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HVAC Monitoring Migration Toolkit
Comprehensive Step-by-Step Checklist + Vendor Questions + Transition Planning Template

This toolkit gives facility managers a hands-on guide for planning and executing HVAC monitoring system
upgrades across multi-site commercial portfolios. It goes beyond theory, o ering practical tools for
auditing current systems, selecting the right vendors, and executing a phased migration that minimizes
disruption, ensures data integrity, and preserves portfolio performance.

1. Comprehensive Facility Audit Checklist
Understanding your portfolio is the foundation of any successful migration. For each site, capture:
Equipment & Controls
 List all HVAC units (type, model, age, serial number)
 Control system type (BAS, EMS, REM, legacy)
 Communication protocol and connectivity type
 Known reliability issues or recurring faults

Energy & Performance Data
 Historical energy consumption (monthly/annual kWh)
 Maintenance costs and emergency service frequency
 Past performance reports or monitoring data

Operational & Access Constraints
 Site access requirements or restrictions
 Tenant comfort sensitivity (e.g., hospitals, banks)
 Environmental regulations or compliance requirements

Future Planning Considerations
 Sites with planned renovations or equipment replacements
 Anticipated portfolio growth or acquisitions
 Current monitoring system end-of-life or support constraints

2. Vendor Evaluation Questions
Selecting the right vendor is critical. Use these questions to evaluate compatibility, scalability, and risk:
Technical Integration
 Can your platform integrate with existing HVAC units without controls replacement?
 How does it handle mixed OEMs and phased upgrades?
 What data is collected natively vs inferred, and how is it normalized?
 Can the system integrate with existing building management or analytics tools?

Operational & Workflow Support
 How are alerts prioritized to prevent fatigue?
 Does the system allow staged deployment or pilot testing?
 What training and support is provided for sta  and vendors?
 How are historical data and trending preserved during migration?

Cost & ROI Considerations
 What is the total cost of ownership, including licensing, support, and upgrades?
 Are there hidden costs for connectivity, retrofits, or system customization?
 How do system updates and future scalability impact budgets?
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3. Step-by-Step Migration Planning Template
A structured, staged approach reduces risk and ensures continuity.
Phase 1 – Portfolio Assessment & Pilot Planning
 Conduct a full portfolio audit using the checklist
 Identify representative pilot sites (covering di erent building types, ages, and equipment)
 Define KPIs to track success (uptime, energy savings, predictive maintenance hits)

Phase 2 – Pilot Implementation
 Install new monitoring system alongside existing system
 Validate data accuracy, alerts, and reporting
 Train sta  on workflows and response procedures
 Document lessons learned and adjust implementation plan

Phase 3 – Standardization & Rollout
 Create standardized configuration templates for all sites
 Implement system in waves based on risk and complexity
 Ensure operational continuity and tenant comfort
 Monitor KPIs and adjust workflows as needed

Phase 4 – Post-Migration Review & Optimization
 Conduct quarterly audits of system performance and alert management
 Optimize workflows and data reporting for e iciency
 Plan for continuous updates and integration with future portfolio changes
 Capture lessons learned for the next monitoring upgrade or portfolio expansion

How Facility Managers Can Use This Toolkit
1. Audit first – get a complete picture of your existing portfolio and its challenges
2. Evaluate vendors systematically – make decisions based on compatibility and risk, not features

alone
3. Deploy in stages – minimize operational disruption and validate performance before scaling
4. Track and optimize – measure KPIs and use insights to continuously improve monitoring outcomes


