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Project management, documentation management,  

and data-transfer activities within the construction  

industry are continuously becoming more reliant on  

advanced digital technology. This is especially true  

in the commissioning sector. This presentation  

provides information on the selection of an online  

commissioning tool that matches the intended use,  

budget and complexity, and rolling it out to internal  

and external stakeholders.

Course

Description



At the end of the this course, participants will be able to:

1. Learn to select an online commissioning tool that matches the intended use with  

appropriate cost and complexity.

2. Become proficient on the selected online commissioning tool and learn to  

successfully roll it out to internal and external stakeholders.

3. Know the basic core modules that are incorporated into most online commissioning  

tools.

4. Learn to establish lines of communication with stakeholders so the data produced  

by the online commissioning tools create value for the building owner.

Learning

Objectives



Joshua Gepner joined Environmental Systems Design, Inc. in 2009 bringing  

over seven years of design engineering, consulting engineering , and  

commissioning expertise to the company. He is knowledgeable in commercial, 

residential, and industrial electrical design as well as LEED and Building Energy  

Code standards. Josh has over nine years of commissioning experience,  

specializing in mission critical facilities commissioning specifically for data  

centers and other critical facilities. Josh is currently the Operations Director for  

the Commissioning team at ESD.
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Agenda

Implementing Online Commissioning Tools

• Goals

• Selection Process

• Selling to Stakeholders

• Setting Realistic Implementation Goals

• Capabilities

• Put Lessons Learned Into Practice

• Reconciling Unintended Consequences

• The Future of Online Commissioning Tools

• Questions



Definition of Commissioning

Commissioning is a programmed series of design and construction

documentation and testing activities that are performed specifically to

ensure that the finished facility operates as intended (defined by The  

Building Commissioning Handbook)

Primary Goal of Commissioning

Provide functional buildings and systems that meet both the design intent  

and the owner’s operational needs

Goal of

Commissioning



• Faster, Stronger, Better

• Cheaper

• Expectations

• Current Information

• Anywhere, Any Time

• Cloud-Based Technology
Advancements

Changing Goals

and Demands



Primary

Goals

• Improved Delivery

• Higher Quality Product

• Documentation Management

• Process Management

• Increased Collaboration

• Visibility and Transparency

• Analytics



• Supports Market Trends

• Differentiation

• Record Keeping

• Data Capture

• Improved Closeout

Secondary

Goals



Selection

• Dozens of Options

• Considerations

• Cost

• Complexity

• Functionality

• User Friendliness

• Training

• Project Duration

• Internal Buy In

• External Buy In



Correct

Selection

• Internal Training

• Beta Test!

• Development Projects

• Vendor Support



Selling to

Stakeholders

• Demonstrate with Confidence

• Establish Champions

• Suppress Opposition

• Don’t Make Promises

• What Not to Do



Realistic

Implementation

• Module Based Introduction

• Proficiency with Roll Out

• Assess Needed Proficiency
Level

• Internal

• External

• Assess Project Details

• Current Status

• Duration

• Complexity

• Parallel Processes

• Don’t Bite Off Too Much



Case Study –

Implementation Failure

What Went Wrong?

• Lack of Understanding

• Project Already Underway

• Program Selected

• Complexity

• Development Stage

Damages

• Time Loss

• Reputation

• Contractor

• Vendor



Capabilities

• Project Dashboard

• Field Observation Reports

• Design Reviews

• Checklists

• Tests

• Issues Tracking and Resolution

• Reports

• Online Storage of Cx Documents



• High Level Look-in for Project Stakeholders

• Graphical Representation of Project Progress

• Easy to Identify Hold-ups

• Digital Reporting

Project

Dashboard



Project

Dashboard



• Collaborative

• Real Time Progress

• Cloud-Based

• Multi-user Collaboration

• Documented Decisions

• Transparency

• Easily Delineated

• Decision Records Visible

Design

Review



Design

Review



Provide Progress Status Update

• Visual

• Time-stamped

• Multiple Platforms

• Computer

• Tablet

• Phone

• Multi-user Input

Field Observation

Reports



Field Observation

Reports



• Equipment Status Verification

• Settings Verification

• Photographs

• Maintain Control and Order

• Systems and Equipment on Visible Timeline

Checklists



Checklists



• Visual

• Time-stamped

• Issues Connected to Line Items within Test

• Simplifies Resolution

• Simplifies Retesting

• Remote Issue Closure

• Files and Photos Can be Attached to Line  
Items or Tests

Functional

Performance Tests



Functional

Performance Tests



Functional

Performance Tests



• Accountability

• Time Stamped

• Assignable

• Living Documentation

• Collaborative

• Real Time Progress

• Cloud-Based

• Multi-user Collaboration

• Reporting

• Construction Team can Export and Manage

• Sortable

Issues Tracking and

Resolution



Module Capability

Comparison

Module Real  
Time

Time  
Stamped

Assign-
able

Multi-
User

Export-
able

Sortable Photos Cloud-
Based

Design Reviews Manual  Manual

Field Observation
Reports Manual  Manual Manual

Checklists Manual  Manual Manual

Functional  
PerformanceTests

Manual  Manual Manual

Issue Tracking and
Resolution Manual  Manual Manual

Module Real  
Time

Time  
Stamped

Assign-
able

Multi-
User

Export-
able Sortable Photos Cloud-

Based

Design Reviews        

Field Observation  
Reports        

Checklists        

Functional  
PerformanceTests        

Issue Tracking and
Resolution        

The Old Archaic Way – Spread Sheets and Word Documents

The New Cloud-Based Way – Using Online Commissioning Tools



• Start Small

• Roll Out

• Include In Kickoff Meeting

• New Clients First

• Include Links in Distribution

• Live Meetings

• Acknowledge Learning Curve

Lessons

Learned



• Highlights CxA Driven Delays

• Instant Upload

• Removes Review Capabilities

• Coordination Gaps

• Notification Settings

• Too Much Content

• Too Little Content

Unintended

Consequences



• Future of Cx Process

• Continuous Improvement

• Vendor Competition

• Owner Specified

• Engineer Specified

• Tech Savvy Delivery

• Get on Board or Move Over

The Future



Questions?

Thank You
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