance claims and costs, and 
can be disruptive to the morale of the project.  

A Critical issue is the maintenance of the security envelope around the building 
and site. Problems include:  

• Door propping, 
• Gates left open and unlocked,  
• Insufficient barriers between occupied and unoccupied zones,  
• Windows left open after hours,  
• Damaged fences,  
• Failure to keep the perimeter of the building and fences secured after hours.  

Some approaches to securing the worksite include: 
• Build self locking barriers with closers (to prevent propping),  
• Control key distribution,  
• Implementing designated delivery times and entry ports,  
• Make frequents checks of the barriers throughout the day and after hours  
• Install where allowed web cams or other CCTV systems,  
• Install alarm systems or provide watchmen provided on site during non 

working hours. 

3.3.4. The Phased Construction Project and Safety Planning 
School construction requires a high level of interaction with administration during 
the planning and phasing of the work. The specific needs of the school must be 
understood by the project team so that planning takes into account any effects 
construction activities may have on the educational program so to limit the overall 
disruption to the School Community.  

An Active Site presents extremely unique challenges because the building will 
remain in service throughout the majority of the construction process. The 
development of the schedule and Phasing Plan needs to include a variety of 
constituents, but most critically teachers and the school administration.  

Schools require fixed educational calendars cannot be adjusted easily. Planning 
has to accommodate and reflect the educational needs of the school and must be 
enforced with the trades. The following are few considerations in developing and 
presenting the plans for a phased project on an active site: 
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• All facilities will require a custom developed schedule (and phasing plan) 
for the project. Projects may be similar in nature but, every project is 
completely unique to the facility and community. 

• Every schedule should include a realistic time to execute the work, and 
some float needs to be included. Project teams should not be overly 
optimistic on a renovation. 

• Coordinate the schedule and phase limits to ensure the school is allowed to 
provide all its programs and opportunities and plan the functionality of the 
facility during each construction phase. Ensure there will always be enough 
classrooms of the required type in each phase so the school can offer the 
full program it did before the project started. The most important thing is 
that no student is disadvantaged by the building of the project. Second only 
to safety, the educational program should not be compromised without 
approval from the School Community for the sake of schedule, budget or 
constructability.  

The proposed schedule will need to be discussed in Building Committee, or 
perhaps at School Board Meetings. The plan must be presented considering most of 
the listeners will be unfamiliar with construction. Schedules will be translated into a 
format that the school community can digest, understand, and distribute with ease. 
School Districts may understand the value of money and fast production.  

Planning must be offered in multiple options and demonstrate the tradeoff between 
convenience of the School Community and timely, efficient delivery of the finished 
product. Every plan must show the positive and negative aspects of each option with 
costs, time, and quality issues compared. Gilbane offers a classroom construction 
and project phasing scheduling program to assist in the planning process and ensure 
that required curriculum spaces and amenities are maintained in some fashion during 
the project life cycle. 

Special rooms such as labs and lecture areas may need to be renovated in “bulk” 
during the summer months. Labs are generally stacked in wings with the 
underground plumbing on the main floor. Stack phases of work whenever possible to 
prevent working over or under occupied spaces. Generally, work should begin at the 
bottom of a stacked area, allowing infrastructure to feed up through the remainder of 
the zone. This approach can limit noise and circulation disruptions. 

The number of Phases should be limited to absolute minimum. This can be painful 
to the teachers and administration and will require some sacrifice on their part. The 
Project Team needs to be sensitive to the overall disruption and offer sound guidance 
on planning.  Explanations that “early sacrifices” will yield larger rewards in time 
and less inconvenience are points to delicately and firmly discuss with 
Administration. Every phase creates an opportunity for miscommunication about the 
limits of the work, access, and can create disruptions in providing life safety to the 
project. The benefits to having fewer phases are not just for safety. Fewer phases 
cost less to execute, and usually reduce the construction duration.  

During the project execution, the schedules shall be reviewed weekly with the 
school’s administration and updated and adjusted as required. Care and 
understanding must be given such that the schedule remains flexible during the 
construction process. Schools often require adjustments on short notice because so 
many constituents share the buildings and things do change. Daily “touches” with the 
school staff will be necessary. Contract language must be included with the trades to 
allow for this short term coordination with the Owner’s activities. 

3.4. Indoor Air Quality (IAQ) 
It should be kept in mind that “normal” construction odors and other airborne particulates can 

cause disruption to the daily activities of the students and staff. What is “normal” to the industry 
may be a health risk to some occupants of the building with certain health issues. The challenges 
faced in maintaining healthy air quality on site should be communicated with School 
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Administration to foster understanding of the 
procedures used to mitigate the potential for negative 
impacts on occupants. Open discussion with 
Administration is needed to set the correct 
expectation and come to an understanding of 
controllable factors. 

School Districts have become increasingly more 
aware of the need to receive buildings that have a 
very high indoor air quality at turnover of the 
project. Students and staff can be negatively 
impacted by a building that is released with dirt in 
the ducts or the use of high VOC materials. 
Renovations pose a greater risk as the existing 
condition and maintenance of the mechanical 
systems is often unknown or neglected. In general, 
the mechanical systems encountered in an existing 

building may be near the end of their life due to the overall age of the building. During project 
planning, a thorough investigation of existing building conditions should be conducted so that the 
proper cleaning and construction maintenance of all systems can be purchased. The mechanical 
systems will need time for a complete “air flush” of the systems prior to turnover. Particular 
concerns and approaches include: 
• A detailed IAQ program needs to be developed and followed for the project. 
• A special IAQ consultant should be added to the construction team unless the Owner has an 

IAQ consultant in place.   
• The existing conditions should be understood before work begins. The School may be 

unaware of poor IAQ in existing buildings before construction begins. Therefore it is 
important to get a ‘baseline” IAQ report from an independent testing agency prior to the 
commencement of construction or design. The baseline IAQ will become the standard of 
measurement for use in determining the acceptability of the IAQ at project completion. The 
goal should be an “agreed and attainable improvement metric” over the baseline conditions. 
Care should be taken so that a sufficient explanation of the procedure is offered to the School 
and Building Administration. Agreement needs to be reached on the type and quantity of 
chemicals and particulate that will be considered in the baseline IAQ. 

• The IAQ is largely impacted by existing conditions that may not be corrected during the 
construction activities. It is important to know and understand the underlying maintenance 
history of the building prior to the commencement of any renovation activities. A thorough 
explanation of the elements that cannot be corrected in the existing system is also needed to 
set expectations properly. 

• At times, budgets do not allow a full and complete renovation of a facility’s mechanical 
systems. Combining new and existing mechanical systems can have a negative impact on IAQ 
throughout a building. Owners must be educated on the varied results that may be experienced 
when systems are combined in such a manner.  

• The system turnover plan should consider and address the testing and cleaning of all 
mechanical systems prior to occupancy.  

• Schools are most often constructed or renovated under a tight time frame over the summer or 
based upon an urgent need for space. The IAQ turnover plan shall include provisions to clean 
and test systems following occupancy and service use of the building. The plan may also be 
implemented at night or during periods of non-school days. 

• A commissioning agent should be involved in the development of an IAQ plan if the School 
plans to use this service during the project. 

• Specific requirements for LEED Certification or other sustainable design programs can also 
be used as a guideline for developing a sound IAQ plan.  

3.4.1. Separation of Areas 
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Construction zones must be separated physically and environmentally from 
occupied parts of the building to control the migration of smoke, dust, or fumes from 
the work zone to the occupied areas. The following are ways to achieve this: 

• Sealed dust partitions are typical, and usually include finished drywall on 
the occupied side. (These barriers can be used by the school as locations for 
student art work – murals.) These walls must be sealed at the perimeters, 
and where doors pass through them, air locks provided and dust mats 
provided so dirt is not tracked out of the work areas. Doors would always be 
lockable and spring loaded so they close behind any one passing through 
and properly marked with signage. 

• The work areas can be maintained with “negative air pressure” relative to 
occupied areas. This can be achieved by using exhaust fans throughout the 
work area. Exhaust fans should always be covered with filters to prevent 
dust from being blown about the site and neighborhood.  

• The separation and air pressure needs to be tested when first implemented 
and retested regularly through the use of pressure testing equipment, smoke 
sticks, and the like.  

• Protect existing HVAC systems by covering all return air grilles throughout 
the building with a temporary air filter. Use a filter with a minimum rating 
of MERV 8 as per ASHRAE 52.2-199. The filters will be changed weekly 
during heavy operations and inspected weekly under normal conditions. 

3.4.2. Specified Material Consideration 
Sustainable design standards require for the most part the use of materials with low 
Volatile Organic Compounds (VOC) levels. The submittal process should be used to 
screen most of these products, but specific areas of concern are: 

• Carpet and padding 
• Adhesives 
• Furniture and Casework 
• Caulking 
• Paints and sealers 
• Epoxy or caustic based products shall be used only as necessary and 

installed at low site activity times. 
• Specifying products that are certified under Green Seal® for paints, sealants 

and adhesives or Green Label Plus® for carpets to help ensure a low VOC 
content will minimize the time needed for “off gassing” of materials. 

3.4.3. Site Work Activities and IAQ 
IAQ is also affected by construction activities on the exterior of the building. There 
are several risk factors that must be taken into consideration when planning the site 
logistics: 

• Dust must be controlled on the site during dry periods. Water or other 
means must be employed control dust.  

• Mason silos shall be sheltered to prevent mortar dust from migrating around 
the site. 

• All concrete cutting and demolition shall be conducted with wet methods in 
order to control silica-laden dust. 

• Temporary air filters on existing HVAC units must be changed at a 
minimum of once a month. Regular inspections of the filters must take 
place. 

• All exterior air intake louvers and internal duct returns should be covered 
with temporary air filters with a minimum rating of MERV 8 as per 
ASHRAE 52.2-199.  
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• Duct work or other HVAC equipment stored on site should be sealed with 
plastic until installed and ready to operate.  

3.4.4. Odor and Fume Control 
Many operations can produce offensive or noxious odors which can affect people in 
the building, or be a perceived hazard. The Occupants of the building need to be 
educated about the nature of the operations, what hazards exist, if any, and what 
perceived issues they may face. Open communication of the issues and adjustments 
of plans to accommodate the School’s needs may avoid unexpected disruptions to 
the school or the construction process. Some specific areas of concern include: 

• Roofing operations can create noxious odors depending on the system. 
Locations for hot asphalt operations must be remote from occupied areas. 
Adhesives from the roofing materials can be draw in into the building.  

• Exterior caulking and painting operations can produce smells that can enter 
the building.  

• Fumes from equipment operating around the building can create issues on 
the site due to the exhaust and noise they create.  Some guidelines for site 
operations would include: 

• Heavy equipment and trucks shall not be permitted to idle within 20 feet of 
an occupied portion of the building 

• Generators, welding machines, torches, and the like shall not operate within 
a certain distance of an occupied area.  

3.5. Hazardous Materials Management 
Carefully managing hazardous materials removal and abatement is critical to the success of any 

K-12 renovation. In fact, one of the greatest risks in terms of both time and economics for any 
school renovation project is the discovery and subsequent impacts of unforeseen hazardous 
material abatement.  A plan must be developed collaboratively to address both the real and 
perceived issues with removing or working with hazardous materials such as asbestos (typically 
found in floor tiles, adhesives, plaster, ductwork, and insulation), lead paint, PCB’s (typically in 
light ballasts), mercury (typically in fire alarm pull stations, thermostats, fluorescent bulbs and 
sink traps), and caustic or high VOC (Volatile Organic Compound) paints or coatings.  

The first step in developing this plan is to review the School District’s hazardous material 
tracking log and to hire a qualified environmental consultant to conduct an invasive hazardous 
material survey. This survey will help the team develop a work plan and schedule to address the 
real issues associated with the safe removal, storage, and disposal of these materials, coordination 
of this plan with the use of occupied facilities, and local and state environmental requirements. 
Regulations and procedures often dictate the processes that are to be followed once conditions are 
known; having a consultant or team member who has a working relationship with the Authorities 
Having Jurisdiction is mandatory to ensure that all environmental and health regulations are built 
into the work plan.  The Regulatory Services Group within Gilbane specifically provides this 
support to the project team.  

Trained crews and properly approved work plans go a long way to ensuring the safe and 
thorough abatement of building; however, it is often the perception of the hazard that generates 
concern and causes difficulty. Parents and taxpayers do not want to hear asbestos containing 
materials are present around the students. Fear, coupled with a lack of factual understanding, can 
cause friction between parties.  Best practices involving community education and outreach can go 
a long way to minimize negativity towards the work. Project teams should work with school 
officials to host information sessions to educate the public on the work plan, the benefits of 
abatement, steps that are being taken to minimize exposure risk, and confirmation that all laws and 
hygiene regulations are being followed and monitored. Additionally, seeking to schedule 
potentially or perceived hazardous work during second shifts or school breaks may be a 
compromise to assuage concerns  

Hazardous material abatement can have such a significant impact on the construction process.  
Early identification of such conditions and creation of a work plan for remediation can ease 
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construction constraints. Specific activities to be performed on alternative shifts should be 
included within the General or Special Conditions of each subcontract to ensure this work is well 
planned and costs forecasted. A component of the hazardous material plan will include a protocol 
for addressing unforeseen hazardous materials that are discovered during construction. This 
protocol should include project procedures starting from the notification of discovery of an 
unforeseen hazardous material through the acquisition of the authorization to remove this material, 
and finally to the abatement and disposal process.  

3.6. Fire Protection / Prevention 
Fire prevention is one of the most critical elements of any project, especially when on an Active 
Site. Certain construction related activities that the construction industry understands as 
“commonplace” may create a hazard to the students of a school facility. Engage the Owner, the 
School Administration, and the Local Fire Department to take the necessary time to plan for a fire 
and the evacuation of the building. Their level of care for the students must be reflected and 
included in our efforts to prevent fire and provide safety at all times.  

3.6.1. Site Staging and Fire Protection 
For Active sites there are several tactics that should be employed and deliverables 
prepared to protect life and property. Several of these to consider are: 

• Prepare a site logistics plan that is clear and understandable by the students, 
administration and parents. The plan needs to be developed and reviewed 
very early in the preconstruction process and no later than the completion of 
Design Development.  

• If avoidable, emergency egress paths for students, faculty and staff should 
not go through construction zones. Regardless of location, egress paths need 
to be carefully marked and clearance maintained at all times.  

• Provide a means for emergency vehicles to enter and leave school, athletic 
and construction areas. For construction zones, interior paths may need to 
be identified and planned to remove injured workers through non-occupied 
areas so as not to raise occupant concern. 

• Egress paths may need to be adjusted at various times during the renovation 
process. Adjustment of the paths shall be planned early in the construction 
process and will require a minimum of 48 hour notice for a planned 
adjustment and no less than 8 hours for an unplanned shift in construction. 
Procedures for both events will be developed with the building 
administration. 

• Safe and distinct emergency congregation areas (rally points) shall be 
established for both the workers and for the school staff and students. A 
person shall be assigned to account for the workers, monitor egress and 
notify the fire department of an unaccounted person. Only trained Fire 
Professionals shall attempt rescue operations in the event a worker, student, 
or staff member is missing. People in the rally areas will be released only 
after the accounting is complete. Coordinate with the school because they 
typically have their own plan for student accounting in the event of an 
evacuation.  

• Approved site utilization plans and egress plans with rally points should be 
prepared for every phase of the project.  

• Periodic Fire drills should be conducted with every reconfiguration of 
egress routes. These should be held for the building occupant AND the 
workers. 

• If access roads or paths are built, they should be constructed of compacted 
stone to allow travel by emergency vehicles. They must be inspected 
weekly for damage and maintained throughout the project. In is critical to 
enforce “No Parking” in emergency access routes.  
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• Egress paths for the workers through the construction area shall be 
maintained in a clean, unobstructed state at all times. All egress paths shall 
be clearly identified in the predominant and secondary ethnic language for 
the specific facility.  

• Keys to any gates or locked doors that are part of the security barriers must 
be given to the Fire officials or provided in Fire Department Approved 
“Knox Boxes.” 

• A listing of all key contacts from Gilbane with emergency phone numbers 
will be posted at the trailer door for use in emergencies, and distributed to 
the fire, police and other responders. 

• All egress and access changes must be communicated with the local police, 
EMS and fire departments. Often, prior to a major change in the site layout, 
meeting with these parties to ensure that proper clearances and paths are 
maintained for their purposes. Ensure that the planning process identifies 
and confirms the appropriate individuals and job positions from each 
organization who has authority to approve the plan, meeting minutes and 
drawings showing the agreed upon solutions. Remember that these 
individuals are not in the construction industry and might not be able to 
clearly understand and visualize what is on drawings. Taking time to clearly 
explain and listen to the needs of the first responders may save a life. 

3.6.2. Fire Protection on an Active Site 
Particular concerns which should be addressed when preparing for fire protection 

on an Active Site include: 
• Interior renovations can create some major risks to the students and 

Administration of the building. Gilbane needs to identify all potential fire 
hazards associated with the work and create a plan for the trade contractors 
to follow: 

• Combustible material shall be removed from the building on a daily basis. 
The temporary storage of waste cardboard and empty wooden pallets is to 
be extremely limited or banned as a practice. Combustible materials shall be 
placed immediately in properly marked trash bins for removal to avoid 
inadvertently leaving flammable materials overnight. Establish a ‘round’ at 
the end of the day to monitor and confirm removal of these items. 

• Welding and cutting shall be conducted only with the use of a “hot work 
permit” and should require flash shields. Workers in the area and any 
passersby need to be protected.  

• Welding and cutting will require a fire watch be a dedicated and trained 
worker or fire department representative. The fire watch shall be equipped 
with a fire extinguisher and shall continue patrolling the area of the hotwork 
for a period of at least one hour following the conclusion of the activity. 
(Caution, some communities require that the fire watch be a municipal fire 
fighter. Check this with the local fire department before construction begins 
so budgets and schedules can accommodate the cost of overtime coverage 
by these professionals. 

• Shutting down of any fire alarm systems must be closely coordinated with 
the local fire department and the school staff. In general, the fire alarm 
system should not be disabled during instructional time periods. The system 
may be disabled during non-student hours with appropriate notification to 
the building occupants, field staff, and the fire department. Once disabled, a 
fire watch shall be implemented to warn anyone in the building in the event 
of a fire.  

• It is recommended that a heat detector system be installed during a 
renovation. Smoke detectors are too susceptible to false alarms due to dust 
and smoke from construction operations. Usually the existing systems are 
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replaced and it is impractical to maintain the system. The system can be tied 
into an existing or new panel as a separate zone. Installing a reusable 
temporary heat detector loop though the renovation area and in each phase 
can provide inexpensive and flexible alarm protection.  

• Shutting off any portion of the sprinkler system in general shall not be done 
during occupied hours of the school. The specific zone of the system that 
requires alteration should be isolated from the balance of the building in 
order to maintain fire protection for the rest of the facility. When planning a 
renovation, work with the engineer to allow isolation of phases in the 
design. Review the phasing plan with the fire officials. Sometimes they can 
allow the system to remain “dry” until the last phase of a project is done.  

• All torch related cutting needs to have a fire watch and containment plan in 
place prior to start of operations. Gas cylinders should be stored only on the 
exterior of the building during non-working hours and away from 
emergency egress paths. Torch cutting during the day is to be discouraged 
unless logistics allow no other option. Check carefully with the local 
authorities on the need for professional firefighters to provide a fire watch.  

• Review the temporary heat systems used on the project with the local fire 
department. Protect all fuel sources from vandalism or accidental damage. 
Of greatest concern is the use of propane heaters and the chance for leaking 
gas accumulating in low areas of the building. 

4. Effective Execution: 
All the planning is for naught if the plan is not implemented well. Building relationships early, 
maintaining effective communication and consistent execution are all components to a successful 
project. Tactics for an effective implementation include: 

• Develop a Protocol for Addressing Concerns and Complaints  
o School Community. Typically, this is best implemented through a single point of 

contact on both sides; identify a member of the Gilbane team and an authorized 
representative of the school, parents and community, then allow them to 
communicate as needed. The representatives would receive questions, complaints 
and feedback from their constituent groups, and, prior to forwarding to Gilbane, 
screen inappropriate questions and organize the information, providing answers 
to any common questions. All constituents have a right to receive an answer in a 
reasonable timeframe as outlined in the protocol.  

o Contractors. A roundtable approach to communication is often helpful, especially 
when the owner holds the contracts. Collaboration between Gilbane, the 
contractor and owner on answers to complaints, questions, and the like can help 
to ensure that the construction team provides swift follow-up on issues. A written 
record of complaints, questions, requests, and all responses should be kept in an 
organized fashion, preferably through the superintendents’ logs, project manager 
diary, meeting notes or independent log. Also critical is the retention and 
retrieval of all test results. 

• Collaborate with the Owner and the Architect throughout the process to ensure there is 
buy in and acceptance of the plan. Identify in simplistic bullet form during design if 
possible.  

• Define the needs of the construction process and the schools ability to maintain normal 
operations. Understand the underlying goals of the school as far as safety, security and 
noise reduction. 

• Identify areas of interface for the disposal and identification of hazardous materials. 
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• Establish a working relationship with the Facilities Director and understand the inter-
working of the building systems and daily operations. The Facilities Director is a 
valuable resource in the planning and execution of the all construction activities. They 
can identify safety concerns based on the actions and history of the student population. 

• Communicate with the Facilities Staff: Ask questions. Are there any specific 
requirements that a custodian is on-site any time workers are present? If so, who picks up 
his overtime? If it’s the trade contractors, is that in the front-end documents (with his 
rate)? This needs to be vetted with the Facilities staff, in addition to maintenance of 
existing equipment during construction, filter changes, etc.  

• Meet with the building administration weekly if needed to update on construction 
activities to advise of items that may affect them, such as noise disruption, dust so that 
needs can be understood and be included in bidding and award of the work. 

• Request a general meeting with the teachers to apprise them of the activities and possible 
disruptions and hazards involved with construction and the need for additional 
supervision and information to the students and parents. Teachers are a valuable resource 
at the elementary level in maintaining the overall safety of the children. 

• Set up a regular ‘state of construction’ inspection program and walk with the Building 
Administration to maintain a comfort level with the process and ensure good 
communication. 

• Capture every opportunity to pass on information. For instance ask to use Professional 
Development days as an opportunity to address the school staff.  

• As appropriate provide written, email, and posted notices to parents, staff and neighbors.  
• Conduct face to face meetings with individuals affected the most whenever required. 
• Conduct presentations and assemblies when the administration can moderate interactions 

with the rest of the School Community to present progress of construction.  
• Use existing and new Bulletin Boards in the school to spread the news about the job. 
• Coordinate with the client and school officials regarding the use of the internet to 

communicate information regarding the project. Is a public website dedicated to the 
project appropriate, or would the client prefer the construction team to provide timely 
updates with which they can populate the school’s website? Use the channels established 
in the communication protocol to funnel information and updates as required. 

• Remember to include parent, teacher, building committees, cleaning/maintenance staff 
and other interest group organizations in updates and communication as suitable.  

Be proactive to mitigate distractions and issues related to a construction project. Consider these 
issues and plan responses with the School on how to address them: 

• School construction can also negatively affect student’s attitudes and behaviors. For 
example, as the children watch the construction process with a sense of wonder and 
learning, poor work habits, and unsafe or inappropriate behaviors can be inadvertently 
modeled to the students. 

• Bus drivers have an important responsibility, to transport our children safely and on 
schedule. Ensuring that drivers are aware of changing traffic patterns, and that road 
conditions are clean and safe to traverse will prevent accidents and injuries. 

• Members of the community that visit the school for events may be unfamiliar with the 
school grounds and the changes to access necessitated by construction activities. 
Implement proper signage, fencing and walkways to facilitate safe access to these events.  

• Faculty and Staff should be given particular attention, as the site is their place of work. It 
is important for the project team to coordinate with them and the administration to ensure 
that the work plan accommodates needs such as access parking, lounges and other areas 
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of concern so that their jobs can continue with minimal disruption. Their daily presence 
on site can be an asset to the construction process; the time to respond to concerns or 
questions voiced through the appropriate channels should be viewed by the Project Team 
as an investment in overall success. 

• Parents and other visitors may be infrequent guests to the site, so provide clear signage 
and way finding. (Show them where that new nurse’s office is!) 

• Parents are concerned about their children or family members and want to be able to 
easily get to the school – Good way finding signs are important as are parking spaces 
near the front office. 

• Parent drop off and pick up patterns are a very important issue, particularly at elementary 
schools. The construction plan must facilitate a smooth and well marked process to 
efficiently and safely provide for this transition from home to school. 

• Project Teams will need to provide parents with information about hazards, reassure them 
with demonstrations or other evidence, and find ways to satisfy them that their children 
are safe and that their education will not be impacted by the activities surrounding the 
project.  

5. Closing 
Executing construction around schools safely is not done without effort, planning, and diligent 

execution. With Gilbane at the lead, the entire Project Team and School Community must 
participate in these efforts. Success is contingent on planning for construction early in design, 
with a collaborative approach used to develop functional and practical plans. As the project nears 
construction, the scope of the plan must be bought from the subcontractors working on the 
project. The effective execution of the project once construction begins requires that the bid 
documents contain the necessary plans, restrictions, opportunities, and constraints to establish 
expectations from the start. This allows subcontractors to price, staff and execute the work in a 
manner that meets project requirements and exceeds expectations. Once construction starts, 
Gilbane must be in constant communication with the School Community and other effected 
constituents to limit hazards and to foster trust until the construction is completed. Project Teams 
must be nimble and flexible to adjust to the nature of the school environment while, above all, 
maintaining safety as top priority. As the work is near completion, the Project Team and School 
Community must prepare for the transitions, moves and demobilization process. A strong and 
positive lasting impression is generated through an effective and responsive turnover of a clean 
and fully functional facility.  

Gilbane Cares is the philosophy we carry when we approach every project. We care about the 
safety of the people working on the site, the safety of everyone who uses the buildings we build, 
and the integrity of the education each student can get from the schools we build. We believe that 
if we walk in the shoes of everyone associated with the site and spread that attitude we can 
always achieve a successful outcome for every project. 
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