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y PART ONE - CHAPTER 01
§'§ aasaan ABOUT THIS RESEARCH

A frameworkK-tirst approach
to evaluating construction
software

Construction software has evolved rapidly over the

past decade. What began as standalone scheduling Long-term success is rarely
tools has grown into connected platforms that combine determined by the number
project management, procurement, inventory, labour of available features.
management, billing, document management, Al and

financial integration. RESEARCH INSIGHT

As the number of vendors has increased, so has the
complexity of selecting the right solution. Many
organisations compare products using marketing
brochures or feature checklists. This approach often
overlooks the factors that determine long-term
success.

This guide was created to help construction
businesses evaluate software using practical business
criteria instead of marketing claims, through
structured, repeatable frameworks that readers can
apply to any vendor, not just Aasaan.

Aasaan PCM, WhatsApp-connected lead register

Market overview Digital maturity

Vendor evaluation Cost of ownership
Return on investment Implementation planning
Al readiness Security

Procurement Buyer checklists
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A LETTER TO OUR READERS

Why we wrote this guide

Digital transformation in construction is no longer a future initiative. It is
becoming an operational necessity.

Across the industry, project teams continue to manage increasingly
complex projects while balancing tighter margins, higher customer
expectations, growing compliance requirements and greater pressure to
deliver predictable outcomes.

At the same time, construction businesses generate enormous amounts
of operational data every day: site photographs, material requests,
purchase orders, daily progress reports, drawings, bills, quality
observations, safety inspections, vendor communication and labour
attendance.

The challenge is rarely the lack of information. The challenge is
converting that information into better decisions.

During conversations with builders, developers, architects and project
management consultants across India, one question appears
consistently: how do we choose the right construction software? The
answer is rarely found in product brochures. It comes from
understanding business processes, implementation readiness,
organisational priorities and long-term operational goals.

This guide has been developed to provide an objective framework for
evaluating construction software from a business perspective. We hope
it helps organisations make technology decisions with greater
confidence.

Aasaan Research
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EXECUTIVE SUMMARY

A new phase tor construction
technology

Construction technology has entered a new phase. The conversation is no longer centred on
digitisation alone. Today's construction businesses are asking different questions: how do we
improve project visibility, reduce delays, improve collaboration between site and office, and let Al take
on repetitive work, while leadership gets accurate project information without waiting on manual
reports.

These questions require connected technology rather than isolated applications. Throughout this
guide, readers will find practical frameworks for evaluating construction software based on business
outcomes instead of feature lists.

KEY TOPICS IN THIS GUIDE

Construction software market overview Digital maturity assessment

Vendor evaluation framework Cost of ownership analysis
Return on investment Implementation planning
Al readiness Security & governance
Procurement workflows Labour management

Document management Construction ERP

C L < < < < KX

Project management Vendor scorecards

C L L X X L < X

Buyer's checklists

The goal of this guide is to help construction businesses make better software
decisions with greater confidence, using structured evaluation, not vendor
marketing, as the basis for the decision.

THE GOAL
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AUDIENCE

Who should read this guide

This handbook has been written for professionals responsible for evaluating, purchasing or
implementing construction technology.

Builders

Managing residential, commercial or mixed-use developments.

Real Estate Developers
Improving execution, visibility and operational efficiency.

Project Management Consultants
Standardising reporting, quality and stakeholder communication.

Architects
Seeking better document control and project collaboration.

EPC Companies
Managing large engineering and infrastructure projects.

CXOs
Evaluating long-term digital transformation initiatives.

Procurement Leaders
Responsible for commercial workflows and supplier management.

Project Directors
Seeking better project visibility and execution control.

IT Leaders
Assessing architecture, security, integrations and governance.

Book a free demo of Aasaan PCM -
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RISK FACTORS

Why construction software
purchases rail

Technology rarely fails because of software. Most implementations fail because organisations
underestimate change management. The most common reasons:

Buying on price alone
The lowest initial cost rarely represents the lowest long-term cost.

Purchasing every module immediately
Successful implementations begin with focused business priorities.

Ignoring implementation methodology
Implementation quality often determines success more than feature count.

Lack of executive sponsorship
Without leadership involvement, adoption slows significantly.

Poor master data
Duplicate vendors, inconsistent codes and inaccurate structures reduce reporting quality.

Limited user training
Software should simplify work, not increase administrative effort.

No measurable success criteria
Projects should define operational outcomes before implementation begins.

Software should solve business problems rather than add new processes.
Adoption determines return on investment more than any single feature.

KEY TAKEAWAY
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PART TWO

Digital Maturity
Assessment

Before comparing vendors, it helps to understand
where your organisation actually stands today. Two
companies evaluating the same software can need
completely different things, depending on whether
they are still running on spreadsheets and WhatsApp, :
or already operating a connected platform. o == 3

The right software is the one that matches
your current stage, not the one with the
longest feature list.

Pocket Construction Manager, live scheduling chart

RESEARCH INSIGHT

IN THIS CHAPTER

v/ The Construction Software Maturity Model: five stages
of operational maturity

v/ What each stage looks like in day-to-day site and
office work

v/ A short self-assessment to identify where your
organisation stands today

v/ What typically triggers a move from one stage to the
next
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THE FRAMEWORK

The Construction Software
Maturity Model

Five recognisable stages, from fully manual record-keeping to Al-driven operations. Most Indian
construction businesses today sit somewhere between Level 2 and Level 3.

0]5)

Al-Driven

04 Operations

Connected Platform

03

02 Standalone Apps
WhatsApp + Excel
Excel
Manual spreadsheets, Updates via chat, Separate apps that do One platform, one set The platform flags risk
no shared visibility. re-typed by hand. not talk. of data. on its own.

IN PRACTICE

215

)V Today's strength

Payment Successful

On 2nd Dec

Level 4: shared scheduling data, office and site alike Level 4 to 5: attendance and payment status, updated automatically
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LEVEL BY LEVEL

What each stage looks like
in practice

Level 1: Excel

Progress, billing and material data live in spreadsheets maintained by one or two people. Reporting
depends entirely on someone remembering to update a file.

Level 2: WhatsApp + Excel

Site teams report through WhatsApp messages and photos. The office re-types this into Excel, so numbers
often lag by days and details get lost in translation.

Level 3: Standalone Apps

Attendance, billing, inventory and CRM each run on a different app. Every tool works well on its own, but
nothing shares data, so leadership still stitches reports together manually.

Level 4: Connected Platform

Procurement, execution, billing and finance run on one system with shared master data. A material request,
a site update and an invoice are all part of the same record.

Level 5: Al-Driven Operations

The platform does not just store data. It actively surfaces risk, drafts routine decisions, and reduces the
reporting burden on both site and office teams.
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SELF-ASSESSMENT

Where does your organisation
stand today?

Check the statements that describe your organisation today. The section where most checks fall is a
reasonable indicator of your current maturity level.

LEVEL 1 AND 2 SIGNALS LEVEL 3 SIGNALS LEVEL 4 AND 5 SIGNALS

v Progress and billing data live v Attendance, inventory and v One platform covers
mainly in Excel and billing each run on separate procurement, execution,
WhatsApp. apps. billing and finance.

v Site updates are re-typed v Leadership manually v/ Site and office see the same
into spreadsheets by the combines reports from live numbers, without
office. different tools. re-entry.

v Reports depend on one or v/ Master data (materials, v\ The system already flags
two specific people being vendors, activities) is risks or drafts
available. inconsistent across systems. recommendations for review.

Most organisations are not at one clean level. They are a mix, with different
departments and projects sitting at different stages at the same time.

HOW TO READ YOUR RESULT

See Aasaan PCM in action, book a free demo -
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KEY TAKEAWAYS

Maturity, not features, should
guide the decision

v/ Digital maturity explains far more about software fit than any feature comparison.

v/ Jumping straight from Level 1 or 2 to a fully connected platform is possible, but the change
management effort, not the software cost, becomes the real project.

v Most implementation failures described in Chapter 5 trace back to buyers underestimating how
large a jump they were making between maturity levels.

v/ The right evaluation question is not “what features does this have” but “what does this let us stop
doing manually.”

COMING UP IN PART 3

The 100-Point Buyer's CheckKilist

A structured checklist across eleven categories: planning, procurement,
inventory, labour, billing, Al, reporting, security, implementation, training and
support, for scoring any vendor against the same criteria.
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PART THREE

The 100-Point
Buyer's CheckKlist

A feature list from a vendor is written to flatter the vendor. A checklist
you bring into the room is written to protect your decision. This
chapter turns the themes from Parts 1and 2 into a single scoring tool:
one hundred specific, checkable points across eleven categories,
usable against any vendor, not only Aasaan.

A checkKlist only works if every item can be answered yes or no by watching the
product, not by reading a brochure.

HOW TO USE THIS CHAPTER

THE ELEVEN CATEGORIES, ONE PAGE EACH

Planning Procurement
Inventory Labour
Billing Al
Reporting Security
Implementation Training
Support

SCORING

Score each point 0 (not present), 1 (partially present) or 2 (clearly and demonstrably present). A vendor
scoring well in one category and poorly in another is more common, and more useful to know, than a single
overall number.
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CATEGORY 1 OF 11

Plannlﬂg 9 checks in this category

Planning software is easy to demo well and hard to use well under real schedule pressure. These
checks focus on whether the system holds up when a project actually changes, not on how it looks in
a sales walkthrough.

Supports multi-project and multi-tower Resource allocation can be planned
scheduling. directly against the schedule.
Schedules can be revised without losing Drawing and specification data is linked
historical baselines. to planning activities.

One view shows planned progress Multiple teams can edit the schedule
against actual progress. without version conflicts.
Dependencies between activities can be Both Gantt and calendar views are
defined and tracked. available.

Schedule delays are flagged
automatically, not discovered manually.

Schedules that look impressive in a demo but cannot be edited by a site engineer
without calling the vendor.

WATCH FOR

THE CONSTRUCTION SOFTWARE BUYER'S KIT - 2026 PLANNING 13
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CATEGORY 2 OF 11

Procurement 9 checks in this category

Procurement is where paperwork and cash flow meet. These checks focus on whether the system
prevents overpayment and delay, not simply on whether it can raise a purchase order.

Purchase requisitions can be raised Vendor performance history is visible at
directly from site. the point of ordering.

Approvals follow a workflow with Partial deliveries against a purchase
defined authority limits. order are recorded accurately.

Vendor quotations can be compared Price variance against historical rates is
side by side. flagged automatically.

Purchase order status is visible in real Procurement data feeds directly into
time. cost reports.

Rate contracts apply automatically to
new purchase orders.

Approval workflows that exist on paper but are quietly bypassed the moment a
purchase becomes urgent.

WATCH FOR
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CATEGORY 3 OF 11

|nveﬂt0r9 9 checks in this category

Inventory problems rarely arrive as a dramatic stockout. They arrive as a slow drift between what the
books say and what is actually on site, until the gap is too large to ignore.

Stock is tracked separately by project Physical stock reconciles against book
and by site. stock.

Material issues are recorded against Wastage and returns are recorded
specific activities. separately from consumption.

GRNs can be raised directly against One material master is shared across all
purchase orders. projects.

Minimum stock alerts exist for critical Inventory valuation can be generated on
materials. demand.

Inter-site material transfers are recorded
and tracked.

Systems that track incoming stock well but have no clear process for recording
wastage or returns.

WATCH FOR

Explore the software behind this guide -
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CATEGORY 4 OF 11

Labour 9 checks in this category

Labour is usually the largest, and the least visible, cost on a project. These checks focus on whether
the system can see it clearly, not only record it after the fact.

Attendance is captured on site without Unusual attendance patterns are flagged
manual registers. automatically.

Both daily wage and contract labour are Subcontractor labour is tracked
supported. separately from direct labour.

Labour productivity is tracked against One labour master is shared across all
planned output. active projects.

Overtime is calculated automatically Wage payments reconcile against

from attendance data. attendance records.

Labour costs can be allocated to
specific activities.

Attendance systems that work smoothly in an office demo but fail on sites with
unreliable network connectivity.

WATCH FOR

THE CONSTRUCTION SOFTWARE BUYER'S KIT - 2026 LABOUR 16
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CATEGORY 5 OF 11
Bllllng 9 checks in this category

Billing delay is one of the most common reasons cash flow problems appear on an otherwise
profitable project. These checks focus on speed and accuracy together, not either one alone.

Running account bills generate directly Billing that exceeds the sanctioned
from measured work. budget is flagged.

Both client billing and subcontractor Historical bills can be referenced when
billing are supported. preparing the next one.

Bill formats can be customised per client Every change made to a bill leaves an
requirement. audit trail.

Retention money is tracked Billing data reconciles directly with the
automatically across bills. accounting system.

Taxes and statutory deductions apply
without manual calculation.

Systems that generate a bill quickly but cannot explain, months later, why a
specific number changed.

WATCH FOR

THE CONSTRUCTION SOFTWARE BUYER'S KIT - 2026 BILLING 17
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CATEGORY 6 OF 11

AI 9 checks in this category

Al is the most oversold category in construction software today. These checks focus on whether a
given Al feature saves real time, rather than simply on whether the feature exists.

The platform surfaces risks before they Al-generated recommendations are
become delays. reviewed before being acted on.
Routine reports can be drafted without Al usage is covered by clear data
manual input. privacy commitments.

Project data can be queried in plain The system improves using
language. project-specific patterns over time.
Anomalies in cost or schedule are Al output stays consistent with the
flagged automatically. underlying source data.

Al assistance reduces data entry, rather
than adding a step.

Al features that add one more screen to check, rather than removing a task that
used to take longer.

WATCH FOR

THE CONSTRUCTION SOFTWARE BUYER'S KIT - 2026 Al 18
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CATEGORY 7 OF 11

Reporting

Leadership can view live project status
without requesting a report.

Reports are available in a format
leadership actually reads.

Reports can be filtered by project, tower
or work package.

Reports highlight exceptions, rather than
only raw data.

Reports can be scheduled and delivered
automatically.

PART THREE - CHAPTER 08
REPORTING
BOOK A FREE DEMO

9 checks in this category

A report leadership does not read is not a reporting feature, whatever the vendor calls it. These
checks focus on whether reporting actually changes what leadership does next.

There is a single source of truth across
all reports.

Historical reports can be compared
against current ones.

Reports are accessible on mobile as well
as desktop.

Custom reports can be built without
vendor involvement.

Dashboards that look sophisticated but do not answer the specific question a

project director asks most often.

WATCH FOR

THE CONSTRUCTION SOFTWARE BUYER'S KIT - 2026
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CATEGORY 8 OF 11

SeCU rity 9 checks in this category

Security is usually invisible until the day it matters most. These checks focus on whether a vendor
treats it as an ongoing discipline, rather than a line in a sales deck.

Access is controlled by role, not only by The vendor has a documented data
login credentials. backup policy.

Data access can be restricted by project There is a defined process for data
or by site. recovery after failure.

The system maintains an audit log of all Permissions can be reviewed and
changes. adjusted without vendor support.
Data is encrypted both in transit and at The vendor undergoes independent
rest. security audits.

Accounts can be deactivated
immediately when someone exits.

Vendors who describe security in general terms but cannot answer specific
questions about backup frequency or access logs.

WATCH FOR

Ready to see this on your own projects? Book a demo -
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Implementation

An implementation timeline is defined
before signing.

The vendor assigns a dedicated
implementation team.

Master data migration is included in the
implementation scope.

Site teams are trained before go-live,
not after.

There is a defined process for raising
and resolving gaps.

PART THREE - CHAPTER10
IMPLEMENTATION
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9 checks in this category

More software purchases fail at implementation than at product selection. These checks focus on
what happens between signing the contract and actually going live on site.

The vendor commits to specific go-live
milestones.

A rollback plan exists if go-live is
delayed.

Implementation progress can be tracked
directly by the client.

There is a clear handover from
implementation to support.

Timelines that are optimistic on paper, with no clear owner if the go-live date

slips.

WATCH FOR

THE CONSTRUCTION SOFTWARE BUYER'S KIT - 2026
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CATEGORY 10 OF 11

Tralnlng 9 checks in this category

Training is often measured by attendance, not by whether someone can use the system unsupervised
afterward. These checks focus on the second, harder standard.

Training is available in the language site Training is role-specific, rather than
teams actually use. generic.

Training covers site staff, not only office A support channel exists for questions
staff. during training.

Training materials remain available for Common mistakes and workarounds are
future new joiners. documented for reference.

There is a certification or sign-off Training effectiveness is measured, not
process after training. only attendance.

Refresher training can be requested
without additional cost.

Training that ends the week of go-live, with no plan for whoever joins the team
six months later.

WATCH FOR
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CATEGORY 11 OF 11

Support

10 checks in this category

Support quality is usually invisible until something breaks during a billing cycle or a site inspection.
These checks focus on what actually happens in that moment.

A response time is defined for critical
issues.

Support can be reached through a
channel site teams already use.

There is a named point of contact, not
only a ticket number.

Support resolution history is tracked and
shared.

A defined escalation path exists for
unresolved issues.

Product updates are communicated
before they go live.

Support is available during the hours
construction teams work.

The vendor publishes a roadmap of
upcoming features.

Renewal does not depend on a single
point of contact.

Support quality can be reviewed using
measurable service levels.

Support commitments that sound firm in a sales conversation and vague in the

actual contract.

WATCH FOR

THE CONSTRUCTION SOFTWARE BUYER'S KIT - 2026
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USING THE CHECKLIST

Reading the results

A vendor does not need to score 2 on all 100 points, and few genuinely will. What matters more than
the total is where the gaps sit: a low score in a category that is low-stakes for your business is a
footnote, while the same score in a category you identified as critical back in Part 2 is a real answer
about fit.

Keep the completed checklist. It becomes the input for Part 4, where these hundred answers are
turned into a structured, weighted comparison across every vendor on a shortlist.

COMING UP IN PART 4

The Vendor Evaluation Framework

A structured way to turn these hundred answers into a side-by-side
comparison across shortlisted vendors, weighted by what matters most to your
business rather than treated as a flat average.

g
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Aasaan PCM, the live scheduling chart behind the Planning category
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PART FOUR

The Vendor Evaluation
Framework

A hundred checked boxes are not a decision. Two vendors can both
score 70 out of 100 and be entirely wrong for each other’s buyer,
because a construction company that lives and dies by billing accuracy
should not weight Al the same as a company still deciding whether Al
features matter to them at all.

A flat average treats every category as equally important to every buyer. It never
is.

WHY WEIGHTING MATTERS

IN THIS CHAPTER

v Weighting the eleven checklist categories against your own priorities
v/ The 5C Framework, for summarising results at an executive level
v A worked example of scoring several vendors side by side

v/ What the checklist cannot measure, and how to check for it separately

Ready to see this on your own projects? Book a demo -
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https://aasaan.co/book-demo/?utm_source=pdf&utm_medium=buyers_kit&utm_campaign=construction-software-buyers-kit-2026
https://aasaan.co/book-demo/?utm_source=pdf&utm_medium=buyers_kit&utm_campaign=construction-software-buyers-kit-2026

PART FOUR - CHAPTER 02

;‘é aasaan WEIGHTING YOUR PRIORITIES
simplify.create BOOK A FREE DEMO

STEP ONE

Weight the categories before
you score a single vendor

Before opening a single demo, assign each of the eleven checklist categories a weight from 1 (barely
relevant to your business) to 5 (a deal-breaker if it is missing). Do this once, with the people who will
actually use the system, before any vendor conversation begins, so a persuasive salesperson cannot
quietly move your priorities mid-evaluation.

Planning Reporting
Procurement Security
Inventory Implementation
Labour Training

Billing Support

Al

It every category ends up weighted a 4 or a 5, the exercise has not started yet.
Forcing trade-offs is the point.

A USEFUL TEST
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A HIGHER-LEVEL LENS

The bC Framework

Eleven categories are useful for scoring a product in detail, and too many to put in front of a board or
a promoter. The 5C Framework groups them into five questions that summarise the same evaluation
for anyone who was not in the room for the demos.

Cl

Capability

Does it do the
work?

Planning,
Procurement,

Inventory, Labour,

Billing, Al,
Reporting

C2

Coverage

Does it fit your
scale?

Multi-project,
multi-tower and
multi-entity
handling

Ca

Customer
Success

Will it actually go
live well?

Implementation,
Training, Support

Cb

Commercial
Value

Is the cost
proportionate?

Pricing, contract
terms, total cost of
ownership

The 5Cs are a summary for people who need the headline. The 100-point

checkKilist is still where the real evaluation happens.

HOW THE TWO FIT TOGETHER

THE CONSTRUCTION SOFTWARE BUYER'S KIT - 2026
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STEP TWO

Turning scores into a
weighted comparison

PART FOUR -

CHAPTER 04
A WORKED EXAMPLE
BOOK A FREE DEMO

Score each category out of 2 for every shortlisted vendor, using the checklist from Part 3. Multiply
each category score by the weight you set on the previous page, then divide the total by the sum of
the weights. A simplified example, using four of the eleven categories:

Category Weight Vendor A

Planning 5 1.6

Procurement 4 1.4

Al 2 1.8

Support 5 1.2
Weighted score (out of 2): 145

Vendor B

1.8

1.2

0.8

1.6

146

Vendor C

1.2

1.8

1.0

1.8

1.51

Vendor C leads once weights are applied, despite having the lowest unweighted average of the three
(1.45 flat, versus 1.50 for Vendor A). A flat average would have ranked Vendor A first instead, largely on
the strength of its Al score, the one category here carrying the least weight.

THE CONSTRUCTION SOFTWARE BUYER'S KIT - 2026
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WHAT SCORING CANNOT CAPTURE

Beyond the checklist

A demo can be scripted. A checklist can be gamed by a vendor who knows it in advance. The
following questions sit outside the 100-point scoring system on purpose, because they are best
answered through conversation and reference checks, not a product walkthrough.

)

Financial stability
How long has the vendor operated, and are they likely to still exist in three years?

Reference clients
Can you speak directly with a client running a similar project type and scale, not a curated case study?

The actual implementation team
Who specifically will run your implementation, and can you meet them before signing?

Roadmap alignment
Do the vendor's stated priorities for next year match the gaps you found in Part 3?

Contract flexibility
What does it cost, in money or in effort, to change scope or exit after year one?

Today's Strength

; Raj Kumar
¥) carpenter

aasaan

Payment Successiul 8
on 2nd Dec

What Customer Success looks like day to day in Aasaan PCM
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KEY TAKEAWAYS

A decision, not just a
comparison

v/ Weighting comes before scoring. Decide what matters most while no vendor is in the room.

v/ The 5C Framework is a summary for stakeholders who need the headline, not a replacement for
the full checklist.

v/ A weighted total can change the leading vendor entirely compared to a flat average, as the
worked example shows.

v/ The strongest product on paper can still be the wrong choice if the questions in this chapter go
unanswered.

COMING UP IN PART 5

Return on Investment and
Total Cost of Ownership

The weighted scorecard from this chapter tells you which vendor fits best. Part
5 puts a number on what that fit is actually worth, and what it actually costs
once implementation, training and renewal are included.

Book a free demo of Aasaan PCM -
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PART FIVE

Return on Investment and
Total Cost of Ownership

The weighted scorecard from Part 4 tells you which vendor fits best. It
does not tell you what that fit is worth, or what it actually costs once
every line item is counted. The cheapest quote and the cheapest system
are rarely the same thing, and the gap between them is where most
software budgets quietly go wrong.

The subscription fee is the visible cost. Implementation, training and lost
productivity during the transition are the real cost.

WHY THIS CHAPTER EXISTS

IN THIS CHAPTER

v/ The true cost of ownership, and the costs a quote usually leaves out
v A simple way to calculate expected return before signing anything
v The specific savings that usually drive that return

v Pricing tactics that inflate cost of ownership after the contract is signed
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STEP ONE

The cost you are quoted is
rarely the cost you pay

A subscription or licence fee is only the visible part of the cost. Most of the real cost of ownership sits
below the waterline, in categories a sales quote does not itemise.

Licence or subscription fee
Usually quoted per user, per month or per project.

THE WATERLINE, WHAT A QUOTE USUALLY SHOWS

Implementation and setup Training

Configuration, data migration, workflow mapping. Site staff, office staff, and whoever joins later.

Customisation Productivity dip during transition

Fields, formats and reports specific to how you work. The weeks where old and new processes run in
parallel.

Renewal and scaling costs
Price changes as user count or project count grows.

Ask every shortlisted vendor to itemise all five categories below the waterline
betore comparing headline prices.

A PRACTICAL RULE
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STEP TWO

A simple way to calculate
expected return

Return on investment does not require a finance degree. It requires an honest estimate of two
numbers: what the system will cost across its first three years, including everything from Chapter 2,
and what it will save across the same period.

ROI = (Total 3-Year Savings - Total 3-Year Cost) + Total 3-Year Cost

Expressed as a percentage. Above 0% means the system pays for itself within three years.

Category Vendor A Vendor B

3-year total cost 324.0L 17.5L

Estimated annual savings 13.5L I8.0L

3-year savings 40.5L 324.0L
Three-year ROI: 69% 37%

Vendor A costs more up front but returns a higher three-year ROI here, because its larger estimated
savings outweigh the higher price. A comparison based on quoted price alone would have favoured
Vendor B.
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WHAT ACTUALLY DRIVES THE RETURN

Where the savings
actually come from

The savings side of the ROI calculation is the part buyers most often guess at. In practice, it usually
comes from a small, specific set of levers, most of them traceable directly back to categories from the
Part 3 checklist.

® Reduced material wastage
Accurate inventory and consumption tracking (Inventory) typically catches leakage that was previously invisible.

PS Faster billing cycles
Bills generated directly from measured work (Billing) shorten the gap between work done and cash collected.

Fewer disputes
® p

An audit trail on every change (Billing, Security) reduces time spent resolving disagreements over what was
actually agreed.

® Lower rework costs

Quality tracking linked to specific activities (Planning) catches defects before they compound.

® Reduced manual data entry
WhatsApp and OCR-based capture (Al) removes hours of re-typing from site reports into spreadsheets.

PS Better labour utilisation

Productivity visibility (Labour) makes it possible to reallocate idle capacity instead of only discovering it in
hindsight.
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WHAT INFLATES COST AFTER SIGNING

Pricing tactics that intlate
cost after you sign

A low headline price is not the same as a low total cost. These are the most common ways the two
quietly diverge after a contract is signed.

Essential features sold as add-ons
A core capability from the Part 3 checklist turns out to be a paid module once you try to use it.

Unpredictable per-user pricing

Cost scales with headcount in a way that was not modelled during evaluation, and becomes expensive exactly as
the team grows.

Locked-in annual contracts

|
No practical way to exit or downgrade within the first year, regardless of how implementation actually goes.
O Data export fees
Retrieving your own historical project data costs extra, or requires vendor involvement, if you ever decide to
leave.
0 Support tiers behind a paywall

The response times promised in a demo turn out to belong to a higher pricing tier than the one being quoted.

Explore the software behind this guide -

Billing and payment status visible without a separate reconciliation step
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KEY TAKEAWAYS

Price is what you are quoted.
Cost is what you payv.

v/ Total cost of ownership includes implementation, training, customisation and the productivity dip
during transition, not only the licence fee.

v/ A credible ROI estimate needs an honest savings number, not just a lower quote.

v/ Most real savings trace back to specific checklist categories from Part 3, not to vague claims of
efficiency.

v The cheapest quote and the cheapest total cost are frequently two different vendors.

COMING UP IN PART 6

The Implementation Roadmap

A weighted vendor choice and a credible ROl number still depend on execution.
Part 6 lays out what a well-run implementation actually looks like, week by
week, from signing to go-live.
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PART SIX

The Implementation
Roadmap

Chapter 5 of Part 1traced most software failures back to
implementation, not product quality. A weighted vendor choice and a
credible ROl number both assume the system actually gets used the
way it was designed to be used, and that depends entirely on how the
weeks between signing and go-live are run.

A strong product with a weak implementation plan still fails on site. The reverse is
rarely true.

WHY THIS CHAPTER EXISTS

IN THIS CHAPTER

v A week-by-week roadmap from kickoff to go-live
v/ Who needs to be involved on both sides, and for how long
v/ What master data needs to be ready before configuration starts

v The specific mistakes that most often derail an otherwise good implementation
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STEP ONE

A twelve-week path from
sighing to go-live

Timelines vary by project count and data complexity, but a well-run implementation for a single
mid-sized construction business usually follows this shape.

@ \WEEKS 12 Kickoff & Discovery

Confirm scope, assign owners on both sides, map current workflows against the checklist from Part 3.

@ \WEEKS 3-4 Master Data Setup

Clean and load material, vendor, labour and project masters. This is the single most common source of delay.

@ \WEEKS5-6 Configuration

Configure workflows, approval chains, bill formats and reports to match how the business actually operates.

@ \WEEKS 7-8 Pilot
Run the system on one live project alongside existing methods, without switching everything over at once.

@ \WEEKS 9-10 Training
Train site and office teams separately, using the pilot project as the working example.

@  WEEKS 11-12 Go-Live
Switch fully to the new system, with the vendor's implementation team still actively involved.

Larger portfolios with multiple active projects typically extend Master Data Setup and Pilot, rather than
compressing Training or Go-Live.
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STEP TWO

Who needs to be involved,
and ror how long

Implementation fails as often from an unclear owner as from a weak plan. Four roles need to be
named, not assumed, before Week 1 begins.

Vendor Implementation Lead THE VENDOR

Owns the configuration, migration and training plan. Should be named individually, not simply promised as
"our implementation team."

Client Project Sponsor YOUR BUSINESS
A leadership-level owner who can make scope and priority decisions without escalating every question
externally.

Site Champions YOUR BUSINESS

One person per active project who uses the system daily during the pilot and becomes the on-site
reference point afterward.

Data Owner YOUR BUSINESS

Whoever is accountable for the accuracy of material, vendor and labour masters, since this is rarely the
same person who requested the software.
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STEP THREE

What needs to be ready
before configuration starts

Poor master data was named in Part 1 as one of the most common reasons software purchases fail.
These are the specific items worth having in reasonable shape before Week 3 begins, not discovered
during it.

v/ Material master, with consistent naming and v Project and tower structure, matching how
units across all sites. work is actually planned.

v/ Vendor and subcontractor master, with v/ Chart of accounts mapping, agreed with
duplicates removed. whoever owns finance.

v/ Labour master, separating direct and ~/ Opening balances for stock, advances and
subcontracted workforce. retention, as of go-live date.

Master data cleanup is unglamorous and easy to postpone. It is also the single
biggest lever over how smoothly Weeks 5 through 12 actually go.

A PRACTICAL RULE

Ready to see this on your own projects? Book a demo -
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WHAT DERAILS AN IMPLEMENTATION

What derails an otherwise
good implementation

Most implementation failures are not caused by the software. They are caused by one of a small
number of avoidable planning mistakes.

No named site champion

Training reaches the office but never really lands on site, so old habits quietly continue alongside the new
system.

Master data rushed to hit a date

Configuration begins on data everyone privately knows is wrong, and every report built on it inherits the error.

Training scheduled the week of go-live
There is no time to absorb it, ask questions, or fix gaps before the system carries live data.

Scope creep during configuration
Every team’'s wish-list gets added mid-project, and the original timeline quietly disappears with it.

No rollback plan

When go-live is delayed, as it sometimes is, there is no agreed way to keep operations running while the issue is
fixed.

A pilot project running on the live scheduling chart

THE CONSTRUCTION SOFTWARE BUYER'S KIT - 2026 COMMON PITFALLS 41


https://aasaan.co/book-demo/?utm_source=pdf&utm_medium=buyers_kit&utm_campaign=construction-software-buyers-kit-2026

PART SIX - CHAPTER 06

gg aasaan KEY TAKEAWAYS

simplify.create BOOK A FREE DEMO

KEY TAKEAWAYS

Implementation is a project,
not an event

v Atwelve-week shape, kickoff, master data, configuration, pilot, training, go-live, gives every
implementation a shared reference point.

v Four named roles, vendor lead, project sponsor, site champions, data owner, matter more than
any project plan document.

v/ Master data readiness is unglamorous, and it is the biggest single lever available.

v Most implementation failures trace back to a short list of avoidable planning mistakes, not to the
underlying software.

COMING UP IN PART 7

Technology Trends Shaping
Construction Software

With a vendor chosen and an implementation plan in hand, Part 7 looks ahead
at where construction technology is actually headed, so this year's decision still
holds up in three years.
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PART SEVEN

Technology Trends Shaping
Construction Software

A weighted vendor score, a credible ROl number and a solid
implementation plan can still age badly if the underlying product
direction was wrong. Software bought today needs to still make sense in
three years, which means the buying decision should account for where
the category is actually headed, not only where it stands today.

A vendor without a credible answer on any of these five trends is not necessarily
wrong for you today, but is a bigger long-term risk than the checklist alone would
suggest.

WHY THIS CHAPTER EXISTS

THE FIVE TRENDS IN THIS CHAPTER

Al moves from dashboard to co-pilot
Conversational interfaces become the default way data enters the system
Point solutions consolidate into connected platforms

Embedded finance shortens the gap between work done and cash collected

A N N NN

Open interoperability becomes a buying requirement, not a bonus
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TREND 1T OF 5

Al moves from dashboard
to co-pilot

The Al category in Part 3's checklist mostly asked whether a system surfaces risks and drafts routine
reports. That was a reasonable bar in 2024. The direction of travel now is further: systems that do not
just summarise what happened, but actively recommend what to do next, and let a manager approve

or reject a drafted decision rather than compose one from scratch.

Ask any shortlisted vendor to show a recommendation their Al actually
generated on a real project, not a demo scenario, and how a manager acted on it.

WHAT THIS MEANS FOR YOUR DECISION

SIGNALS TO WATCH FOR

v/ A stated roadmap for moving from reporting to recommendations, not just current features
v Willingness to show real Al output from an existing client, not a scripted demo

v/ Clear boundaries on what Al is allowed to do without human approval
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TREND 2 OF 5

Conversational interraces
become the default

Site staff were never going to consistently open a separate app to log daily progress. The clearer
pattern across the market is data entering the system through channels people already use for
everything else, chiefly WhatsApp, rather than through a dedicated construction app that competes
for attention with existing habits.

Weight how much of daily data capture actually happens through a channel your
site teams already use, not how many features exist inside the dedicated app.

WHAT THIS MEANS FOR YOUR DECISION

SIGNALS TO WATCH FOR

v Bills, GRNs and daily updates capturable through WhatsApp, not only the app
v No separate login required for site staff to report basic progress

v A stated plan for voice input, for teams less comfortable typing

See Aasaan PCM in action, book a free demo -

A WhatsApp-connected lead register, not a separate standalone app
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TREND 3 OF 5

Point solutions consolidate
into connected platforms

Part 2 described Level 4, a single connected platform, as a maturity stage most businesses have not
yet reached. The market is moving in a direction where that stage becomes the baseline expectation
rather than a differentiator, and specialised standalone tools for attendance, billing or inventory alone
become harder to justify against an all-in-one platform on shared data.

A vendor strong in only two or three of the eleven checklist categories is now a
riskier long-term bet than the same vendor would have been three years ago.

WHAT THIS MEANS FOR YOUR DECISION

SIGNALS TO WATCH FOR

v A genuinely shared data model across modules, not separate databases stitched together
v/ Atrack record of adding categories over time, rather than staying narrow

v Willingness to show how billing, inventory and labour data connect in practice
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TREND 4 OF 5

Embedded finance shortens
the cash cycle

Billing was covered in Part 3 as a checklist category on its own. The broader trend is software moving
from simply generating a bill to actively shortening the time between work being measured and cash
being collected, through automated reconciliation, faster approval routing, and in some cases
financing tied directly to verified project data rather than generic credit history.

A plattform with strong billing accuracy but no meaningful reduction in collection
time is solving half the problem this trend is pointing toward.

WHAT THIS MEANS FOR YOUR DECISION

SIGNALS TO WATCH FOR

v/ Bank or accounting reconciliation that happens automatically, not through manual upload
v Approval routing fast enough to be measured in hours, not weeks

v Any financing features tied to verified project data, not a generic lending add-on
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TREND 5 OF 5

Open interoperability becomes
a buying requirement

The Connectivity pillar of the 5C Framework from Part 4 asked whether a vendor fits your existing
stack. That question is becoming less optional over time. As more systems, accounting, GST filing,
banking, HR, expect to exchange data automatically, a platform that only exports a spreadsheet is a
growing operational liability, not a minor inconvenience.

Ask for a live, working integration with a system you already use, such as Tally or
a bank feed, rather than a roadmap promise or a generic APl document.

WHAT THIS MEANS FOR YOUR DECISION

SIGNALS TO WATCH FOR

v A documented, publicly available API, not one revealed only on request
v/ At least one live integration you can verify with an existing client

v/ A clear answer on data ownership and export if you ever decide to leave
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KEY TAKEAWAYS

A decision that still holds
up in three years

v/ None of these five trends should override the weighted scorecard from Part 4. They are a second
lens, applied after a vendor has already scored well on fundamentals.

v/ A vendor with no credible answer on Al direction, conversational data capture, platform breadth,
cash-cycle speed or interoperability is a bigger long-term risk than the 100-point checklist alone
would suggest.

v Ask for evidence, a real recommendation, a real integration, a real client, not a roadmap slide, on
any trend that matters to your business.

COMING UP IN PART 8

Choosing The Right Partner

The final part of this guide brings every chapter together into a single decision,
and closes with the complete set of worksheets from Parts 3 and 4 in one
place.
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PART EIGHT, THE FINAL PART

Choosing the Right
Partner

Everything so far has scored a product. This closing part scores the
relationship that comes with it, since the same eleven categories can
look identical on paper between two vendors who behave completely
differently once a contract is signed. It then brings all seven previous
parts together into a single page, and closes with the worksheets in one
place, ready to use.

A vendor is not just a product you buy once. It is a relationship you renew every
year, whether or not the product ever changes.

WHY THIS CHAPTER EXISTS

IN THIS CLOSING PART

v How a vendor behaves during evaluation, as a signal for how they behave afterward
v The entire Buyer's Kit, condensed onto a single page
v The Category Weighting and Vendor Scorecard worksheets, ready to fill in

v/ A final checklist to confirm in writing before signing anything

Explore the software behind this guide -
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PART EIGHT - CHAPTER 02

gﬁ aasSaan SIGNALS DURING EVALUATION

simplify.create BOOK A FREE DEMO

STEP ONE

How they behave now is how
they will behave later

A sales process is a vendor on its best behaviour. What that best behaviour actually looks like is itself
informative, and worth watching as closely as the product demo.

Constructive pushback

Did they ever say a requested feature genuinely does not fit your case, or agree enthusiastically to
everything asked?

Response speed during evaluation

The speed of an answer during a sales process is usually the ceiling, not the floor, for support speed
afterward.

Handling the unscripted question

What happened when something was asked outside the planned demo flow: a real answer, a deflection, or
a promise to follow up that never came?

Written commitments

Do promises made in conversation also appear in the written proposal or statement of work, or only in the
room?

Reference candour

Were you allowed to choose which existing client to speak with, or only offered the vendor's own
selection?

Internal alignment

Did the implementation team, once introduced, confirm what the salesperson had already promised, or
contradict it?
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STEP TWO

The Buyer's Kit,
condensed onto one page

Seven parts, condensed to what each one actually gave you.

PART 1 Foundations

Why software purchases fail, and who this guide is written for.

PART 2 Digital Maturity Assessment

Where your organisation actually stands today, Level 1through 5.

PART 3 The 100-Point Checklist

A scoreable, category-by-category evaluation, usable against any vendor.

PART 4 The Vendor Evaluation Framework

Weighting categories by what matters to you, and turning scores into a real comparison.

PART 5 ROI and Total Cost of Ownership

What the decision is actually worth, and what it actually costs once every line item is counted.

PART 6 The Implementation Roadmap

What a well-run rollout looks like, week by week, from kickoff to go-live.

PART 7  Technology Trends

Making sure this year's decision still holds up three years from now.
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simplify.create BOOK A FREE DEMO

WORKSHEET ONE, FROM PART FOUR

Worksheet: Category Weighting

Assign each category a weight from 1 (barely relevant) to 5 (a deal-breaker if missing), before scoring a
single vendor.

Planning Reporting
Procurement Security
Inventory Implementation
Labour Training

Billing Support

Al

If every category ends up weighted a 4 or a 5, the exercise has not started yet. Forcing trade-offs between
categories is the point of this worksheet.
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WORKSHEET TWO, FROM PART FOUR

Worksheet: Vendor Scorecard

Score each category out of 2 for every shortlisted vendor. Multiply by the weight from the previous
worksheet, then divide the total by the sum of the weights, to reach a final weighted score out of 2 per
vendor.

Category Vendor A Vendor B Vendor C

Planning
Procurement
Inventory
Labour

Billing

Al

Reporting
Security
Implementation
Training

Support

Weighted score (out of 2):
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A FINAL CHECKLIST

Betore you sign anything

A strong evaluation can still be undone by a weak contract. Confirm each of these in writing, not in
conversation, before signing.

Pricing locked for a defined term

O Not subject to change within the contract period, including per-user pricing as headcount grows.
0 Every checklist item you scored a 2 is named in the contract

Not assumed from the demo, but written into the agreement or statement of work.
0 Data export process and cost defined upfront

Agreed in writing before it is ever needed, not negotiated at the moment you decide to leave.

Support response times as SLAs
Specified as measurable commitments, not described only in conversation during the sales process.

A named implementation lead and go-live date
Written into the agreement itself, not left as a verbal commitment from Part 6.

An exit or downgrade clause
That does not require a full year's notice to invoke.

Renewal pricing terms defined now
Not left open for negotiation once switching costs make leaving harder.

Ready to see this on your own projects? Book a demo -
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¥& gasaan
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Thank you ror
reading this tar

This guide was written to help construction businesses evaluate
software on its own terms, structured evaluation instead of vendor
marketing, whether or not that evaluation ever leads to Aasaan. If it
helped you ask better questions of every vendor on your shortlist,
including us, it did its job.

ABOUT AASAAN RESEARCH

Aasaan Research is the research arm of Aasaan, publishing independent,
vendor-agnostic frameworks for construction businesses evaluating
technology. This is Research Edition 2026 of The Construction Software
Buyer's Kit.
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