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THE STARTING POINT

Construction can't afford to get this wrong
Construction and civil engineering businesses run on systems that took years to bed in and cost millions to implement:
ERP, cost management, planning and scheduling platforms that the whole business depends on. That makes wholesale
technology replacement one of the most expensive, disruptive and risky moves a construction business can make. Every
rip-and-replace programme carries the same exposure: budget overrun, delivery delay, and a period where the business
runs on unfamiliar systems mid-programme.

AI is often pitched as a reason to replace those systems: a new platform that does it all. In construction, that is the wrong
instinct. The data that actually matters, cost codes, subcontractor records, planning history, safety records, already lives
inside the systems the business trusts. The right question is not "what do we rip out?" but "what can we layer on top,
without touching the core?"

The principle this document works from: AI should be applied carefully, in places where it removes manual effort and
improves decisions, alongside the systems already in place, rather than as a justification for another expensive,
high-risk technology change.

THE RISK OF RIP-AND-REPLACE

Big-bang technology change
Multi-year timelines, high capital cost, business disruption
during cutover, and a real chance the new platform doesn't
fit site-level ways of working any better than the old one.

THE ALTERNATIVE

A vertical AI layer
Targeted capabilities that sit alongside ERP, cost and
planning systems, using the data already there, delivering
benefit in weeks rather than years, and de-risking any
future platform decision rather than pre-empting it.

DEFINITION

What we mean by Vertical AI
Vertical AI is AI built for one industry's specific processes and data, as opposed to horizontal, general-purpose AI (a
chatbot, a generic copilot) that answers anything but understands nothing about how a construction business actually
runs. A vertical AI capability is narrow by design: it captures one type of data (a receipt, a delivery note, a safety
observation, a planning condition), understands the construction-specific context around it, and feeds a decision or action
back into the systems the business already runs on.

Vertical AI is a connecting layer, not a replacement platform. It runs alongside ERP, cost management and planning
systems, reading and writing to them, rather than asking the business to migrate its data anywhere else. In practice, that
means three things:

SPEED

Faster capture
OCR, mobile capture and document AI cut
data entry from minutes to seconds, at the
point the data is created rather than after
the fact.

ANALYTICS

Sharper visibility
Anomaly detection, pattern recognition and
NLP surface issues and trends in real time
rather than at month-end review.

DECISIONING

Fewer exceptions
Low-risk items are auto-approved or auto-
routed; only genuine exceptions reach a
person, so headcount is spent on
judgement, not processing.

Capture once, at the point of creation. A timesheet, invoice, safety observation or planning document is captured
digitally the moment it happens, not re-keyed days or weeks later.



ONE CONNECTED BUILD

The capability chain across finance, site and planning
Rather than ten separate automations, construction's vertical AI opportunity is one connected architecture: capture data
once, at the point it's created, and make it usable immediately across finance, site management, and planning and data
intelligence. Across the construction and housebuilding use cases we've mapped, and in several cases already built, the
same pattern holds: each capability solves a specific, visible problem, but all of them are built on the same underlying
architecture, so they can be delivered independently for a quick win while still adding up to a single connected picture of
the business.

GROUP 01 · FINANCE AUTOMATION

The natural starting point: near-term, proven, low-risk, and it sits directly on top of the existing ledger and cost codes.

Time & Expenses
The challenge: claims keyed and reconciled manually, after the fact.

How AI helps: mobile/photo capture with OCR auto-fills claims; anomaly detection flags issues in real time; low-risk
claims auto-approve.

Goods Receipting & Invoice Management
The challenge: GRNs and invoices matched to POs by hand: slow, error-prone.

How AI helps: document AI extracts line items; automated three-way matching flags discrepancies instantly; in-
tolerance invoices auto-approve.

Purchase Order Management
The challenge: site-level requests are manual or paper-based, with poor budget visibility.

How AI helps: mobile PO raising against pre-filled templates gives real-time commitment tracking before an invoice
ever appears.

A commitment raised, the delivery matched against it, and the labour that completed it are always one record.
Finance sees exposure the moment it is committed.



GROUP 02 · SITE MANAGEMENT

A connected app layer: one connected record per site, subcontractor and plot.

Digital Connectivity (One App)
The challenge: staff juggle disconnected apps for time, safety, compliance and procurement.

How AI helps: one app shell pre-fills and routes data between modules; usage data trains a next-best-action
recommendation engine.

Site Assistant
The challenge: site staff need quick process and H&S answers with no self-serve route.

How AI helps: a conversational assistant grounded in policy answers instantly and escalates low-confidence queries to
a person.

Contract Compliance
The challenge: checking subcontractor insurance and accreditation is manual and reactive.

How AI helps: document AI reads certificates and extracts expiry dates; a risk model prioritises attention before a gap
opens.

SHES: Safety, Health, Environment & Sustainability
The challenge: safety reporting is paper-based or siloed, making trend analysis hard.

How AI helps: photo and voice reporting cuts logging to seconds; predictive models flag elevated risk before an
incident occurs.

Defect Management
The challenge: post-completion defects are logged reactively, with no pattern visibility.

How AI helps: image recognition classifies and routes defects; clustering surfaces systemic issues across projects and
subcontractors.

Attendance, compliance status, safety observations and any defect raised against a plot all sit on one connected
record, so a subcontractor or site showing up across compliance, safety and defects becomes a pattern worth
acting on.



GROUP 03 · PLANNING & DATA INTELLIGENCE

Higher value, higher complexity: most powerful once Groups 1 and 2 are feeding it real data.

Planning Application Management
The challenge: heavy documentation, many stakeholders, long unpredictable timelines.

How AI helps: AI drafts first-pass consultee responses and pre-populates documentation; a model forecasts decision
dates and flags risk early.

Data Intelligence Hub
The challenge: land, cost, sales and market data gathered manually and inconsistently.

How AI helps: continuous ingestion and correlation with internal performance data feeds forecasting models with early-
warning signals.

Why this order matters: finance automation proves the model fast and cheaply. Site management widens the data
captured daily on the ground. Planning and data intelligence is where the compounding return shows up, but
only once the first two groups are supplying it with real, current data.

WHERE IT ALL CONNECTS

Not ten tools: one dataset
Each use case is a separate entry point, but they all write to the same underlying records. A commitment raised, the
delivery matched against it, and the labour that completed it are always one record. The same is true on site: attendance,
compliance status, safety observations and any defect raised against a plot all sit on one connected record. As more of
that operational picture is captured digitally, the Data Intelligence Hub, sitting above finance, site and planning data alike,
turns what was a lagging indicator into a leading one.

DATA SOURCES

Finance data
Time · GRN/Invoice · PO

Site data
Compliance · SHES · Defects

Market & planning data
Applications · Land · Sales

↓

Data
Intelligence

Hub

↓

AGENTIC LAYER · BUILT DIRECTLY ON THE HUB

Bid-Pricing Agent Subcontractor Risk Agent Programme Agent Planning Intelligence Agent

↓

BUSINESS OUTCOMES · RELEASED BY THE AGENTIC LAYER

Cost Reduction EBITDA Improvement Revenue Growth Risk & Resilience Scalability



A hub that only reports what is happening still asks someone to read a dashboard and decide what to do about it. The
agentic layer is what closes that gap: purpose-built agents working from the same connected data that draft, flag, or in
clearly defined cases act directly, with a person approving the exceptions rather than reviewing everything.

MAKING IT REAL

Panamoure's delivery playbook
Sequencing matters as much as the technology. The playbook below is built to deliver instant, provable business benefit
first, then use that proof, and the data it generates, to unlock the higher-value capabilities that depend on it.

0 VALIDATE & PRIORITISE

Confirm what's real before anything is built

2–4 weeks

Score the candidate use cases against the client's actual programme priorities and data readiness, not a generic
backlog. Panamoure works with product owners and business leads to convert requirements into user stories, and
prioritises using a reach/impact/confidence/effort view so the business can see why one use case is going first.

1 PROVE · FINANCE AUTOMATION

Deliver the fast, low-risk win first

6–10 weeks

Start in finance because the return is immediate and the technology is proven. A single use case, typically Time &
Expenses or Goods Receipting & Invoice Management, is built and connected to the existing ledger and cost codes,
with no change to the system of record.

Validate group assignments against current systems and data quality→
Select one use case to mobilise first, with named success measures→
Confirm the "sits alongside, not instead of" boundary with IT/ERP owners→

Ship one working capability into live use, not a proof-of-concept sandbox→
Measure cycle time, exception rate and reconciliation effort against a clear baseline→
Use the result to build internal confidence for Phase 2→



2 CONNECT · SITE MANAGEMENT

Widen the data captured on the ground

3–6 months

Extend the same architecture into site: digital connectivity, compliance, SHES and defect management. Each is a
new capture point into the same underlying record, modular, so a client can add one module without a new app, and
impact on day-to-day site working is minimised.

3 COMPOUND · PLANNING, DATA INTELLIGENCE & AGENTS

Turn a connected dataset into forecasts and agents

6–12 months+

Once finance and site data are flowing continuously, the Data Intelligence Hub and the agentic layer become viable:
they depend on the data foundation built in Phases 1 and 2, which is why they are sequenced last rather than first,
however attractive they look on a use-case slide.

Build the shared site-record data model once; add modules onto it incrementally→
Prioritise the module with the sharpest risk or compliance pain point first→
Start pattern-matching across modules, for example the same subcontractor across SHES and compliance→

Stand up the Data Intelligence Hub as a live, queryable layer, not a static dashboard→
Introduce one agent at a time, for example the Subcontractor Risk Agent, with a person approving exceptions→
Track benefit against the five outcome measures: cost, EBITDA, revenue, risk and scalability→



GETTING STARTED

When to bring Panamoure in
Most construction businesses don't have a team watching for the right moment to apply AI. The signals are usually
operational, not technological, and they tend to show up long before anyone mentions AI by name. If any of the following
sound familiar, it's worth a conversation before anything else gets committed.

A system change is already being costed
You're scoping, or being pitched, a multi-year ERP, cost or planning platform replacement, and want an honest second opinion
on whether the full rebuild is actually necessary before the budget is approved.

Manual reconciliation is eating capacity
Finance, site or planning teams are spending real hours each week re-keying, matching or chasing data that already exists
somewhere in the business, and it's starting to show up in month-end or reporting delays.

A point solution has been proposed in isolation
A vendor, or an internal team, has pitched a single AI tool, a chatbot, an OCR app, a dashboard, without a view of how it sits
alongside the ERP, cost and planning systems already in place.

Growth or a transaction is on the horizon
Preparing for refinancing, PE investment or scaling across more sites, where data quality, auditability and system fragmentation
become commercial questions, not just operational ones.

NO COMMERCIAL COMMITMENT

The free initial consultation
Panamoure's first conversation costs nothing and commits you to nothing. It's typically a focused working session, in
person or remote, with the people who feel the problem day to day, finance, site and planning leads, not just IT, so the
diagnosis reflects how the business actually runs rather than how the org chart says it should.

1

Listen
An open conversation about where the
friction actually is, in the words of the
people doing the work, not a sales pitch
for a platform.

2

Diagnose
A straight read on whether the problem
is systems, data, process or people,
and which existing platforms any
answer needs to sit alongside.

3

Recommend
A specific, scoped next step, with a
provisional view on cost and timeline,
and an honest answer if vertical AI isn't
actually the right move yet.

This is where Phase 0 of the delivery playbook actually starts, at zero cost and with no obligation to proceed. You
leave with a one-page summary of the problem as Panamoure sees it, and a provisional view on the single use case
worth proving first.



PANAMOURE

NEXT STEPS

Get to a first live use case, fast.
The fastest way to build confidence in vertical AI is to prove it once, on real data,
without touching the systems the business depends on.

info@panamoure.com
+44 (0) 20 7871 7660
panamoure.com
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Simon Farrell
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Validate the group assignments against current programme priorities and data readiness→

Select one use case to mobilise first and define success measures→

Scope the connected-record foundation alongside the first-phase delivery, so later phases connect rather than restart→

Empowering Transformation, Driving Success.


