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Pre-Mortem Risk Tracker
This exercise asks you to imagine your project has failed. Work backward from that hypothetical failure to identify every potential cause. By identifying risks now, you can create robust contingency plans to prevent them from ever happening.
Project Title: _______________________________________________________________
Date: _______________________________

	Risk Description
	Category
	Potential Financial Impact ($)
	Contingency Strategy
	Backup Resources / Plan B

	Architect unexpectedly disappears.
	Known Unknown
	$5,000 - $15,000
	Secure editable CAD files and IP rights in contract.
	Engage a second architect for a plan review; have a shortlist of local draftspeople.

	General Contractor flakes mid-job.
	Known Unknown
	$10,000 - $50,000+
	Keep meticulous records; maintain a shortlist of replacement GCs.
	Have a consulting builder or owner's rep on call to help manage the transition.

	Material prices (e.g., lumber) spike dramatically.
	Known Unknown
	$20,000+
	Lock in prices with purchase orders early; specify alternates in plans.
	Redesign or phase project sections; access contingency fund for overages.

	Key subcontractor vanishes.
	Known Unknown
	$2,000 - $10,000 per trade
	Pay on milestones, not time; nurture backup crew relationships.
	Network with local supply houses to find replacement crews quickly.

	Inspection fails or code changes mid-build.
	Unknown Unknown
	$1,000 - $5,000+
	Consult with building dept. early; document construction phases thoroughly.
	Maintain a good relationship with the inspector; have a skilled "fix-it" carpenter available.

	Site theft of materials or appliances.
	Known Unknown
	$5,000 - $15,000+
	Implement security (cameras, lockable storage); use just-in-time deliveries for valuables.
	Maintain a detailed inventory; ensure insurance policy covers theft during construction.
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