PROBLEM

General contractor
Commercial and Agricultural

54 employees

We see it in the vast majority of construction companies that have been
around for more than 10 or 15 years: the digital infrastructure is virtually
non-existent. Everything is done in the traditional manner with project
managers keeping track of construction site progress by phone and
jotting down what they can on a sheet of paper. The most organized of
them have note-taking procedures, but if the spark of a cigarette lights
up a branch, the whole business can go up in smoke.
When we first met with employees at Construction Deslandes, the same
sentence came out of everyone's mouth: "It's all in Richard [the founder]'s
head.” This company is not the only one in this situation; if something
(that we don't wish for) were to happen to the person who has most of
the information relevant to the company's operations in his head, the
company may not recover. Moreover, this situation is not strictly seen
with small contractors: Construction Deslandes works on major projects.
We have noticed that this same problem is shared amongst many of our
clients.

This caused major problems and several other small problems that could
cost the business a lot of money at the end of the day. If a project manager
was absent, a project could stall because coordination was not done
between shifts. Most importantly, the company could not grow because
the workload to get there was immense.
Like most of our clients, Construction Deslandes is in the midst of a transition
with the family succession. Although the children have been with the
company for most of their working life, many operational details were
beyond their control. It became imperative to digitize the processes, so as
not to leave anything to chance. The company could have suffered if the
handover had been too quick.
In addition, paper-based operational management prevented the company
from growing: a great deal of time was wasted searching for what had
been done or transcribing the same information from one document to
another. Growth without digital optimization could only be achieved by
hiring new management resources that were not billable, which did not
benefit the shareholders.
In the end, all of the management problems affected the company's
finances. A delay on a job site caused by a misinformed project manager,
the purchase of new equipment due to poor inventory knowledge,
unnecessary or duplicate maintenance, and many other small actions of
the sort ended up costing the company dearly.
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The company's operations relied mostly on the ability to memorize
information and on the notes taken by everyone. Project, equipment,
inventory, and maintenance management could quickly become a headache.
In other words, they were unable to access their projects remotely, they
could not tell which equipment was where, and, especially, if maintenance
had actually been done on one truck or another.

THE MANDATE
Implementing modern work methods for site project management through the implementation of an ERP
Cloud.

CHALLENGES TO OVERCOME

PROPOSED SOLUTIONS
Following the analysis and complete documentation of the company's processes, we were able to implement
Odoo, an ERP Cloud, to centralize data from all departments and automate low-value tasks. Basically, Odoo
is a very good general-purpose ERP: easy to use and inexpensive. We have created an application layer to
adapt the various modules of the ERP to the reality of construction companies. At the end of the company’s
transformation, the ERP will be able to digitize the complete transactional cycle of the organization
We have therefore implemented Cloud project management tools that are interconnected to the ERP and
accessible from anywhere at any time. We had to set up important processes, such as the granting of POs,
digitization of site takeoffs, inventory management, site reports, and a release structure. This allowed the
company to quickly obtain an overview of the progress of each project.
Managers now have a dashboard showing project progress, the next production steps on the site, and the
steps that are behind schedule.
As for equipment, we worked on a module that makes it easier to locate equipment on their worksites. The
digital tool provides an overview at a glance.
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In this particular case, we were starting from virtually zero, which may at first glance seem like an advantage,
but it was quite the challenge. We had to become aware of and document all of the company's processes to
be sure we were giving the right management tools to the organization, which is no small task. We had to
assist the new generation of leaders in change management. While everyone wants to improve, when we
orchestrate big changes, many suddenly become resistant. Introducing new work tools to people who
"know how it works" is not an easy thing to do.

MODULES IMPLANTED IN ODOO
TAKE OFF
A digital application for managing automated job site launches. During a project launch, all the necessary
products indicated in the quotation are compiled and centralized automatically. Once the list of requirements
is approved by the project manager or superintendent, the module sends the necessary orders into the system.

INVENTORY
This module monitors inventory by tracking all past and future inventorial transactions. This module allows you to
track in detail all stock movements, in your warehouse and elsewhere, according to precise business rules. Customized
dashboards can be viewed to analyze various warehouse parameters at a glance. Reports are available in real-time
and can be shared.

PURCHASING
This module improves purchasing and inventory performance with company-specific procurement rules
based on stock levels, logistic rules, customer orders, forecast manufacturing orders, etc. This tool centralizes
purchasing in order to reduce cost per volume according to exact needs.

SITE MANAGEMENT

QUALITY CONTROL
The management of quality control measures on equipment and work is greatly facilitated by a module such as
Quality Control. Control periods in addition to tolerance thresholds (min/max) are indicated.

TIMESHEETS
Electronic timesheets record the time of workers according to projects. Various reports on time and employee
tracking are provided. It is fully integrated with the cost management module.

SALES/ESTIMATES
Sales and estimates are covered by several modules capable of completely digitizing the bidding steps up to
purchase orders.

MAINTENANCE
This module manages repairs. This module also covers the following points: impact on inventory, invoicing
(products and/or services), warranty concept, repair estimate report, notes for the technician and for the end
customer.

ACCOUNTING
The module centralizes the vast majority of standard Quebec accounting tasks. It records and processes
accounting transactions within functional modules such as Accounts Payable, Accounts Receivable, Payroll,
and General Ledger. The accounting module allows you to synchronize your bank accounts with the application
to reduce bank reconciliation by 95%.
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This module provides the ability to manage, plan, and distribute employees according to the types of work in
progress and future work. It allows you to segment each project into distinct tasks, which facilitates the completion
of projects as a whole. Statistics on the performance of each job site are available.

BLACKWARE TECHNOLOGIES

RESULTS
independent
of the founder
for the processes

of operations
digitization

less wrong
purchases

more
customers
in charge

improvement
in effective project
management

“ Blackware Technologies has prepared us to grow technologically with a better
corporate structure. We're really grateful to have had the help of the BWT team
to take our organization to another level. ”
Richard Deslandes, Construction Deslandes

WHAT’S NEXT
This project is far from over. However, it has generated considerable revenue for the company, which did not
have any method of calculating its performance other than the year-end balance sheet. We were able to account
for the organization's activities with various parameters and then optimize each of the related business processes.
The company has thus made a significant leap in efficiency and profitability.
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