The Transition of TC United
Background
TC United Group is a new real estate company that provides several services to customers; property acquisition, planning & consulting, financing, construction, and property management. TC United Group provides customized solutions that allow customers to customize their options based on their personal preferences. TC United provides extra benefit through their property acquisition by checking real estate opportunities that are not showcased on the public market. For planning and consultation, TC United provides analysis and framework to help clients choose the right real estate properties and to educate them on the associated risks. TC United provides clients an easier way to obtain financing through their network of lenders and a specialist to work with the client to better align their financial goals. TC United provides construction services through their team of specialized professionals and works with the client throughout the building process to ensure the client's needs are met. Lastly, TC United provides management services for client properties while allowing customers to monitor their real estate property growth. IT change management is a key topic area because of the problems that could arise with mismanagement. The transition from an old to a new system is often time-consuming and can be hinder by the lack of support from the organization or the employees who will be using most of the IT resources. A system could fail purely because members resist the change and new procedures that would be required. Employees will tend to rely on the software or hardware they are most comfortable with and as long as it executes the tasks required of it. The sociocultural and technical aspects of the organization need to be considered when implementing a change, particularly when it is IT related because of the pervasiveness of information technology in this current period. 
Interviewee Information
Name: Emeka Ndukwe	Employee: TC United Group		Department: Accounting
Phone Number: 613-700-3728	Email: emeka.ndukwe@outlook.com
Interview Format: Created a list of questions for my brother to answer. He also gathered information from IT professionals and managers working in TC United Group.  
Analysis
TC United Group previously used excel (i.e. spreadsheets, macros) and paper documents to manage projects (i.e. track costs) and for accounting purposes. There have been several problems that have resulted due to this method of financial recordkeeping; clients who were renting real estate property (room or suite in an apartment building) owned or managed by TC United Group would pay their monthly rent but there was no way of keeping track of client room changes. There were some cases of clients regularly paying their monthly rent but they had moved to a different room/suite in the same apartment building. The company would not discover the change in tenant until they had gone over their paper records and excel spreadsheets for accounting purposes but due to their small number of employees, the process was often time-consuming and did not adequately keep up with changes.  TC United Group is changing from a paper-based system to a web-based system called BuilderTrend to increase their adaptability to real-time changes, better project management, easier financial recordkeeping and more time and manpower to focus on other important projects. TC United Group chose BuilderTrend because the company needed a program that allowed them to grow and maintain the same number of employees. The result is that the company does not need to hire extra site supervisors to oversee every aspect of the project which saves costs. The change from old to the new system is still currently being implemented. Account managers from BuilderTrend have provided a lot of assistance during this transition. The issue with BuilderTrend is that it doesn't have a live cash-flow analysis feature. For example, assume a contract has a 75% costing and our sub-contractor is already 50% complete in terms of the project. This should trigger a red flag so that we can tell our sub-contractor to slow down in order to avoid going over budget.
BuilderTrend Features
BuilderTrend is a web-based construction software that provides and manages various aspects of construction work (Pre-Sale Process, Project Management, Finance Management, and Customer Management). BuilderTrend is sold using the software-as-a-service model with the option for the BuilderTrend team to deal with any troubleshooting issues and provide quality IT support. The option would require monthly payments included with the cost of purchasing the software. The presale process of construction work involves bidding for available projects and presenting several proposals. This process also involves marketing from companies so that they are in a more favourable position when they are being considered for the project. BuilderTrend helps streamline and improve theses business processes in various ways; making proposals digitally which reduces costs by going paperless and quicker sending of bid requests. Proposals can also be saved and reused digitally, client signatures can be gotten via a mobile device which ensures deals can be closed quickly and conveniently. A catalogue of proposals can be created to allow for quick referral and reference when similar projects are being considered for bidding. Customer Relationship Management is also included so closing project leads is faster through mass and automated email marketing. It also allows reviews from customers to be posted to the relevant company’s website. These time and cost savings will not only improve business efficiency and effectiveness but will also allow TC United to compete for construction projects regardless of their small employee size.
BuilderTrend offers many improvements to various aspects of project management after bids have been won and construction work has started. Daily logs are provided with convenience; voice to text options, option to take and add photos and easily take job notes. Alerts are also sent upon project completion and accountability for completion of work is provided. Scheduling is also made easier via custom templates and the ability to automatically schedule shifts and notifications. The ability to view schedules in multiple different views is also provided. The photo options provided is the share photos of the project progress, photos of project blueprints and photos on the worksite. Communication is enabled across workers via comment threads, the ability to share messages with only relevant individual(s) and search threads by topic for faster location of information. Managing warranty requests is faster and easier while tools for reporting changes are also included. Punch lists can also be created and placed at the worksite. The software allows the user to add notes to their blueprints to provide context and facilitate greater understanding of how the work should be done. Plans can be accessed from mobile devices and history of plan changes is kept and can be reviewed by the user. The user can also create and send project overviews, update schedule and send bid requests with regards to their business partners should the company request a change. 
The financial management aspect provided by BuilderTrend is the component of the greatest interest to TC United and offers many robust features. The first feature is with regards to payments; allows scheduling of payment requests, tracking payments and accept online payments. The second feature is simplified budgeting (handle finances all in one place), purchase orders (custom cost codes), integration with applications (QuickBooks, Xero, PayPal, Facebook, Twitter, WePay, Pinterest), lien waivers (integrated into online payments), time sheets (mobile check-in/out, easy exporting), and change orders (easy creation, mobile signatures). 
The customer management aspect provided by BuilderTrend helps integrate customer feedback and encourage engagement. The software provides a customized login page, easy selection approval and management, allows customer reviews on the website, allows survey creation and analysing, easier communication (search comments threads, good sharing options), a mobile application for tablets and smartphones (voice-to-text feature). 
Transition Issues
The first issue would be generating stakeholder engagement and getting them to support the change. It is challenging to convince our external stakeholders (i.e. sub-contractors) to include BuilderTrend in their day-to-day operations which can affect project time (integrating costs, keeping track of project schedule and budget into BuilderTrend). Lack of stakeholder support is a crucial part of why some changes/projects fail and garnering support is more difficult when change is involved. Sustaining stakeholder commitment is imperative to ensure success when dealing with organizational change. “There are five primary determinants of project commitment: project, psychological, social, organizational, and cultural”(Pearlson, Saunders, & Galletta, 2016, p. 251). It is imperative to focus on all aspects of project commitment when appealing to stakeholders for support. To resolve this problem, TC United Group should delegate an employee to communicate the benefits of switching to the new software in the short and long-term. Stakeholder analysis should be conducted to determine the most successful way to garner stakeholder support and commitment. An incentive could be used to encourage them to switch to BuilderTrend for the duration of the construction project. The employee should be tasked with updating stakeholders on the status of the change implementation and results. Another alternative is to utilize a relationship with a reputable subcontractor to convince them to promote the use of BuilderTrend to the other subcontractors. The advantage of this method is that the subcontractors will be more likely to listen when the suggestion is coming from one of them, particularly those with a good reputation. The reduction in the number of subcontractors required to oversee projects might be a key contributing factor to the lack of adoption from them. An alternative solution must be found to account for the lack of a live cash flow analysis feature (i.e. project manager can utilize email or BuilderTrend to create reminder notifications about checking the current project costing)
[bookmark: _GoBack]The second issue would be dealing with the resistance to change. Some site supervisors do not want to use BuilderTrend because they are more familiar with completing their projects the old-fashioned way. From their view, the use of BuilderTrend is an extra step to completing a project. There are several reasons for resistance to change to occur; “Failure to perceive benefits. Any significant change will produce both positive and negative reactions. Education may be needed to help managers and employees perceive more positive than negative aspects of the change…Lack of coordination and cooperation. Organizational fragmentation and conflict often result from the lack of coordination for change implementation. Moreover, in the case of new technology, the old and new systems must be compatible… Uncertainty avoidance. At the individual level, many employees fear the uncertainty associated with change”(Daft & Armstrong, 2014, p. 396-397) All three of these reasons are prevalent in this case and need to be dealt with to move forward with the transition. It is essential to convey the advantages of using BuilderTrend to the site supervisors to be able to reap the full benefits the software provides. If all contributors to a construction project utilize the same software, time can be saved as a result due to unified documentation (invoices, project changes and updates…).  Constant communication is needed to convince detractors and can be implemented through online discussion groups, project update meetings and emails. TC United should focus on the paperless aspect, faster documentation and easy updates that BuilderTrend provides. This would appeal to the site supervisors because they would be able to save on the cost of paper documentation, get paid quicker through online invoices, update quickly and locate relevant documents with ease. The result would be a reduced chance of incorrect documentation, loss of crucial documents and miscommunication. Integrating the people who are affected by the change will reduce the amount of backlash against the change. Training will also need to be provided for the site supervisors to help them combat the uncertainty of using BuilderTrend to complete their tasks. Training is required to use the new system and it is mostly self-learning done on your own time. It involves logging into the software and working through demos/videos. The project manager also created an easy to use, customized manual to help employees and stakeholders to gain the full benefits of using the software and will help support the integration process. Also, an individual can contact the BuilderTrend support team to provide help with any areas that the employee does not understand. The project manager in TC United has created an easy to use, customized manual to help employees and all stakeholders to use the software. This should allow for seamless transition from the old to the new information system.
The last issue is dealing with volume growth, an increase in the number of projects that the company takes on is leading to having less time to implement the switch from the old to the new system. One way to deal with this issue is to create a change team within TC United that is full focused on activities related to the implementation of the new system. The change team could be comprised of employees from different departments to enable a more holistic viewpoint with regards to the transition. The change team would also act as an intermediary to facilitate communication between departments and stakeholders regarding issues with the new software. The benefits of this approach are departments and stakeholders can focus on their duties without increasing the implementation time, issues can be discovered quickly, user engagement will increase due to constant communication and stakeholder concerns are taken into consideration. Depending on the employee size of TC United, this option may be difficult to utilize because it might stretch their workforce. Another option is to hire outside help to facilitate the change implementation which would enable the company to focus their entire staff on handling the increasing number of projects. The drawbacks to this approach are that conflict might occur between internal staff and the outside help, costs might be high depending on the length of the transition phase and post-implementation support might be required which would further increase expenses. Another area that should be addressed is the lack of post-performance metrics to evaluate the effectiveness of the implementation because since TC United is a new company, no criteria have been set up to evaluate implementation process of the system. An example of a measure that could potentially be used to evaluate the performance of BuilderTrend is having a certain number of sub-contractors regularly submitting bids using BuilderTrend. Projects that are completed using BuilderTrend could be compared with older projects to evaluate the effectiveness of the new software. 
IT Framework (Use, Impact, Management)
The management of BuilderTrend is handled externally by the BuilderTrend team which is provided as a service. Support for this service is available 24/7 and allows for more seamless integration into a company because the software will be managed by the individuals who are most familiar with it. The funding method used that is employed for BuilderTrend is the purchase of the software and the monthly fees for the continuous management service provided by the company. BuilderTrend is primarily used by individuals involved in construction work because it provides many features which enable them to complete projects effectively and efficiently. The software can be used via a mobile or desktop device on the construction site or at a different location. In TC United’s case, some TC United employees primarily field workers and site supervisors (external or internal) are the primary users of the software. The impact of the software on project work is smaller companies can compete for construction projects, reduce costs, retain employees and better manage their organizational information to gain a competitive advantage. In TC United’s case, they can keep the same size of employees but work more efficiently and effectively on a larger number of projects. 
Conclusion
The acquisition of BuilderTrend is aligned strategically with TC United’s business strategy and helps enable the company to perform more effectively. The planning and proper selection of the software will help the company thrive and control costs. The flexibility and convenience will allow employees and site supervisors to better integrate their work, communicate and collaborate on projects. The software would also avoid any communication errors or loss of important files. More post-implementation metrics would be helpful to better track progress and use to help convince any reluctant stakeholders. A suggestion would be to utilize the same metrics for evaluating older projects before BuilderTrend (increased costs, slow processing and collection of necessary documents, project completion time…) and apply them to current projects that utilize BuilderTrend. This would provide a base point for comparison and would best display the advantages of using the new software in contrast to the older way of doing business. Data could be collected for the first and last four months of the year to get a better representation and account for the learning/training time needed to fully use all the functionalities of BuilderTrend. This displays how good IT strategy, management and acquisition can help support business strategy to better achieve organizational mission and goals. It also shows that the impact of IT is almost fully reliant on IT management which predicts the level of productivity/efficiency that is realized. 
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