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WHAT MAKES A
CONSTRUCTION
FINDING
DECISION-READY?

01
A practical standard for turning fragmented project evidence into
proportionate owner action.
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EIGHT QUESTIONS. ONE DECISION-READY FINDING.

FROM PROJECT RECORDS TO OWNER DECISIONS

Evidence becomes intelligence when it changes a
decision while useful choices remain.
THE VANTAGE SIGNAL STANDARD
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THE STANDARD

A project observation becomes intelligence only
when it improves a decision.
Construction projects generate abundant records: schedules, change logs, submittals, inspection results,
minutes, photographs, forecasts and daily reports. A record can be accurate without being decision-ready.
It may describe what happened while leaving the owner to determine whether the condition is material,
how reliable the interpretation is and what can still be done.

An owner-grade finding must do more than summarize documents or label a condition as high risk. It must
connect evidence to context, test alternative explanations, describe a plausible consequence and identify a
proportionate response within a real decision window.

The methodological rule
The response should be proportionate to the evidence. Early intelligence
should direct attention, not manufacture certainty.

The unit of intelligence is the connection
A late submittal is a record. A late submittal supporting near-critical installation and compressed integrated
testing is a connection. The owner decision emerges only after the evidence, dependency, uncertainty and
remaining intervention window are made visible.

This is not another risk-register format
A risk register can record exposure and ownership. A decision-ready finding is narrower and more
immediate: it shows the evidence supporting a specific interpretation, what contradicts it, why the
condition matters now and which proportionate action remains available.
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THE EIGHT-PART FINDING

Every finding should answer eight questions.

01
Condition
What has been observed, without interpretation?

02
Evidence
Which records support the observation, and how current are they?

03
Counterevidence
What evidence weakens or contradicts the emerging interpretation?

04
Interpretation
What does the connected evidence plausibly mean?

05
Confidence
How strongly does the available evidence support that interpretation?

06
Consequence
What owner outcome could be affected if the condition persists?

07
Decision window
When does the ability to intervene materially narrow?

08
Response
What proportionate action, verification or escalation is warranted now?
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FROM RECORD TO DECISION

The finding develops in stages.
Stage Worked example

Record Controls submittal is 18 days late.

Context It supports near-critical installation and integrated testing.

Connection Operator requirements and interface ownership remain unresolved.

Interpretation Testing time may be compressing while recovery capacity is limited.

Consequence Occupancy, correction time and temporary operations may be affected.

Decision Confirm ownership and require an evidence-backed testing sequence now.

The important transition
The finding does not jump from “late” to “occupancy risk.” It makes the intermediate dependencies visible
and preserves uncertainty. That chain allows an owner to challenge the interpretation, request missing
evidence or act without pretending the outcome is certain.
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EVIDENCE AND CONFIDENCE

Confidence should describe evidence
strength, not emotional urgency.
A severe possible consequence can still have low confidence. A highly supported condition can have a
modest consequence. Keeping those concepts separate prevents dramatic language from substituting for
analysis.

L
Low confidence
Limited, stale or conflicting evidence. Treat as a question to verify, not a
conclusion.

M
Moderate confidence
Multiple records support a plausible interpretation, but meaningful gaps or
alternatives remain.

H
High confidence
Current, traceable and mutually reinforcing evidence supports the
interpretation, with limited credible counterevidence.

Confidence should increase when evidence is:
Current, independently corroborated, connected by time and location, tied to a real dependency, persistent
across reporting periods and consistent with field conditions.

Confidence should decrease when evidence is:
Stale, incomplete, circular, produced from a single source, contradicted by current records, disconnected
from the affected work or dependent on assumptions that have not been verified.
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MATERIALITY AND URGENCY

Confidence, consequence and time pressure
are different dimensions.
A useful methodology does not compress every concern into one red, amber or green score. The owner
needs to know how strongly the interpretation is supported, how material the possible consequence is and
how quickly the opportunity to act is narrowing.

Lower consequence Higher consequence

Higher confidence
Manage
Apply proportionate control and continue
monitoring.

Act
Protect the decision window and escalate to
the appropriate owner.

Lower confidence
Observe
Retain the signal and seek efficient
confirmation.

Verify now
Resolve the critical uncertainty before
options narrow.

Decision-window test
State the event that changes the owner’s options. Examples include material release, concealment of
work, mobilization of a successor trade, expiry of a notice period, commissioning start, funding approval or
occupancy. “Urgent” is not a decision window. A date, milestone or irreversible commitment is.

Reassessment rule
Every open finding should identify what new evidence would change its confidence, consequence or
response. Findings should close, escalate or be reframed as the project condition changes.
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COUNTEREVIDENCE

A credible finding actively looks for reasons it
may be wrong.
Counterevidence is not a disclaimer added after the analysis. It is part of the analytical method. It prevents
a system from collecting only the facts that support its first interpretation.

For the worked example, relevant counterevidence could include:
• Approved resequencing that protects the testing period.
• Confirmed material availability despite the late submittal.
• Additional testing resources already committed.
• Evidence that the affected activity is not on the controlling path.
• A resolved interface agreement not yet reflected in meeting records.

Alternative explanations should also be recorded. Deficiency growth may reflect a more intensive
inspection program rather than deteriorating workmanship. Overtime may represent planned acceleration
rather than distress. A schedule variance may reflect a status-date inconsistency rather than real slippage.

The discipline
Do not ask only, “What supports this finding?” Ask, “What evidence would change our interpretation?”
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PROPORTIONATE RESPONSE

The response must remain useful even when
the interpretation is incomplete.
Early intelligence often appears before formal causation can be established. The owner may still need to
protect a decision window. The appropriate response is usually a bounded verification or coordination
action, not a declaration of fault.

1
Observe
Continue monitoring when evidence is weak and the decision window
remains open.

2
Verify
Request a specific missing record, current status or responsible-party
confirmation.

3
Coordinate
Bring affected interfaces together to resolve ownership, access or sequence.

4
Mitigate
Require a proportionate recovery or protection measure supported by
evidence.

5
Escalate
Move the issue into formal governance when consequence, confidence and
time pressure justify it.

A finding should never make contractual or legal conclusions beyond the evidence and the authority of the
reviewer. It should distinguish operational intelligence from formal entitlement, causation and liability
determinations.
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OWNER-GRADE FINDING TEMPLATE

A reusable structure
Finding title Specific condition and affected outcome

Observed condition Neutral description of what is visible

Evidence Sources, dates, locations and record references

Counterevidence Contradictory facts and credible alternatives

Interpretation Plausible meaning and dependency pathway

Confidence Low, moderate or high, with rationale

Potential consequence Schedule, cost, quality, safety, funding or operational effect

Decision window Date, milestone or condition after which options narrow

Recommended response Proportionate verification, coordination or action

Owner / next review Accountability and scheduled reassessment

Minimum issuance test
A finding is ready for owner review only when all six gates are satisfied:

1. Traceable: Material factual statements point to a source and status date.
2. Separated: Observation, interpretation and consequence remain distinct.
3. Tested: Counterevidence and credible alternatives were considered.
4. Calibrated: Confidence and consequence are stated separately.
5. Actionable: The decision window names a date, milestone or commitment.
6. Proportionate: The response remains reasonable if the interpretation is incomplete.
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THE PURPOSE IS NOT TO
SOUND CERTAIN.
It is to help the owner make a better decision while useful choices
remain.

RECORD  /  CONTEXT  /  CONNECTION  /  CONSEQUENCE  /  DECISION

OBSERVE INTERPRET ACT

State what the evidence shows. Explain what the connection may
mean.

Protect the decision that remains.

EARLY INTELLIGENCE SHOULD DIRECT ATTENTION,
NOT MANUFACTURE CERTAINTY.
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