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Section 1
Introduction

The Asset Condition Reporting System (ACRS) inspections was developed in response to the
Treasury Board request for a better method of determining asset recapitalization requirements,
i.e., based on actual asset condition. ACRS involves an inspection of all on-reserve non-
residential, O&M funded assets. It was implemented nationally during 1990 and 1991.

In June 1997, the Assistant Deputy Minister, Corporate Services of INAC issued an interim
directive on “Compliance Guideline for the Operation and Maintenance of First Nations Assets”.
The guideline articulated INAC’s vision with respect to the operation and maintenance (0&M)
of on-reserve, departmentally funded assets. The key focus of the guideline is to ensure that
community assets are operated and maintained to provide necessary services and prevent
premature recapitalization. The focus led to a new requirement for the assessment of O&M
Effort as part of the ACRS inspections.

In 2014, the department introduced new criteria related to the evaluation of Public Access
Buildings. The criteria includes a more detailed assessment for buildings classified as “Public
Access Buildings”. Building considered as Public Access Buildings (PAB) are outlined in the PAB
section of this manual.

In July 2017, the Minister of Indigenous Services Canada called for a review of the O&M Policy
Framework. In December 2017, the Assembly of First Nations (AFN) passed a resolution to
support the joint review of the framework. In 2019, the AFN engaged on the department’s
O&M Policy Framework including considerations for Extended-Asset Condition Reporting
System (E-ACRS) inspections.

ISC piloted E-ACRS inspections in fiscal 2021-2022, receiving positive feedback, and in fiscal-
year 2022-2023 the department commenced implementation of the E-ACRS inspection
program.
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Section 2
Scope of Work

For certainty, inspectors under contract to complete an E-ACRS inspection should refer to “the
scope of work requirements”, provided in the Term of Reference (TOR) that accompanied the
specific Request for Funding Proposals (RFP).

This section is provided for readers of this manual, to allow for an understanding of the general
scope of work requirements and information to be gathered during an E-ACRS Inspection.

2.1 Requirements

e The recipient shall use the National Request for Proposals template and other National
documentation to engage consulting firms to submit proposals for inspections to be
completed under the E-ACRS program.

e The Consultant shall be licensed to practice as a professional engineer and/or architect
in the province where the inspections are to be completed.

e The Program Administrator, appointed by the recipient (First Nation or Tribal Council),
will be responsible for ensuring that all work is carried out in accordance with quality,
time, and budget requirements.

e The recipient shall prepare and submit for the Department's approval, a project
proposal detailing the management regime, the approach, the budget, and schedule
pertaining to the work covered under this arrangement

e The Consultant shall provide all information obtained from the inspection of assets on
the forms outlined in the TOR and included in the E-ACRS manual. The documentation
requirements include, but are not limited to, the ICMS Export/Import Excel Workbooks
consisting of the Compact Inspection, Fire Protection Questionnaire and Asset
Replacement Tool (ARV Tool) that generates the 35-year Chart and draft and final
reports

o Note: It is critical to never add, delete, or modify any rows, columns, headers,
or cell fields in any way. Doing so can compromise the accuracy and functionality

of the data.

e Unless otherwise specified, all meetings will be held at the location chosen by the First
Nation or Tribal Council
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e The Consultant shall apply his or her professional stamp or seal and signature, to the
cover-page of the final report and to the Executive Summary, to identify his or her
professional responsibility for the information contained in the inspection forms, excel
workbooks and final reports.

e Alist of assets, from ICMS, for each site to be inspected in the fiscal year will be
provided with the request for proposals (RFP)

2.2 Objectives
The objectives of the E-ACRS Inspections are to:

e Assist First Nations’ to understand the role of operations and maintenance as part of
good asset management practices

e Obtain condition ratings of all on-reserve assets that receive ongoing funding from the
department

¢ |dentify maintenance needs required to protect the health and safety of the users of the
assets and to prolong the service life of the assets.

e Improve financial forecasting of asset recapitalization costs.

e Review First Nations’ Maintenance Management Plans (MMP) and practices as well as
overall O&M performance.

e Provide information that will support the development of Asset Management Plans by
providing a 35-year forecast (the ARV Tool generates the forecast) for each asset’s
component lifecycle needs, related to recapitalization, not O&M, needs.

e Collect relevant data to measure progress against key performance indicators under the
department’s Capital Facilities and Maintenance Program (CFMP) by completing all
relevant data fields in the ICMS Export/Import Excel Workbooks.

2.3 Program Administrator
The contract to carry-out inspections for the E-ACRS will be between the Consultant and the

First Nation (FN) or Tribal Council (TC). The Program Administrator is the individual assigned by
the FN or TC to manage the E-ACRS project.
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The scope of work pertains to work to be conducted on all First Nation’s departmentally

funded assets as provided in the ICMS List of Funded Assets.

Deliverables

An E-ACRS Final Report with an Executive Summary prepared/organized as
outlined in appendix T of the E-ACRS Manual, to be provided to the First Nation

and the department.

On-site Inspection of all departmentally funded assets as provided in the ICMS
Asset List with guidance provided in the Scope of Work and the E-ACRS Manual.

o Note: see Appendix S for full list of departmentally funded assets

Data to be captured for submission in the ICMS Export/Import Excel Workbooks
and the Inspection Forms, one form to be completed for each asset, outlined in
the table below. The forms can be completed from the Excel or the Word version

of the templates.

GCDOCS # 132937708

Appendices List of Forms E-ACRS Manual
A General Inspection Form Section 2
B Building Inspection Form Section 2
C Public Access Building Inspection Form Section2 & 4
D Roads Inspection Form Section2 & 5
E Bridge Inspection Form Section 2 & 6
F Linear Asset Inspection Form Section 2
G Water & Wastewater Systems Protocol Inspection Form Section2 & 7
H Fire Protection Questionnaire Inspection Form Section 2 & 8
| O&M Action Plan Inspection Form Section 2
J Asset Groups Description Inspection Form Section 2
K Maps Inspection Form Section 2
L Floor Plan Inspection Form Section 2
L\ Excel Version of Word Inspection Forms Section 2,4,5,6,7 &8
N ICMS Database Asset Change Form Section 2
(include: change in use, new assets, decommissioned assets)
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Y ICMS Import/Export Workbooks : Compact Inspection, Asset To be exported from
Replacement Valuation Tool (including generating the 35-year Chart ICMS and provided to
from the ARV Tool) and Fire Protection. inspectors

Upon Award of the Contract

o Initiation Meeting and Data Collection

Upon award of contract, a project initiation meeting with the Program Administrator is
required. Additional information will be provided at this meeting.
This information, when available, will includes:

a) Record drawings

b) Previous ACRS and/or E-ACRS reports
c) First Nation contact information

d) E-ACRS inspection forms

e) Three Integrated Capital Management System (ICMS) upload spreadsheets, more
specifically; the Compact Inspection, Fire Protection Questionnaire and the ARV
Tool, that generates the 35-year Chart

In the case of water and wastewater asset, the following additional information will
also be provided, if available:

f) ISC Water and Wastewater system numbers
g) the most recent Water and Wastewater Assessments (APl report)

h) Circuit Rider contact information — Water Operators

Information supplied to the inspectors/consultants is confidential and is NOT to be used for
purposes other than the E-ACRS Inspection Program.

o Schedule Inspections

o Contact the First Nation to schedule an acceptable date of inspection (may need
to work directly with the Program Administrator to coordinate scheduling).
Request for the First Nation Administration, First Nation Public Works Manager,
and/or Maintenance Supervisor to briefly meet with you to provide background
information on the assets being inspected before commencing the inspection.

o Follow up by faxing/emailing an “introduction letter” (template letters are
provided in Appendix U of the E-ACRS Manual). This letter provides the First
Nation with additional information on the E-ACRS program, informs them of how
to prepare for the meeting, and confirms your scheduled date of inspection.
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Whenever possible, site visits should be kept to a minimum time and be as non-
disruptive as possible to the First Nation Community.

Inspection Preparation

The inspector should prepare for the inspection by performing the following tasks for each First
Nation visit:

o

Review the ICMS List of Funded Assets to be inspected, should include all assets funded
under ISC’s Capital Facilities & Maintenance Program and Health Facilities Program

Review the Deficiencies/Project List for outstanding projects from prior inspections

Review all applicable sections of the E-ACRS Manual for inspector’s guidance on each
asset group included in the ICMS Asset List and the related inspection forms to become
familiar with the inspection requirements and the data requirements for completing the
Final Report and ICMS workbook submissions to the department.

Review the data requirements in the ICMS Export/Import Workbooks: Compact
Inspection, Fire Protection Questionnaire and the ARV Tool, to ensure inspectors are
aware of all the necessary information for completion of the spreadsheets before
completing the field work. Components for each asset are identified in Appendix Q of the
manual and require specific attention during the site visit.

Become familiar with the facilities and/or systems to be inspected by reviewing available
record drawings and previous ACRS or E-ACRS reports.

For the inspection of water and wastewater assets, contact the Circuit Rider assigned to
the First Nation (contact information will be provided if applicable).

The Circuit Rider Training Program is a long-standing training program offered to First
Nations’ water and wastewater operators.

Circuit Riders are experienced and certified operators that are contracted to provide
hands-on training to water and wastewater operators. It is advisable to contact the Circuit
Rider assigned to the First Nation prior to the site inspection. Circuit Riders are
knowledgeable about the First Nation’s water and wastewater systems and can often
provide an overview of the O&M function in the community and specific problems
pertinent to the water and/or wastewater systems.

Page 10 of 134

GCDOCS # 132937708



E-ACRS
MANUAL

Interview with First Nation

Meet with First Nation (FN) Administration, FN Public Works Manager and/or Maintenance
Supervisor/Personnel to:

o Provide a general overview of the E-ACRS inspection process.
o Review ICMS Asset List and confirm with the FN that the list is correct/complete.

o Update Asset List to be inspected, if required, and confirm the addition or deletion of
the assets with the regional contact officer.

o ldentification of Solid Waste (SW) and Health Facilities (HF) assets not included on the
Asset List provided for inspection by ISC. ISC updated asset codes in ICMS for SW and HF
asset categories. To ensure all funded assets are included in ICMS, it will be important to
work with the community to determine any assets not included on the Asset List
provided and to add the assets in the form titled: “ICMS Database Asset Change Form”
(Appendix N) so updated can be made in ICMS.

o Review the Existing Deficiencies/Project List with the First Nation representatives and
determine the status of projects during the meeting (if known) and by visual inspection
of the asset.

o Review existing Maintenance Management Plans and Emergency Response Plans.

o Discuss any concerns of the First Nation regarding O&M and their assets in general and
make note of the concerns for further assessment during the inspection.

o Review the Fire Protection Questionnaire with the First Nation to collect responses to
the questions outlined in the questionnaire- answering these questions will require
input from a First Nation representative. When the First Nation has a fire-hall the
inspector should meet with the Fire Chief/Fire Marshal to complete the questionnaire.

O At the end of the inspection, meet again, for a brief exiting interview to convey general
information on the findings of the inspection and timing of providing a draft and/or final
report. This will also inform the First Nation of the inspector(s) leaving the site

Inspection Process

Carry out an inspection/assessment of all funded assets listed in the ICMS export/import
Workbooks and summarized in the ICMS Asset List. Inspection requirements and guidance are
provided, by asset group and by components in the E-ACRS manual. Reference to the
appropriate sections of the manual, the ICMS Workbooks including the ARV Tool and the
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inspection forms for each asset type should provide inspectors with a good overview of the
requirements.

For new funded assets not included in the ICMS Asset List that are identified during the
interview with the First Nation or on the ground inspection only complete the ICMS Database
Asset Change Form (Appendix N) and provide technical drawings where available using
Appendix L. Submit the ICMS Database Asset Change Form to the ISC regional office within two
weeks of the inspection. The regional office will confirm the approach for completing ICMS
Excel Workbooks (Appendix V):
1. Only complete the ICMS Database Asset Change Form (Appendix N) and do not include
assets in the ICMS Excel Workbooks (Appendix V)
2. New ICMS Excel Workbooks (Appendix V) will be provided including the new assets
identified. Only mandatory fields in the compact inspection are required to be
completed, the ARV Tool is not required to be completed.

Inspections of the School Facilities, when possible, should be performed while the schools are
in session, preferably in April to mid-June (timing may vary by region — check with the Program
Administrator)

Draft inspection reports should be completed and transmitted to each First Nation within two-
weeks following the inspection (extension may be available in some circumstances, please
confirm with the Program Administrator or the ISC Regional Contact Officer). Timelines may
vary by region check with the Program Administrator.

ICMS Data Quality Verification

The ICMS Compact Inspection Workbook contains tombstone data about the assets. To ensure
the asset information is accurate and current, four (4) ICMS data elements are to be verified by
the inspector during the inspection:

o Location/GPS & Description
The location of assets recorded in the ICMS Compact Inspection Workbook should be
checked against a map, and/or visually confirmed while on-site. GIS coordinates should
be as precise as possible (ie; at the front door or center of the facility). Coordinates must
also be a minimum of 5 decimal characters.

o Actual Usage of the Asset (Asset Code)
The asset code recorded in the ICMS Compact Inspection Workbook should be checked
against the current actual usage of the asset, not the original purpose for which the
asset was designed. If a change in use is identified, please refer to the instructions in the
E-ACRS Manual for validating and recording a change in use. Complete the “Asset
Inventory Change Inspection Form” for submission to ISC for manual updates to ICMS.

Page 12 of 134
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o New or Decommissioned Assets
Complete the “Asset Inventory Change Inspection Form” for submission to ISC for
manual updates to ICMS. Discuss the newly identified or decommissioned asset with
the First Nation, if the First Nation agrees with the addition of the asset, add it to the
form. Discuss the decommissioned asset with the First Nation to determine if plan is to
replace or if asset is permanently closed, include this information in the form.

Note: Do not attempt to update the asset codes in the ICMS Workbooks this will have to
be completed by the department after the inspection data is imported, manual system

updates are required.

o Asset Quantity
In each E-ACRS inspection year and for each Site, the following assets are to be

physically measured or counted, as a minimum:

v Buildings, two (2) assets are to be measured preferably the school and the
community centre. If these two asset types are not in the ICMS Compact Inspection
Workbook the inspector must selection two buildings for the ICMS Compact

Inspection Workbook to be measured.
¢ If one building contains multiple asset codes, please refer to the drawing

below for accurate space measurement guidance and complete the floor
plan inspection form (Appendix L).
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In some instances, special or unusual situations exist that would
require simplified and practical way(s) to collect and report these
data in a consistent way. The guidelines for treating some
common and special situations are described below.

Ir W 1 I T 1T

Recreation Hall
(AGA)

Daycare
Center
(A3B)

Youth Club

House

: (A6E) |
e

Community 'j H ﬁ'llulm:j-.-"

Administration

OFFice
(ALR)

dimensions only.
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A) For single purpose buildings, measure outside

B) For multi-purpose buildings, such as the one
shown above, add hallway and wall areas to Prime

Usage Area, i.e. Administration Office. Example
arrows indicate areas to be included in Prime
Usage Area.

v’ Utilities, one (1) asset from the Water Supply Mains or Wastewater Mains.

v" Transportation, counted - All vehicles for each sub-class included in the
ICMS Compact Inspection Workbook.

v" Roads, all roads are to be measured while driving during inspections.

X/

“* Note: To ensure clarity during inspections, a checkbox has been

added to the inspection forms for marking assets as "Re-Measured"
or "Not Re-Measured." Inspectors should check "Re-Measured" if
the asset's measurements were validated during the inspection and
"Not Re-Measured" if the validation was not completed.

GCDOCS # 132937708
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The selection of an asset for quantity verification shall be based on the inspector's observation
and judgment on the likelihood of the asset quantity deviating from that recorded in the ICMS
Compact Inspection Workbook. If the observed quantity, in the inspector's judgment, is not
equal to the ICMS quantity, the asset is to be physically measured (i.e. schools) or counted (i.e.
vehicles).

For assets buried underground, use as-built drawings for verification. Where no asset quantity
is observed as potentially deviating from the quantity recorded in the ICMS Compact Inspection
Workbook, the inspector will randomly select the assets to be verified from the three asset
categories mentioned above: buildings; utilities and transportation.

Note that the quantity verification should not be repeated on the same asset(s) in subsequent
years unless there have been additions or modifications to the asset since the last verification.

Select alternative assets from the three categories noted above for validation.

o Year of Construction of the asset is accurate. Where the year of construction is
unknown, estimate to the nearest five years

For all categories verified above, where discrepancies are identified, make a note of the
discrepancy on the inspection form in the Needs Identification comment section.

Asset Identification

Using information contained in the ICMS Compact Inspection Workbook, populate all the
relevant asset identification information in the header of the Inspection Form templates, one
form is required for each asset. This includes the Band No., Band Name, Site No., Site Name,
Asset Code, Asset No., Extension, and Asset Name.

A separate Inspection Form is required for each asset inspected. It is imperative that all header
data be entered correctly to ensure the inspection information can be conveyed to the proper
asset. See Inspection Template Forms in the appendices of the E-ACRS Manual.

Reminder: all data MUST match between the form and Compact Inspection/ARV tool. For
example, changes to the GIS coordinates on the form must also be updated in the compact

sheet.

Data Collection Requirements

Asset condition should be inspected with consideration to its performance, operability, and
compliance with applicable standards and regulations. Assets must be inspected with reference
to the main and major components as defined in Appendix Q to the E-ACRS Manual and in the
Excel ARV Tool.
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o Location Description

Specify the location of the asset (i.e.: street name, intersection, subdivision, proximity to
a building). The location should be specific enough that it can be easily located by
others. The location should also be clearly identified on the map that is required in the
inspection reports.

o GIS Latitude and GIS Longitude
The specific location of the asset by GPS.

o Estimated Remaining Life (ERL)

Inspector’s must estimate the remaining life of the asset to the nearest five (5) years,
assuming continuation of the current state of O&M with maintenance projects completed.
The estimated remaining life is based on knowledge of the year of construction, the
average life span of the asset, records of any major maintenance work that extends the
life of the facility, the First Nations O&M practices, and the overall condition of the asset.

Note: Where the estimated remaining life is <10 years, a more accurate value should be
provided (to the nearest year).

The estimated remaining life of all existing assets must also be updated on the Asset
Condition tab of the ICMS Compact Inspection Workbook and in the ARV Tool for each
component.

o Asset Description

The Asset Description will include the original construction description plus any major
updates (e.g., when a reservoir was cleaned up, when a pump was replaced, etc.). If the
original description is very brief, inspector’s can add more context in terms of
construction characteristics.

o General Condition Rating (GCR)

The General Condition Rating for a facility or service is based on an overall assessment of
all components of the facility. It is especially important that each component of an asset
be accurately assessed before determining the overall GENERAL CONDITION RATING
(GCR) of the asset.

Based on information gathered during the inspection and the assessment of all
components of the facility, the general condition of the asset should be assessed on a
scale of 0-10, where 0 would indicate that an asset is closed and 10 would equate to a
new asset. The rating assigned should reflect the general integrity of the facility at the
time of the inspection and the level of service being provided by that facility.

If the condition of an asset is identified as closed (0 score), please confirm and specify
whether the closure is temporary due to health and safety regulations or if the asset has
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