
473 Oakwood Renovation 
Project Update

Congregational Conversation

September 18, 2022

We are here



Over the summer the Real Estate team worked with First’s architect and 
construction manager to further estimate the cost of our renovation project.  
Post-pandemic construction costs are dramatically higher: roughly $3-5MM 
more than a series of earlier estimates.  A maximum estimate of First’s 
financial resources, including a capital campaign, still leaves a gap of roughly 
$1.3MM.  There are choices to make:  we can reduce and/or defer parts of 
the renovation and we can aim high in fundraising.  Our budget must be set 
soon so the project team can move forward.  

SUMMARY 
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It makes sense to have a lot of 
reactions to this challenge …

Renovating 473 Oakwood continues to make sense even with tempered 
expectations: we can meet many goals with this solid building, and First is 
fortunate to have it along with substantial funds.  The Board and the Real 
Estate team are focused on figuring out how to respond to the estimated 
gap, working with partners who can assist us. The purpose of this 
presentation is to update and engage the congregation in this thinking.  
Together, we need to review how much First can afford and set a project 
scope that will meet First’s needs.  

We can respond by moving 
forward with commitment and 
creativity. 



Setting a Budget

When First confirms the budget for the project, our Architect and our Construction Manager will “lock in” 
the scope for final drawings and know the limit of what they can spend.  

As the project proceeds and actual spending on individual items is somewhat more or somewhat less, the 
project team will make further adjustments to keep the total spending within the overall budget limit.  

Similar to what First does for the annual operating budget, the congregation needs to consider the 
expense side (project costs, which can be adjusted by reducing scope) and the revenue side (financial 
resources for the project, which can be adjusted by deciding to spend more/less of First’s savings and 
setting higher/lower goals for fundraising).  

This presentation will give you insight into the current estimates of project costs and 
financial resources.  There are a lot of numbers and they will continue to shift moderately
over time - but there is no doubt we are in a challenging financial situation.  
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Total Project Costs include:

1. Construction costs (trades, materials) including Overhead (fees, permits, site mgmt.)

2. Soft costs (consultants and professional fees)

3. Moving, Furnishings & Equipment, Interim Costs (rent, taxes)

Within each of these cost estimates there is also a Contingency allowance for risk management, which 
accounts for a percentage of unexpected and unavoidable increases in costs.  

As actual costs occur during the project, they may be above or below the estimated amount.  The 
contingency gives us a safety valve for overages.  Early in the estimating process, the contingency amounts 
are high.  As actual costs are confirmed, contingency is reduced and/or replaced with real costs.  

Estimating Total Project Cost
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1.  “Class D” Current Construction Cost Estimates

“Class D” cost estimates for construction are provided by our Construction Management firm, Flat Iron, based on our 
Architect’s Schematic Designs and FI’s industry knowledge of current costs.   Because “Class D” estimates come before final 
detailed drawings and final tendered prices from construction trades, a heavy contingency is added – 27.5%

When more detailed drawings are produced and when trades are asked to provide formal bids to do the work, the cost 
estimates will turn into fixed prices and the amount of contingency required will go down.  If fixed prices are higher than 
the Class D estimate, the contingency amount gets used up.  If a bid is lower than the Class D estimate, that’s a savings 
(which either reduces our overall cost or gets applied  somewhere else in the project where a cost went up.) 

Hard construction costs

Overhead costs (permits, site management ...)

Construction Contingency  

Inflation Contingency  

Estimated Total Construction Cost $10,414,000

$155,000

$1,654,000

$583,000

$8,022,000
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2. Soft Cost Estimates

Architect and Consultants paid by them

Other Consultants and Fees

Contingency (20%)

Estimated Total Soft Costs

$444,000

$1,628,000

$935,000

$249,000
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3. FF&E*, Moving & Interim Cost Estimates

*FF&E stands for Furnishings, Fixtures and Equipment

FF&E and Moving + contingency

Rent, Storage

Net HST (we receive 70% rebate on HST as a charity)

Property Taxes, 473 Oakwood 

Estimated Total FF&E, Moving and  Interim Costs $1,155,000

$112,000

$510,000

$250,000

$283,000
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TOTAL PROJECT Cost Estimate

Hard Construction Costs + contingency

Soft Costs + contingency

FF&E, Moving, HST (net), Interim Costs + 
contingency

Estimated Total Project Cost 

Expenses already paid 

Remaining to be spent 

$  1,628,000

$  1,155,000

$13,198,000

$10,415,000
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$  713,000

$  12,485,000



# Scope Reduction Options Savings 
estimate

Implications

1

Package of architectural simplifications: 
• Delete 3 private offices; delete renovation of 

northeast basement space 
• Delete movable wall in Shaw Hall
• Simplify storage; simplify children’s washrooms 
• Delete folding doors at Narthex; 
• Reduce skylights

500,000

Less available privacy for some staff 
Less functional RE space and washrooms  
Less flexibility in configuration of Shaw Hall
Workman as narthex-type space before service 
Less natural light (on a floor with plentiful natural light)

2

Delete enclosure of loading dock (“new Shall Hall”)
491,000

Less ground floor gathering space 
Fewer RE rooms; no large RE space 
No ground floor kitchen; fewer washrooms; less 
storage; lost rental revenue (>$50k/year) 

3
Reduce environmental improvements to significant 
savings but not “path to zero” 

269,000 Reduction of 47 tonnes CO2 emissions/yr versus 53 
tonnes, plus other lowered reductions 
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Renovation Scope – potential reductions 

In the spring the Real Estate team presented floorplans and descriptions of the major elements of the 
planned renovation (see Appendix for summary.)  With updated cost estimates, we need to consider reducing 
the project scope. Our Architect and Construction Manager have estimated some savings to consider: 



These types of items could be deferred until after we occupy the building.  Early occupation means reductions 
in interim costs (rentals, storage) and allows us to begin earning rental revenue.  We would begin learning 
what it is like to use the new spaces and we could launch a “final push” to fund these enhancements.

For example, the list below could add up to more than $300k in deferred expenses if we found ourselves “short” 
near the end of the construction project, but each individual item could be attainable over time.  

• Some furnishings and décor (e.g., new seating and small tables for the lobby and other gathering spaces; 
decorative fixtures and features) 

• Landscaping 
• Signage (interior, exterior, some wayfinding) 
• Hearing assist system in Workman Hall (already installed in Sanctuary and Narthex) 
• Some millwork (custom cabinetry, library shelves)
• Backup LULA lift equipment installation (preparation of shaft would not be deferred) 
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Renovation Scope – potential deferrals 
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Paying for our Renovation

First will pay for the Renovation project by using a combination of the following financial resources: 

Invested Funds The “rainy day” has arrived! 

Donations In the fall, the congregation will launch a Capital Campaign to invite personal support for
the project; significant donations for this major effort have already been received! 

Grants/Tenants/ The Board has hired a consultant to assist First in applying for as many grants as possible 
Sponsorships First can also consider approaching local organizations to discuss sponsorships to share 

costs for spaces that will provide significant neighbourhood benefits 

For a more detailed overview of First’s financial resources, see the Appendix.  
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Paying for our Renovation

We need to look at all of our pockets of financial resources and decide how much we can use.  As the cost of 
the project has risen dramatically due to rapid inflation, we need to find significantly more resources than 
we would have needed in the pre-pandemic economy.  

The following page shows how much money we could make available: 

1. Bold Resourcing Plan: $11, 193,000 – This plan assumes the Congregation decides to use almost 
everything available in savings and is committed to meeting maximum fundraising goals.  It would still 
require some reductions and deferrals in the renovation scope.  It could require a “final push” of new 
fundraising to pay for items that had been deferred until after occupying the building (e.g., some 
furnishings, equipment, décor, landscaping.)  

2. Limited Resourcing Plan: $9,063,000 – This plan assumes the Congregation decides it must retain some 
savings, especially in the Operating Allowance and Property Reserve, and it meets lower fundraising levels.  
This plan would require a radical reduction in the scope of the renovation (e.g., leaving many areas as they 
are structurally; focus on mechanical and electrical upgrades, sustainability and accessibility upgrades, and 
basic clean up.)
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Estimating our Resources 

Invested 

Funds Fund Name Current Balances Bold Plan Limited Plan

Mission Fund (requires vote) 459,757 400,000 300,000

Mission Available to spend 183,681 175,000 150,000

Heritage Fund 59,485 50,000 45,000

Opportunities Fund 291,143 250,000 200,000

Property Reserve Fund 1,095,511 1,000,000 800,000

Operating Allowance Fund 2,027,181 2,000,000 1,000,000

plus Relocation Fund balance 5,068,000 5,068,000 5,068,000

Potential Totals from Funds $9,184,758 8,943,000 7,563,000

Donations goal levels for Capital campaign 1,500,000 1,000,000

Grants goal levels for grant successes 750,000 500,000

TOTAL RESOURCE ESTIMATES $11,193,000 $9,063,000
cost estimate

GAP 12,485,000 -1,292,000 -3,422,000
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Implications of using our savings 

First has seven long-term savings funds that we do not rely on for regular expenses.  They pay for items that 
benefit others or ourselves from time to time.  The Mission Available to Spend Fund, for example, is 
generated by the earnings of the capital locked in the Mission Fund.  Most years, these funds sit idle.      

However, First’s two newest funds were established to support ongoing sustainability.  The Operating 
Allowance Fund produces a supplement of $70k per year for the Operating Fund.  The Property Reserve Fund 
would pay for inevitable building repairs as time goes by.  Depleting these funds takes away part of the gain 
of selling.  With the new cost estimates, it is necessary to consider using these funds. 

One way to replace and rebuild these funds is through maximizing rental income at 
473 Oakwood.  This fits with our goal to make the building a lively, community-
relevant space all week.  We could earn ~$125k per year in rent (half what it was 
earning when First purchased it.)   First could not rent 100% of the space and would 
need access to some of the rented spaces some of the time (e.g., for weeknight 
meetings, Sundays).  There are tenants who would share in this way.  

First can also rebuild these funds over time through bequests from members.  If you 
have questions about how to include First in your estate planning, please ask a 
member of the finance team.  
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Grants, Sponsorships, Tenants 

The Board has hired Christopher Trotman, a consultant with Trinity Centres Foundation, to assist us in 
identifying and applying for grants to support the renovation of 473 Oakwood.  

Grants are available to organizations based on a project’s alignment with the goals of the grant-giving 
organization. First’s project may align with grant-givers’ goals related to:

• Creating community space in a neighbourhood that is underserved in this way 
• Increasing accessibility in community buildings 
• Reducing carbon emissions

Christopher is currently gathering information about First (our structure, finances, 
history, goals) and researching all of the places where support might be found.  He will 
extend this research into the community, to look for possible partners and supporters 
with common goals for community space in Oakwood Vaughan, and he will work with 
the Board to develop the “case for giving” to be used when applying for grants.  Future 
tenants are also potential contributors to the development of the building where those 
contributions can help meet their needs.
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Capital Campaign 

A Capital Campaign is a normal part of the process for a major renovation project.  First is fortunate to have 
significant funds available from selling 175 St. Clair and other savings.  At today's prices, however, the 
renovation project requires the personal financial investment of members and friends of our congregation.

The Board has authorized a Capital Campaign Team

Robbie Brydon, Chair 
Karen Dunk-Green, Real Estate Team Liaison 
Nacia Miller, Board Liaison 
Rich Bailey, Member 

The campaign team is considering the gap in funding and the level of support possible from our congregation.  
The bold goal of $1.5MM is based on these factors: 

• First has already received $580,000 in donations and pledges to the campaign from members and bequests 
• Donations can be paid over the course of 2022, 2023, 2024
• Capital campaigns in UU congregations typically raise 1 to 3 times their annual operating campaign amount



NEXT STEPS

The gap between the estimated cost of the renovation and the estimated resources First has available 
creates a challenge for the renovation project.   These are the steps the Board, the Real Estate team and the 
Capital Campaign team will take to keep moving forward:

✓ Gather feedback from the Congregation

✓ Recommend scope reductions which can be accepted 

✓ Recommend a project budget for Congregational approval 

✓ Support the congregation’s Capital Campaign!  

✓ Work with the consultant to maximize other financial resources 

✓ Continue working with the professional team to find savings throughout the project 

✓ Keep going!  We have a lot to do, a lot of reasons to do it, and a lot to work with
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CONGREGATIONAL CONVERSATION

On September 18, you are invited to a Congregational Conversation to discuss these matters 

• onsite attendance at Oakwood Collegiate Institute 
• online attendance via Zoom [see link in First Light and on our website] 

AGENDA

▪ Overview of updates (Please read the presentation material in advance) 

▪ Q&A, for clarifications 

▪ Small group discussions 

▪ Next Steps 
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FEEDBACK PROCESSES 

Before, during and after the meeting on the 18th, you are invited to provide feedback and ask questions.  
Your input will be considered by the Board and the Real Estate Committee.  In the meeting, breakout groups 
will discuss the questions below.  You can also provide feedback online (anonymously if you wish): 
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Please input your feedback here, by Sept 19: FirstUnitarianToronto.org/feedback
If email feedback is not possible for you, you may contact Karen Dunk-Green, Chair of the Real Estate Team at 
647 286-4509 or Tanya Cothran, President at 416-831-4156

1. What are your reactions after hearing this update? 

2. How ready are you to support and participate in a bold response to this situation?

3. Which 2 items on the scope reductions list seem most acceptable to give up?

(refer to page 10 of the presentation) 

4. What other questions or comments do you have? 

http://www.firstunitariantoronto.org/feedback
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APPENDIX



DESIGN PRINCIPLES and GOALS

The working teams are guided by the principles we want to uphold when making decisions.  By their nature, principles are 
always aspirational.  We aim to meet them in ways that are “good/better/best”.   We know that some outcomes will be 
imperfect because of trade-offs between principles, and because we are retrofitting an existing building. 

General Principle* Our building should … 

Functionality … meet the needs of our core programs (worship, RE, administration, congregational activities, 
etc.) and be easy to maintain over time 

Accessibility … present no barriers to participation and enable dignified access and usability for all 

Gender Neutrality … be usable equally by people identifying with any gender (e.g., washrooms) 

Environmental 
Responsibility 

… minimize our energy consumption and carbon footprint and respect the environment in our 
choice of materials 

Design Integrity … present an overall consistent style and aesthetic, with intentional variations to meet the 
needs of different spaces 

Rentability   … First is the primary user on Sundays; the community benefits the rest of the week  

Financial Affordability … be an asset we can afford to build and sustain with our own resources or resources we 
believe we can reasonably obtain over time

* General Principles are associated with more specific goals developed by our committees (e.g., the Environmental Advisory Committee is 
assessing a “path to net zero” for carbon consumption.)   Some principles will be met by applying future policies instead of by building design 
(e.g., Right now, we can design how many rooms there will be; later, we’ll need to consider which rooms must be reserved at certain times 
versus being rented, to meet our own functional needs.)  
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RENOVATION SCOPE SUMMARY

Major Features of the intended full scope renovation

Overall:  mechanical and electrical upgrades to reach “path to net zero”; insulation throughout; glass wall on 
both facades; flooring and painting where required; automated entry and hallway doors for accessibility; 1 
elevator and 1 backup Lula Lift; repairs to brickwork and exterior stairs 

Basement: private offices for all staff; 2 RE rooms; meeting room; accessible washroom; shower

Ground Floor:  foyer and lobby; central staircase; enclosure of loading dock to become new Shaw Hall; new 
kitchen; two new washrooms

Second Floor:  open the space to create sanctuary, Narthex, and Workman Hall; gender neutral washrooms; 
new kitchen; new meeting room; retractable doors between Narthex and sanctuary; hearing support system  

Some items discussed early on have already been removed from scope. These items require major, difficult, 
expensive work and are of limited use to the congregation in comparison to other fundamental renovations.

- Roof deck and green roof (requires new structural support for roof) 
- Elevator to rooftop level (requires significant and difficult structural work)
- New staircase to rooftop level (will be used only by custodial staff)
- Renovation of inaccessible 2nd mezzanine space (potential for rental space later) 



FIRST’S FINANCIAL RESOURCES

First is completely self-funded, meaning all of First’s money is raised through First’s own efforts through 
donations, rentals and special fundraising events.

First’s current financial “resources in hand” consist of:

1. Annual operating funds used to pay staff and run programs (see the Appendix for an overview of the  
Operating Fund) 

2. Other savings/invested funds that can be applied to special projects and needs.  The                                     
following pages outline these financial resources in more detail.  
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First’s annual operations are funded primarily through the donations raised through our annual Pledge Drive 
Campaign, managed by the volunteers in Team Generosity.  The money raised through this process is deposited 
into our Operating Fund which is used to fund our annual Operating Budget.  

(Note: there is one additional source of money for the Operations Budget:  the Operating Allowance Fund.

The Operating Budget is an annual estimate of what we need to spend to cover what we do in our normal 
operations every year (e.g., staffing, premises, supplies.) It needs to be approved by the congregation every year 
and the money for it needs to be raised every year.  

For the 2022/23 operating year, the congregation approved an Operating Budget of approximately $553,000.

None of the funds we collect for ongoing annual operations will be used for our renovation. 
We will use a separate set of financial resources for this project.  

Financial Resources for Annual Operating Costs
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First also has long term savings and investments grouped into “Funds” which receive contributions 
mostly through special donations and bequests. These monies are intended for special projects or 
purposes and not spent on items covered by the annual Operating Fund. First’s longest held funds are:

Financial Resources for Special Projects 

FUND BALANCE at 
June 30/22

Comments 

Mission Fund $   459,757 Long-term savings; withdrawal of capital requires 2/3 cong’l vote

Mission Available to spend $   183,681 Earnings from the Mission Fund; expendable via board direction 

Foundation Fund $   103,688 Intended to support other UU organizations; grant process run by CUC; 
funds are NOT available for First’s own use

Heritage Fund $     59,485 Intended to receive donations in honour of people living or deceased; 
use for purchasing items which will honour those individuals 

Rouff/Mackie/Jenkins Teaching
Fund

$   323,635 Managed on behalf of CUC; earnings are spent annually on grants to 
ministerial students.  NOT available for First’s own use 

First U Teaching Fund $     30,042 Used by First to pay our Intern Minister when applicable 

Opportunities Fund $   291,143 Spent via Board direction on special projects 
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In addition, three new Funds were created with money from the sale of our building at 175 St. Clair W.  
The intent of each of these funds was to support First’s long term financial stability and sustainability.  

Financial Resources for Special Projects 

FUND Balance at 
June 30/22

Comments 

Relocation Fund $  5,068,000 Intended to fund relocation and renovation costs

Property Reserve 
Fund

$ 1,095,511 Intended for long term upkeep of the new building (e.g., roof, HVAC, major 
equipment repairs) 

Operating 
Allowance Fund

$  2,027,181 Intended as a long term investment, by which the capital produces earnings 
which can be spent.  Each year since it’s creation, First has drawn ~$70k from 
this Allowance Fund to supplement the Operating Fund and pay for annual 
operating expenses.  A sustainable calculation model is used which ensures 
the amount deducted each year will not impact the fund’s ability to continue 
to produce this annual supplement, regardless of market ups and downs in 
any given year. 
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