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2 

Project activity: A specific 

business approach 
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Presentation: Project Activity 

Definition: what is an industrial project (Project Engineering)? 

 

 
Involves non-standard equipment (project > €30 M) = BESPOKE 

and/or 

Water quality / specific issue 

and/or 

Specific requirements / major studies 

and/or 

Significant contractual implications 

and/or 

Requirement to commit to defined results and operation 

 

Project Engineering: 

 

implementing water-treatment solutions  

in a bespoke environment 
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Project approach: Specific 

specific by virtue of the: 
 

-  "Local" context:  
weather, min/max temperature, humidity, 

quality of the resource (surface water, tap water, borehole water, etc.)  

 

- Type of industry player: 
centralized engineering (specification = particular to agrifood as opposed to 

pharmaceuticals) 

project approach = design 
 

- Water-treatment requirement: complete system with guaranteed results 

 

   

 Bespoke solution 
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The local BWT Permo partner: role in 

the business approach  
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Project process 

Project request from Distributor - R Gallais validates 

feasibility 

Plant designed and costed / business proposal drafted - 

Contract Manager for Industrial Projects 

Proposal presented – Meetings with customer 

Negotiation / Planning 

Customer order 
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GO / NO GO 

Project GO / NO GO 

 

 

What chance do we have of winning the business? 

What do we see as the potential?  

Three areas: Technical/ Business/ Finance 

 

A risk assessment is required 

before responding 
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Project assessment criteria  

 

•Contractual context 

 

•Analysis of Technology/Customer combination 

 

•Technical guarantees 

 

•Local assembly (limits to scope) 

 

•Water analysis 

 

•Presence or not of Consultant / Engineer 
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Contractual context 

• Consultation documents? 

 

• Customer negotiation based on the proposal/specifications 

from BWT or from a competitor? 

 

• Order of priority of contract documents? 

 

• Proposed date and terms & conditions of acceptance 

(provisional/final)? 
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Technology / Customer 

combination 

• Proven technology / Existing customer 

 

• New technology / Existing customer  

 

• New customer / Proven technology 

 

• New customer / New technology 
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Local assembly 

• Limits to supply (skid or others?) 

 

• Local assembly by internal or external team? 
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Technical guarantees 

• Capacity  

• Quality of treated water 

• Guaranteed (or not) operating costs (electricity, formulated 

products, water, etc.) 

• Other 

 

Consequences of non-conformity 

 

• Penalties 

• Contract termination 
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Analysis of water / local conditions 

• Complete water analysis available? 

 

• Water liable to vary? 

 

• Conditions at the point of supply to the equipment (pressure, 

flow rate, temperature, etc.) 
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Presence of engineering / BE / Consultant 

• In the context of the project, is this an opportunity or a threat 

for us? 

 

• If a BE is present, the project management may be time-

consuming (invoiced by the minute, etc.) 
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Partner roles – Technical environment 
 

 

 
- Identify the project's technical environment 

 

- Do we have the technological skills? 

 

- Contribute to identifying any technical project risks 

(technical, activity, customer environment, etc.) 

 

- Site visit / existing equipment? / take samples 

 

- Review fully the raw water analysis 

 

- Identify special characteristics of the customer:  

Group Technical Specifications (e.g. Danone and 

Nestlé)   

Equipment, process control, etc.  
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Total alkalinity < 10 French degrees 

Notion of specifications 
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SOFT DRINKS 

…except for 

juices… 
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SPX: absence of chlorides 

enforced by the contract 

<17 French degrees 
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Partner roles – Business environment  
 

 • Identify the business environment 

  

- Is this a customer or a prospect? 

 

- What stage has the project reached? Budget / 

preliminary design / detailed design? 
 

- % project completion 
 

- Customer solvency? 
 

- Competition (Who? What activity? Local 

representation?) 
 

- Contact persons present / Who decides?  
The GRID: The Steering and Decision-making Group 
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GRID Project – Business environment 

Décision 
Projet 

Ingénierie 
Interne 

Travaux 
Neufs 

Chef de 
Projet 

Maintenance 

Directeur 
Technique 

Direction 
Générale 

BE 
Externe 

Assurance 
Qualité 

Power struggle? Who are our allies? 

Whom must we 

convert? 
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Partner roles – Business environment  

- BE or external consultant present? 

  

- What potential? Equipment – Products – Services 

 

- Which supplier for the process? 

 

- Other 
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• Control the project environment 
 

- Time-scale for project completion? 

 

- Milestones (order, preparation, assembly, start-up, etc.) 

 

- Details of the service? (Transport, equipment supply only? 

assembly required? etc.) 

 

- Commissioning / training requirements 

 

- Is the customer the subcontractor (manufacturer) for a 

multinational? 

 

- Does it have references in this area? 

Partner roles – Project environment 
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Feasibility confirmed = Request for project 

DTMP 521 Project GO 

Customer information and requirements compiled in order to 

scope and prepare the project 

DTMP521a Project Study-Data Sheet.doc
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DTMP 521 / DATA GATHERED 
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Essential!     Microbiological parameters 

     Organic matter (COD, pesticides) 

At the site: 

pH  

Fouling index for reverse osmosis 

Min / max temperature 

 

One or more complete and representative water analyses (one for each season, 

for example)  
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Preparing a proposal 
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Commitments on results 

 and performance levels 
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Our objective: To win the contract 

  The market for the bespoke-solutions industry is competitive 

and international 

 

 It is possible to compete internationally and locally, generally 

using an aggressive pricing policy 

 

 Concept of a reference price per technology, with a centralized 

organization at some customers' premises 
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Winning the deal: how do we differentiate the 

offering? 

 

 
o "Sell" the customer the BWT Permo project structure!!! 

o Use BWT's expertise and structure to sell a system or a water-

treatment solution rather than a technology  

o Differentiate with innovations (such as Eco MX and WATS C)  you 

don't lag behind 

o Use your references to demonstrate your expertise (lists of 

references available!) 

o Take the customer's constraints into account / seek to differentiate 

 e.g. an approach that saves water and chemicals 

o Take a global approach: Equipment / Products / Services 
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Osmosis 

permeat

e 
Rejecte

d 

Finally 

discharge

d 

75% 

60% 

Softened 
water 

Overall yield: 88%, with an improved permeate 
quality 

Reverse osmosis 

An approach that saves water 

Re-treating osmosis concentrates 
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Identifying untapped opportunities at the customer site 
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Site: QATAR 
Iron removal plant  

Supply of make-up water 
to the cooling towers 

Site: BORDEAUX REGION 

Drinking-water filtration unit 

Site: ROUEN REGION 

Osmosis plant 

Site: VENDEE REGION 
Filtration unit for re-using water from 

the rainwater treatment plant    Site: LIBYA 

Site: LAON REGION 
Iron removal plant for drinking water 
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Internal resources allocated to selling 

and managing a project 
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The Industrial Project activity 

 
% of whole = 24 

 

over 200 implementations / year 

 

Projects Service (total of 26 people) 

Separation techniques 

Ion exchangers 

Membrane technology 

Environmental techniques 

Disinfection techniques 

Sterilization techniques 

Qualification techniques 
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A Projects Service for… 

…Technologies  

 
Reverse osmosis 

Ultrafiltration / microfiltration 

Electrodeionization 

Ion exchange 

Chemical and physical disinfection 

Demineralization 

Sand and carbon filtration 

Degassing 

Other 

….Skills  

 
Process 

Discharge 

Producing drinking water 

Disinfection 

Closed systems 

Ultra-pure water 

Equipment rental 

Other 
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Our areas of activity and expertise 

- From standard to bespoke. 

 

- From turnkey to sales per m3. 

 

 

- From on-site assembly to container delivery. 

 

- Appropriate solutions for all levels, from water for utilities to water 

as a constituent. 

 

- A global approach covering the plant's equipment, materials and 

operation. 

 

- Solutions tailored to customer concerns, 

  from converting borehole water into drinking water to recycling 

treated water. 
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• 26,700 samples per year 

• Equipment 

 Two plasma torches 

 Three automatic titrators 

 Portable low-range analyzers (for oxygen, 

sodium, conductivity, etc.) 

 Videoendoscopy 

 
• Staff 

1 engineer, 4 technicians, 1 assistant 

 

 

• A dedicated area for waste 

water 

The central laboratory 
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- Project starts when the order is taken and ends 

when the acceptance report is signed 

 

- Visit of project observer: kick-off meeting 

 

- Internal organization works on: 

 Design work: plans, bills of materials, etc. 

 Manufacture: internal to the Group or external 

 Business: logistics and consumables, etc. 

Performing a Project assignment 
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The various stages 

Kick-off meeting 

Design work / Document preparation 

Procurement tenders 

Plant acceptance: FAT 

Dispatch from factory / delivery to site 

Design review - Manufacture 
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Chef de Projet 

Chef Projet 
BWT 

Pharma et 
Biotech 

Qualification 
Chargé 

d’Affaires 
Bureau 

d’Etudes 

Sous traitant 
Automatisme 

Achats 
SAV 

Central 

Chef de 
Chantier Agence 

CLIENT 

Mechanical 

design 

 

Manufacturi

ng plan 

 

Manufactur

e 

Test 

 

protocols 

Bill of 

materials 

 

Functional 

analysis 

PID 

 

Layout plan 

 

Summary 

Automation 

design 

 

Documentation 

 

Manufacture 

 

Testing 

Procurem

ent 

Start up 

 

Training 

Coordination  

 

Work on site 

Start up 

 

Plant 

monitoring 

Coordination 

 

Monitoring schedule 

Project Manager Project Coordinator 
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Prospecting 

Quotation 

Order 

Execution 

Delivery 

Assembly 

Commissio

ning 

Satisfied 

customer 

Progress of a Project assignment 
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Detail design studies: Layout of customer 

premises 

Before on-site assembly 
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Industry assembly workshop at Saint Denis 

Staff: 10 people, including 3 

TIG welders with qualifications 

as welding operators 

(Qualification Opérateur 

Soudeur - QOS) and welders 

(Qualification de Soudeurs – 

QS) 

 

Description: 

PVC/ 316 L stainless steel, TIG 

welded 316 L stainless steel 

(manual+orbital) 

 

Equipment manufactured in 

2012: 

Total of 1360 items (all 

equipment taken together – 

standard and bespoke)  
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Blueprints 
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Manufacture 

INDUSTRY WORKSHOP 
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RO DANONE / Bottling 

2 RO skids + 1 clean-in-place skid 

Pre-cabled assembly 

Assembly may be cleaned in place 

Design of agrifood process 

Stainless-steel assembly to DIN standard 
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Document preparation: the technical dossier 

Bill of 
materials 
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List of consumables and spare parts 

e.g. 
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Partner roles: 

Logistics/ Acceptance Delivery Installation 

Assembly / Supervising assembly 

Assistance with commissioning  

 

Detailed project planning 
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Packaging / Transport 
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Coca Toulouse Sagem Montluçon 

On-site assembly 

Lucart Total 
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Commissioning industrial plant 

Commissioning / Performance testing  

Staff training 

Final acceptance 

Operating: Training - Contracts - Consumables: 

Commercial valuation of the outcome 

 

Satisfied customer = another job? 

Acceptance of the assembly 



55 

Commissioning: position at Time Zero 

55 



56 
56 

Operational qualification and performance 

testing 
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Plant acceptance report 
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PLANT STATEMENT 

Monitoring the plant: diagnostic tools 
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Service 
• standard equipment  

• custom made 

 & ready to use 

 water-treatment units 

• After-sales service 

 

• Filters & AC, resins, 

 membranes and 

chemicals etc. 
• Equipment maintenance 

• Gaining loyalty 

BWT-France 

design & 

manufacture  

A mutual 

benefit 

Customer care 

Managing the follow-up 

The service is also a source of new 

prospects 
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- Partner roles: 

 
Assembling the plant at the site, if an existing local structure 

 

Assistance with commissioning 

 

Training 

 
Technical support contracts 

 
Exploiting opportunities at the customer site (global approach) 

  

 

  

Installation and Commissioning  

The project's profitability depends 

on how you manage the follow-up! 
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4. Example: Polyzi  

 
  

 Polyzi is wholly owned by BWT Permo and acts as a skills staging-post in Algeria: 

 

  It holds a PERMANENT stock of emergency spare parts and consumables (value 

of stock: 220,000 euros) 

 Hydraulic and electrical connectors for water-treatment plants 

 Starting up plants 

 Training the operator's personnel, 

 Auditing existing plants,  

 Annual technical support contracts 
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BWT-ALTEK Su Arıtma Sistemleri A.Ş 

 BWT France‘s office in Turkey since 1992 

 

 Local Facilities: Headquarters located in Istanbul,  

Stock of spare parts and consumables for water plants 

 

 Total Staff: 20 persons 

 

 Sales Department (Engineering level) 

 

 Technical Department: Technical Training, Maintenance, Annual Technical Assistance 

Contract,  

 

 Chemicals Department 

 

 7 branches outside Istanbul: Ankara, Kayseri, Antalya, Bursa, Bolu , Muğla (Bodrum, 

Marmaris). 

 

 

62 



63 

A few of the Projects Service's key 

activities 
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Key activities in the industry 
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Market matrix / TE potential 

Technical 

constraints 

Experti

se 

Potential for 

maintenance 

contracts 

Potential for 

Consumables  

Potential 

for 

formulated 

products 

Pharmaceuti

cals Life 

Sciences 

+++ + ++ + (+) 

Agrifood + + (+) +++ +++ 

Energy / 

Chemicals 
+++ ++ ++ ++ +++ 

Producing 

drinking 

water 

++ 

Cars / 

Aeronautics 
++ + + ++ ++ 
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Our preferred markets 

By application 

Producing drinking water  

Process water 

Industrial water 

 

Our key areas 

 From standard to bespoke (between 100 and 200m3/h) 

 A global approach covering equipment, materials and 

operation. 

 

Market approach 
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AVOID 

 

- Projects involving recycling heavily-

contaminated water 

- Waste water with no pre-treatment 

- Spa water 

- Carbonated mineral waters 

- Water as a constituent (serum concentration) 

- Add? 

Market approach 
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They have chosen to trust us 
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Reconstituted milk factory: global approach 
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Project Engineering: Pharmaceutical Industry 
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Project Engineering: Cosmetics 
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Project Engineering: Medical & Health 
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Project Engineering: Automotive Industry 
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Renault Avtovaz Russia 
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Project Engineering: Energy and Petrochemicals 
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TOTAL REFINERY AT DONGES 


