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September 6, 2023

MEMO

To:	Commercial Buildings
From:	Rob McGrath, President, Commercial Buildings, Synergy Group of Companies
RE:	Commercial Buildings Process Improvement – New Project File Structure
Procedure

As part of the 2023 Commercial Buildings Process Improvement initiative, we identified the need create alignment on simple processes. As identified, the first step to having aligned processes and procedures across Commercial Buildings was a uniform file structure for all operating business units.  
The Minimum Viable Product (MVP) for this initiative, with comments included, is as follows:
Create a standard file structure for operations, specifically all new projects moving forward.
Organization-wide access to the file systems (through SharePoint, Autodesk, OneDrive).
Create a documented procedure for:
Managing and updating the file structure as needed;
Setting up new projects with the proper file structure;
Procedures for filing of project-specific information; and
Email filing processes and instruction.
Establish targeted timelines for standardized filing systems for Preconstruction, Accounting, and other users or user groups.
Establish targeted timelines for the creation of a consistent business unit-wide file structure.
Issue a memo to communicate the standardized approach and MVP.
As included in this memo, we are providing the above information. At this point in time, we have only provided guidance for project teams for the filing of documentation and emails on our projects, with more information to be provided in a future revision to this initiative.
The following memo touches on the following aspects of cost management on our projects.  
1. Standardized File Structure
2. Governance
a. Revisions to the master file structure
b. Implementation of the file structure
c. Project team permissions
3. Setting up a New Project File Structure
4. Project Filing Procedures
5. Next Steps
For any questions relating to the following memo, please consult your Contract Administrator. 


Standardized File Structure
Please refer to Attachment A – SGC Updated Standard File List_07.13.2023 for the detailed folder setup. This file structure is to be used on all new projects within Synergy Projects Ltd. and Morley Hoppner Inc.   
As noted above, we are still working on an Estimating filing structure. It is anticipated that the file structure identified for Estimating will live in two spots in the future—the first within the preconstruction files of the respective BU file structure, and also within 02_Preconstruction. This is a placeholder currently reserved for a future file structure.
As part of creating this standardized file structure, we recognize that the implementation of various Project Management Information Systems (PMIS) such as Autodesk or Procore on our projects creates an experience where files are held in locations other than our servers. Examples may include RFIs, site instructions, submittals, etc. In instances where documentation is hosted elsewhere and is fully accessible by project teams, there is no need to duplicate filing efforts. We anticipate that with the adoption of PMIS’s, the amount of information we save to our own project servers becomes less over time. Please refer to General Filing Procedures for more information.  
GOVERNANCE 
As part of this file structure initiative, proper management and control of the file structure and implementation of the file structure to our projects was reviewed. The following procedures are therefore to be implemented moving forward:
Revisions to the master file structure
Per SGC’s Documented Business Methods policy, this file structure is deemed to be a Commercial Buildings process, and as such the master file structure can only be modified through approval from the President, Commercial Buildings.  
Implementation of the file structure
Upon creation of a new project number, the project file structure will be created in the respective business units by the Contract Administrator per the following:
Jackie Walters to set up new project files in Synergy Projects Ltd.
Helen Konsoulas to set up new project files in Morley Hoppner Inc.
Setup of the project files at this point exists on the respective BU servers, as well as on any SharePoint site or Autodesk build products. Regardless of the technology solution or platform being utilised by the project team, setup of the project filing system is to be done through Jackie and Helen, respectively.
Project teams are permitted to modify the file structure as follows:
Project teams cannot change the master file structure on a project without authorization.
Project teams can modify headings to suit project-specific team members or terminology (e.g. changing 04_Change Orders to 04_Expenditure Authorizations).
Project teams can add files and file structure within the provided file tree to suit the requirements and specificity of the given project.
Project teams are to decide where individual files are stored. For instance, if RFIs are stored solely on Autodesk Build, the project team would change 04_Document Control > 01_RFIS to 04_Document Control 01_RFIS (saved on Autodesk). This methodology is encouraged to be implemented by project teams.
SETTING UP A NEW PROJECT FILE STRUCTURE 
The following new project setup is included in this memo in draft form. As part of the Commercial Buildings Process Improvement initiative, a proper procedure will be issued for starting a new project, with the setup of a filing structure as one element of that process. 
The following workflow is how a new file structure is started for a project:
A New Project Start-Up Sheet is completed by the assigned project team and provided to Accounting.
Accounting sets up the new project in Viewpoint.
Once created in viewpoint, the Contract Administrator is informed and the project file structure is setup.
The Contract Administrator creates the project on both the server and in Autodesk. 
Based on the identified project filing requirements by the Project Manager, the Contract Administrator will set up the initial file structure requirements on either or both the project servers and Autodesk Build.
The Contract Administrator will set initial project access requirements. This includes inviting team members to the Autodesk project and assigning administrator rights in Autodesk to the Project Coordinator. It is currently contemplated that access to project files on the server will continue to remain unrestricted.  
Jackie/Helen notifies the project team via email once complete.  
PROJECT FILING PROCEDURES
The following procedures are identified at this point as best practice to be implemented by the project teams. As we see further processes and procedures being documented through the Commercial Buildings Process Improvement initiative, these procedures are anticipated to become more formally documented and aligned with other operational procedures. As such, these are presented in bullet form only at this point.  Project teams are expected to review this memo in its entirety for each new project, and provide consideration to the following:
The Project Manager, in cooperation with the Construction Manager or Operations Manager for a given project is to purposefully consider the project filing instructions for their respective project and implement as follows:
Coordinate with the Contract Administrator to ensure files are properly set up.
Determine file naming adjustments as needed.
Determine and document what files are to be saved where. For example, will RFIs be saved only on Autodesk, or on the server as well?
Issue direction to the project team via email the project-specific filing requirements (see discussion below).
Project-specific filing requirements – For every project, consideration is to be given as to how to track and manage files on the project, consisting, but not limited to, the following. It is encouraged that this list of considerations, including email filing, be reviewed with the Contract Administrator to begin creating consistency across our projects, allowing us to develop full process in the next iteration of this memo.
Who is responsible to save what files—for instance, if two people are on the same file, who saves it.
For all files to be saved, what location they are to be saved to (i.e. the server or Autodesk).
Specifics related to the saving of emails (see discussion below).
Proper naming or notation of redundant files.
Saving of emails – The issue of saving emails is one that continues to challenge all of our projects.  Consideration for the following must be given at the start of the project and properly communicated and documented to the project team by the Project Manager:	
Specific project files should be set up in Outlook for saving your files. This will make it easier to ensure nothing is missed. When saving emails, we encourage two levels of effort:
Create a project-specific folder(s) in your Outlook and move all project files to that folder. Do this on an ongoing basis as a means to manage your inbox, and be complete… every project email moves to that specific folder, no matter how simple.  Consider setting up your own Outlook rules.
Where emails are important to the project, they are to be saved to the project file as well, not just in your inbox folders.
If two people are copied on the same email, we recommend that the Project Coordinator or the scope manager is responsible for saving the file. Project teams should recognize when the email string is complete, direction is given, or a decision has been made and, as a result, the email should be saved
When saving, Save As in “Outlook Message Format” to ensure that all files are properly attached.
The title of the email should be modified at this time to properly include the keywords most likely searched for in the future to find the email.  
It is okay to have multiple copies or sequential copies. No need to delete any, as it could be time-consuming to review and inadvertently could result in removing a file with different content. In the future, if searching for a specific email, it is recognized that there could be multiple copies to review at that time… better to be safe than sorry!
Project completion – Upon project completion the following should occur:
Team members inboxes that were set up specifically for the project are to be saved as .pst files and saved in the correspondence files of the project. In the case where emails were not properly saved during the project (which happens!), then if we ever need to find emails in the future, we can access the .pst files for full searchability.
The Autodesk project files are to be copied to our servers. More instruction will be forthcoming for this. This is done in case, in the future, in the event that we do not subscribe to Autodesk, we are still in care and control of all project files.
The Construction Manager or Operations Manager is responsible for ensuring that all files are properly saved as part of project close-out. This is included in the Project Close-out checklist.

NEXT STEPS
The following outlines the next steps identified as part of this Process Improvement initiative, in no particular order:
Standardize Preconstruction, Accounting, and other specific user groups (e.g. Safety, HR, etc.) file structures.
Standardize the overall business unit file structures (commonly known as the M: drive in Edmonton and P: drive in Ottawa). This is currently being worked on by SGC’s Business Technology group though our migration to cloud-based storage.
As identified in the Commercial Buildings Process Improvement initiative, create a document standardization committee that will continue to monitor and update various documents and business processes.  
As part of that committee and through the ongoing efforts of the Contract Administrators, we anticipate issuing future revisions to this document to provide greater clarity and direction based on ongoing feedback.
Include this memo on SynWiki so it is fully searchable for all project teams. Further information regarding SynWiki will be shared in the near future. 
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