
One Platform,  
One Standard
Using Mobile Contract Management 
Solutions to Improve Contract Compliance 
and Documentation

About:

California Water Service Group (Company) is 
the third-largest publicly traded water utility in the 

United States, providing high-quality water and wastewater 
services to about two million people in more than 100 
communities through four subsidiaries in California, Hawaii, 
New Mexico and Washington.

Over 50% of company spending ties to multi-year 
construction contracts in more than twenty districts 
throughout the entirety of California, and the Company 
works tirelessly to ensure all contracts are in consistent 
compliance and all regulations followed.

Complexity Management in the Utility Space:

As providing affordable and excellent service is 
one of the Company’s primary goals, the demand 

for efficiency and transparency pervades all aspects of 
the Company’s work. Given the decentralized nature of 
the operations as well as the diversity and specificity of 
regulatory compliance needs, each of the Company’s 
districts has historically developed its own contract 
management processes for walk-throughs, field inspections, 
materials receiving, project acceptance, and performance 
evaluations. 

The practice of maintaining audit trails for contract 
management and compliance was entirely manual and 
fragmented. The Company knew it was time to create a 
mobile-based solution and standardize processes.

From Legacy Processes to Enablement 
through Mobile Solutions

The inspiration to innovate came during a 
strategic sourcing project for master construction contracts. 
The effort was a significant initiative for the Company that 
involved a six-month engagement by a team of experienced 
operations and procurement personnel along with 
ProcureAbility. One of the objectives of the sourcing effort 
was not only to reduce spend while ensuring contractor 
performance, but also to standardize processes across 
the company. This focus on standardization led our project 
team to a mobile app solution to standardize processes and 
address the documentation issues across the company.

The team used an off-the-shelf, low cost development 
platform called GoCanvas to build the mobile apps. 

For the solution to be considered a success, it would have 
to accomplish four target goals:

• Facilitate contractor management and contract 
compliance by enabling users in the field to log the daily 
field and materials inspections, contractor performance 
observations, and job evaluations

• Facilitate regulatory governance and compliance by 
enabling users to compile reports in the areas of water 
quality and environmental protection and to submit 
them in a more timely fashion

• Enable real-time electronic data collection and report 
submission in order to reduce cycle time and paper 
work

• Transmit this information into a centralized system for 
easy document accessibility and management



KPIs

In addition to the above goals, the success of 
the project also hinged upon user adoption rates 

and percent of construction projects work that could be 
documented with the apps. 

• Though participation in the solution was not mandated, 
it grew to 75+ users (about 75% of the user base) 
organically and rapidly, indicating the value of the 
apps to the field personnel. As we saw the tools being 
adopted through the districts, we understood that the 
application was filling a real need.

• The apps produced improved contractor compliance, 
avoided and or rapidly settled contractor disputes, 
reduced inspection cycle times, greatly improved the 
quality of documentation of the work through photos 
and geo-locates, and eliminated paper processing.

Return on Investment

Considering the benefits that the Company gained 
in time saving, better contractor performance, 

and less risk exposure, along with the low-cost, rapid app 
development, the Company was able to produce a postivie 
ROI within months of launching.

Project Feedback

The team continues to capture user comments 
and issues through the online Help Desk system, 

conduct face-to-face user interviews and focus-groups, and 
measuring cycle-times.

Continuous Improvement

Users of the apps have since requested more of 
their contract inspection and reporting processes 

be automated. To date a total of nine mobile app modules 
have been created including modules for field construction 
inspections, change orders, contractor environmental 
compliance, contractor job performance rating, and mainline 
disinfection documentation. 

At a product level, the GoCanvas platform is continually 
improving and increasing in functionality and performance. 
As new data is being captured in the apps, the ease of 
exporting CSVs or PDFs allows for rapid utilization of the 
data for further analysis.

Mobile Contract Management Excellence: A Primer

• Focus on Managing Complexity 
This solution has greatly facilitated the company’s 
strategy to standardize operational processes across 
districts. This is a significant achievement in our 
decentralized environment. By using this application, 
all districts are now able to follow the standard 
inspection procedures, use the same methodology 
to manage contracts, and evaluate the contractors’ 
overall performance.

• Ensure Low Overhead for Field Users and IT 
The application is very intuitive to use even for the 
field employees who do not have a lot of computer 
experience. To provide additional support, we 
created easy-to-follow pocket guides for the users 
to reference. Additionally, with the cross-platform 
support of GoCanvas, users are able to bring 
whatever platform the currently use, from iOS and 
Android on phones to full Windows support.

• Incorporate Continuous Feedback 
We also continue soliciting feedbacks from the users 
to modify or add features for their changing needs. 
Because users readily adopted the application due to 
its ability to save time through ease and low training 
investment, they have since requested more of their 
contract inspection and reporting processes be 
automated. The additional modules that were added 
came directly from feedback and requests. 

• Eliminate Black Boxes 
Use of these apps have brought visibility to the 
executives in charge of field operations and contract 
compliance of the prior process variations and the 
value of tools to standardize contract management 
across suppliers and across the districts. Executives 
now point to the use of the apps and recognize the 
value Procurement, ProcureAbility, and GoCanvas 
have brought to Operations in providing a better 
way to manage contractors and contracts. Further 
transparency is driving suppliers to adopt the same 
technologies, compelling them to become top 
performers.


