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WILL Al HELP MY
CONSTRUCTION BUSINESS?

A Step-by-Step Al Fit, Value and Readiness Self-Review for

Contractors

A discovery workbook for deciding where Al can create meaningful construction business value -
and where it probably will not.

Purpose of this review: By the end, you will have a scored AI Alignment Index, a prioritized
list of strong-fit opportunities, a list of marginal uses that need proof before investment, and a
clear record of areas where Al is unlikely to justify the cost, risk or disruption.

Catha Construction Services
Practical AI. Responsible Implementation. Measurable Outcomes.
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How to Use This Self-Review

This is not a test of whether your construction company is “good at AL” It is a structured discovery process.
The objective is to prevent two equally expensive mistakes: forcing Al into work where it adds little value,
and overlooking high-value work where AI could materially improve speed, quality, consistency, capacity
or decision-making.

Use this workbook on real construction workflows, not abstract ideas. Include the people who perform the
work today: owners, estimators, project managers, coordinators, superintendents, business-development
staff, accounting/admin and field leadership as appropriate. Score each candidate workflow independently
because Al may be highly valuable in one part of a contractor's operation and nearly useless in another.

Complete the review with the people who actually understand the work. For a small company, that may be
the owner, one manager and one frontline employee. For a larger organization, include the process owner,
a finance representative, an IT/security representative and at least one person who performs the work
today.

The scoring scale

Score Meaning

0 Not true / not applicable / no evidence

1 Rarely true; weak fit or major constraints

2 Partly true; mixed fit; substantial uncertainty
3 Mostly true; good fit; manageable constraints
4 Strongly true; clear fit; evidence available

Do not award a high score because Al sounds promising. Award it only when the underlying business facts
support the score. If the answer is unknown, score it as 1 or 2 and list what must be verified.

Final outputs

e AI Alignment Index (0-100)

¢ Al Readiness Score (0-100)

e Value Potential Score (0-100)

e Risk/Constraint Score (0-100)

e Opportunity classification for each workflow: Strong, Conditional, Marginal, or Little/No Value

¢ Recommended implementation mode: assist, draft, analyze, automate, agentic workflow, or do not
implement

e A 30/60/90-day next-action plan based on the scores

Important: A high AI-fit score does not mean “automate everything.” It means the process

deserves a controlled experiment. The correct implementation may still be a human using an Al
assistant rather than an autonomous agent.
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Step 1 - Define the Construction Business Outcome
Before Mentioning Al

Start with the outcome. Al is a means, not a strategy. The most reliable implementations begin by defining a
measurable construction business result and only then asking whether Al is the right tool.

Business outcome discovery
# Question Score 0-4 Notes / Evidence

1 Can we state the business
problem in one sentence
without using the words Al
automation, bot, model or
agent?

2 Does the problem create
measurable cost, delay, lost
revenue, quality issues, risk,
customer friction or employee
burden?

3 Is the outcome important
enough that leadership would
care if it improved by 20-30%?

4 Can we name the person who
owns the outcome?

5 Do we have a current baseline
such as hours, cost, error rate,
turnaround time, conversion
rate, backlog, rework or
revenue?

6 Can we define what “better”
means numerically?

7 Would solving this problem still
matter if AI did not exist?

8 Can the value be observed
within 30-90 days of a pilot?

Interpretation: If this section scores below 20 out of 32, stop. The use case is not defined well
enough to evaluate Al Clarify the business problem before selecting technology.

Outcome statement worksheet

Field Your answer

Current problem

Who experiences it

Current process owner

Baseline metric

Target metric
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Field Your answer

Financial or operational impact

Decision date / urgency

Step 2 - Identify the Work Characteristics

Al is most useful when the nature of the work matches what current Al systems do well: language, pattern
recognition, classification, summarization, extraction, generation, search, prediction, decision support and
controlled execution across software tools. It is less useful when the work is already trivial, purely physical,
highly deterministic, extremely rare, or requires accountability that cannot be delegated.

Work-pattern fit

# Question Score 0-4 Notes / Evidence

1 The work involves reading,
writing, searching,
summarizing, comparing,
classifying, extracting,
translating or interpreting
information.

2 The work contains repeatable
patterns even if every case is
not identical.

3 The work requires combining
information from multiple
sources.

4 Employees spend material time
moving information between
systems.

5 There is a backlog, delay, queue
or throughput constraint.

6 The work involves a large
volume of similar decisions or
documents.

7 The process includes routine
communications, follow-ups or
status updates.

8 The work requires identifying
exceptions rather than
manually inspecting every case.

9 The work benefits from 24/7
availability or faster response.

10 The process is currently
dependent on one person’s
memory or tribal knowledge.

11 The task can be reviewed after
Al performs it before
irreversible action occurs.

12 The work can be broken into
steps with clear inputs, outputs
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Question

and decision points.

Red flags that reduce Al fit

Step 3 - Quantify the Pain and Economics

AI should compete against the cost of doing nothing and against simpler alternatives. A process can be

The task occurs only a few times per year and has little financial consequence.
The task is already completed in seconds with a reliable deterministic rule.
The work is almost entirely physical with little information processing.

No one can define what a correct output looks like.

Errors would be catastrophic and cannot be caught before harm occurs.

The process is so unstable that the steps change every week.

The data required is legally or contractually unavailable to the system.

technically automatable and still be a poor investment.

Economic significance

#

1

Question

We can estimate the number of
labor hours spent on this
process per month.

We know the loaded hourly
cost of the people doing the
work.

We can estimate rework, error,
delay or missed-opportunity
cost.

The process affects revenue,
margin, cash flow, customer
retention or capacity.

The annual economic impact is
large enough to justify
implementation effort.

If Al reduced the work by 25%,
the savings or gain would be
meaningful.

If Al improved response time or
consistency, that improvement
would have measurable value.

There are secondary benefits
such as better records, fewer
dropped tasks, faster
onboarding or management
visibility.
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Simple value model

Estimate annual addressable value before estimating Al savings. Use conservative assumptions.

Value category How to estimate

Labor cost Monthly hours x loaded hourly rate x 12
Error / rework cost Annual incidents x average cost per incident
Delay cost Value lost from waiting, backlog or slow decisions

Qualified opportunities lost or delayed x realistic

Revenue opportunity contribution margin

Additional work possible without equivalent headcount

Capacity value growth

Expected annual loss reduction; use probability-weighted

Risk avoidance
values

Conservative rule: Do not credit 100% of addressable value to AL For early planning, model
10%, 25% and 40% improvement scenarios. If the project still makes sense at 10-25%, it is much
more likely to be worth piloting.

Step 4 - Check the Data and Knowledge Foundation

Al quality is constrained by the information it can legitimately access. The best model cannot compensate
for missing, contradictory, stale or inaccessible source material.

Data and knowledge readiness

# Question Score 0-4 Notes / Evidence

1 The information needed for the
task exists in digital form.

2 The relevant information can
be located reliably.

3 Source documents are
reasonably current and
authoritative.

4 Access permissions can be

defined by role or user.

5 We know which systems
contain the authoritative
record.

6 The information is not

dominated by scans,
handwriting or poor-quality
images.

7 We can separate confidential,
regulated or customer-
restricted data from
unrestricted data.
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# Question Score 0-4 Notes / Evidence

8 We can identify data that must
never be sent to an external
model provider.

9 We can retain an audit trail of
what information was used
when needed.

10 We can correct source data
when errors are found.

Data inventory

Source Authoritative? Access / sensitivity notes

Email / messages

Documents / PDFs

CRM / ERP

Spreadsheets / databases

Website / public sources

Images / drawings

Recorded calls / meetings

Other

Step 5 - Determine the Correct Al Job

Different problems call for different levels of AI. Many weak implementations fail because they jump
directly to an autonomous agent when a search assistant, drafting tool or classification model would have
delivered most of the value with less cost and risk.

Al job Best for Examples

Search / retrieval Find the right information from Policy lookup, project history,
approved sources knowledge base

Summarization Condense large amounts of information Meeting recap, bid package summary,

inbox digest

. . . Turn unstructured material into fields Invoice data, contract clauses, lead
Extraction / classification

or categories classification
. . . Emails, proposals, reports, scope
Drafting / generation Create first drafts for human review > Prop P p
narratives
. .. Compare options, detect patterns, Risk review, estimate variance, pipeline

Analysis / decision support pare oprions P . PP

explain implications analysis
. Move information and trigger Routing, reminders, data

Workflow automation 88 8 ..

predefined steps synchronization

Plan and execute multi-step work using | Research + draft + record + follow-up

Agentic execution
g tools under controls

Prediction / optimization Estimate future outcomes from data Demand, failure likelihood, schedule
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Al job Best for Examples

risk
Implementation level selector
Authority and autonomy check
# Question Score 0-4 Notes / Evidence
1 Could a read-only AI assistant
provide most of the desired
value?
2 Does a human need to approve

the output before it is used?

3 Can deterministic automation
handle part of the workflow
without AI?

4 Does the process require the Al
to take actions in external
systems?

5 Would autonomous action
create meaningful legal,
financial, safety or reputational
exposure?

6 Can every action be logged and
reversed where practical?

7 Can authority be limited by
dollar amount, action type, data
source, recipient or system?

8 Is there a clear escalation path
when the Al is uncertain?

Step 6 - Evaluate the Human Factor

AT adoption succeeds or fails through people. The technical system may work perfectly and still produce no
ROI if employees do not trust it, managers do not change the workflow, ownership is unclear or the
organization expects the Al to replace judgment it cannot responsibly replace.

Human adoption readiness

# Question Score 0-4 Notes / Evidence

1 The people who perform the
work agree that the problem is
real.

2 At least one respected frontline
user is willing to test the new
process.

3 Managers will change the
workflow rather than merely
adding AI on top of the old
workflow.
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# Question Score 0-4 Notes / Evidence

4 Employees understand that the
purpose is to improve
outcomes, not simply reduce
headcount.

5 Users can be trained in when to
trust, verify, correct or reject Al

output.

6 The organization has a named
process owner after
implementation.

7 Someone is accountable for
reviewing failures and
improving the system.

8 There is enough management
attention to measure adoption
and outcomes.

9 Employees

behavior.

report incorrect or risky Al

have a safe way to

10

access.

The implementation includes
role changes, SOP updates and
training - not just software

Human-role design
Mode

Human in the loop

Meaning

Human approves each consequential
output/action

When appropriate

Use when consequences are material or
Al reliability is not proven

Human on the loop

Al performs routine work; human
monitors exceptions and samples

Use after performance is measured and
controls are proven

Human over the loop

Human sets policy, limits and audit
rules; system operates within them

Use only for mature, well-bounded
workflows

Human only

Al may inform but should not decide or
execute

Use for accountability-heavy, sensitive
or low-value cases

Step 7 - Assess Risk, Consequence and

Reversibility

The right question is not whether Al can make mistakes. Every system and every human can. The right
question is whether mistakes can be detected, contained, reversed and prevented from becoming

unacceptable business outcomes.

Control and recoverability

Score 04

Notes / Evidence

Question

1 An incorrect output can usually
be detected before external

© 2026 Catha Construction Services | Practical AI Adoption & Governance | cathaconstructionservices.com




Question Score 0-4

harm occurs.

Notes / Evidence

Most actions can be reversed or
corrected.

The AI can be restricted from
spending money, signing
agreements or making binding
commitments unless explicitly
approved.

The AI can be prevented from
exposing confidential data to
unauthorized recipients.

External communications can
be reviewed or limited by
policy.

We can log inputs, outputs, tool
calls and material actions.

We can disable the AI quickly if
abnormal behavior occurs.

High-risk cases can be routed to
a human automatically.

Compliance or contractual
obligations have been
identified.

10

We can define prohibited
actions in plain language and
enforce them technically where
possible.

Consequence classification

Level Typical consequence Default posture
Low Minor inconvenience; easy correction; Broader automation can be considered
no external commitment after testing
Customer impact, rework or limited Human review or strong exception
Moderate 1
financial impact controls
Legal, safety, material financial, . .
. & y . Human approval and strict authority
High employment, regulated or reputational .
boundaries
consequence
Potential severe injury, bindin, . L.
- . Jury . 5 Al should assist only unless specialized
Critical commitment, large financial transfer,

major regulatory exposure

controlled system is formally approved
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Step 8 - Check Technical and Operational
Feasibility

Technical feasibility
# Question Score 0-4 Notes / Evidence

1 The systems involved have
APIs, exports, integrations or
stable browser workflows.

2 Authentication can be handled
securely without shared
passwords.

3 The process can operate with

least-privilege access.

4 We can create a test
environment or safe pilot
scope.

5 Existing systems can provide

the data at the required speed
and frequency.

6 We can monitor usage, failures
and costs.
7 We can version prompts, rules,

workflows or configurations.

8 We can recover from partial
failures without duplicating
actions.

9 We can identify system

ownership for each integration.

10 The solution can be maintained
by someone after the initial
builder leaves.

Build vs. buy checkpoint

Prefer the simplest layer that can reliably achieve the outcome. A subscription product may be enough.
Custom orchestration may be justified when the workflow spans multiple systems, requires proprietary
knowledge, needs specialized controls or produces enough value to support ongoing maintenance.

Approach Use when

Common workflow; standard features; limited integration;

Use an existing Al product fast deployment

Moderate workflow integration; predictable steps;

Configure no-code / low-code manageable scale

Proprietary process; multiple systems; specialized logic or

Custom AI workflow
controls

Multi-step planning and execution produces material value

Agentic system :
& y and boundaries are enforceable

Weak economics, unacceptable risk, poor data, unstable
process or no owner

Do not automate
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Step 9 - Estimate the Full Cost of AI Ownership

Subscription price or token cost is only one part of the economics. Include implementation, integration,
training, governance, monitoring, maintenance, human review and failure handling.

Cost category Include

Per-user Al tools, automation tools, connectors, databases,

Software subscriptions .
monitoring

API tokens, image/audio/video generation, embeddings,

Model usage reranking

. Discovery, workflow design, integrations, testing, data
Implementation labor y & & &

cleanup
Human review Approvals, quality assurance, exception handling
Governance / security Access controls, audits, policies, logging, vendor review
Training / change management User training, SOP changes, management communication

Prompt/workflow updates, API changes, model changes, new

Maintenance
edge cases

Duplicate actions, incorrect outputs, recovery time, customer

Failure cost ..
remediation

ROI worksheet

Annual addressable value $

Expected improvement % %

Expected gross annual benefit

Annual recurring Al cost

Annual human oversight cost

Annual maintenance allowance

R IR - - - -

Net annual benefit

One-time implementation cost

Estimated payback period months

Decision rule: Do not rely on a single optimistic forecast. Calculate conservative, expected and
upside cases. For a first implementation, a project that only works in the upside case is usually
not ready.
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Step 10 - Score the AI Alignment Index

Use the section scores below. Convert each section to a percentage, then apply the weight. The weighted

total is the AI Alignment Index.

Category Weight Weighted points

1. Business outcome clarity 10 Section score / maximum X 10

2. Work-pattern fit 15 Section score / maximum x 15

3. Economic significance 15 Section score / maximum x 15

4. Data / knowledge readiness 10 Section score / maximum x 10

5. Al job / authority fit 10 Section score / maximum x 10

6. Human adoption readiness 15 Section score / maximum x 15

7. Control / recoverability 10 Section score / maximum x 10

8. Technical feasibility 10 Section score / maximum x 10

9. Cost/ ROI confidence 5 Use financial worksheet and confidence

assessment

AT Alignment Index interpretation

Score

85-100

Classification

STRONG ALIGNMENT

What it means

High-priority candidate. Proceed to
controlled pilot if no critical risk gate
fails.

70-84

GOOD / CONDITIONAL ALIGNMENT

Likely useful, but one or more
constraints should be resolved before
scaling.

55-69

MARGINAL ALIGNMENT

Al may help selected steps. Use a
narrow experiment; avoid broad
automation.

40-54

WEAK ALIGNMENT

Benefits are uncertain relative to cost,
complexity or risk. Consider simpler
automation or process improvement
first.

0-39

LITTLE TO NO CURRENT VALUE

Do not implement AI for this workflow
now. Revisit only if the process, data,
economics or technology materially
changes.

Mandatory override: A high total score does not override a critical risk. If the use case
involves unacceptable safety, legal, privacy, financial or contractual exposure that cannot be
controlled, classify it as “Human only / AI assist” regardless of the numeric score.
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Step 11 - Build the AI Opportunity Map

Score each candidate workflow separately. The goal is not to prove that your construction company “needs
AL” The goal is to locate the specific places where Al is economically and operationally justified.

# Workflow / Fit
Use Case

Value Risk

Recommende Decision

d Mode

10

11

12

Decision labels

Decision Meaning Next action
IMPLEMENT / PILOT Strong ahgnment; clear value; Rgn a-measured pilot with success
acceptable risk criteria
CONDITIONAL Good fit but prerequisite exists Resolve 'data, integration, ownership or
control issue first
ASSIST ONLY Al useful, autonomy not justified Use search, an.alysw, .draftmg or -
recommendations with human decision
MARGINAL Sprfm benefit but weak economics or Usg qnly if nearly free or embedded in
limited scale existing tools
DO NOT IMPLEMENT Little value or unacceptable risk Improve process or use conventional
software instead

Step 12 - Identify Where Al Is Most Likely to

Benefit You

The following patterns tend to produce the strongest returns when the underlying process is well defined

and controlled.
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High-value patterns

¢ High-volume document reading, extraction or classification

e Research that requires combining many sources

e Routine drafting with repeatable standards

¢ Internal knowledge retrieval across scattered files

e Customer or employee questions with bounded approved answers
e Lead or opportunity research and prioritization

e (Quality assurance and exception detection

¢ Meeting, email and project-status synthesis

e Workflow coordination, reminders and handoffs

e Coding, data transformation and repetitive digital work

e Analysis where humans need faster access to patterns and explanations

Often marginal

e Occasional creative brainstorming with no downstream value

e Tasks completed only a few times per year

e Low-volume processes where human effort is already trivial

e Automation that saves minutes but requires significant maintenance
e Using an expensive frontier model for simple deterministic work

e Adding Al to a process that has not first been simplified

Little or no value today

e Work that is already reliably automated by rules at lower cost

e Purely physical work with no meaningful information component

e Decisions where accountability cannot be delegated and AI adds no analytical advantage

e Tasks with no accessible data or trustworthy source material

e Processes with no measurable problem, owner or business outcome

e Use cases where the cost of verification exceeds the cost of doing the work manually

e Autonomous actions where consequences are severe and adequate controls are unavailable

Step 13 - Compare AI With the Alternatives

Responsible AT adoption includes deciding not to use AI when another approach is better. Compare every
proposed Al project against the simplest credible alternative.

Alternative Ask whether this solves the problem first

Remove unnecessary steps, approvals, duplicate entry or

P .
rocess redesign handoffs

Conventional automation Rules, scripts, macros, workflow engines, RPA

Use features already available in

Better software configuration ERP/CRM/accounting/project systems

Template / checklist Standardize judgment before automating it
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Alternative Ask whether this solves the problem first

Training / staffing change Solve a capability or ownership problem directly

AT assistant Add intelligence while keeping human action

Use only when multi-step intelligence and execution create

Alworkflow / agent additional value

Alternative comparison worksheet
Option Annual Cost Expected Benefit Risk Comments

Manual / current
process

Process redesign

Conventional
automation

Existing software
feature

AT assistant

AT workflow / agent

Step 14 - Apply the “Ready to Pilot?” Gate

Before spending implementation money, all of the following should be true or explicitly accepted as a
controlled experiment.

e [JThe problem and success metric are written down.

O A current baseline exists.

[J A process owner is named.

[0 The pilot population, data set or workflow boundary is limited.
[J Approved data sources are defined.

[J Prohibited data and prohibited actions are defined.

[JHuman review requirements are defined.

[J Logging and evidence requirements are defined.

(J A failure / rollback path exists.

[J A cost ceiling is set.

[J The pilot has a start and end date.

[ At least one frontline user participates.

[J The organization knows what result would cause it to stop, modify or scale the pilot.

If three or more boxes are unchecked: Do not begin production implementation. Complete
discovery and pilot design first.
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Step 15 - Final Self-Review Scorecard

Measure Result Notes
AT Alignment Index /100
Al Readiness Score /100
Value Potential /100
Human Adoption Readiness /100

Risk / Constraint Severity

/100 (higher = more risk)

ROI Confidence

Low / Medium / High

Recommended implementation level

Assist / Draft / Analyze / Automate /
Agent / None

Overall decision

Strong / Conditional / Marginal / Little-
No Value

Required written conclusion

Al is most likely to help us by:

The three highest-value workflows are:

The areas where Al is only marginally useful are:

The areas where Al currently provides little or no value are:

The largest prerequisite we must solve before implementation is:

The largest human / organizational risk is:

The largest technical / governance risk is:

The first controlled pilot should be:
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The metric that will determine whether the pilot worked is:

The condition that would cause us to stop the project is:

What Your Final Result Means

Profile A - Strong Al Candidate

You have a meaningful business problem, repeatable information work, accessible data, measurable
economics, manageable risk and people who can own the change. Your next step is not a company-wide
rollout. It is a bounded pilot that proves performance, cost, controls and user adoption before scale.

Profile B - AI Can Help, But Only in Parts

The workflow contains useful Al tasks, but end-to-end automation is not justified. Focus on search,
summarization, drafting, extraction, analysis or decision support while keeping humans responsible for
consequential actions. This profile often produces excellent ROI because it captures most of the value
without paying for unnecessary autonomy.

Profile C - Marginal Value

The technology may work, but the economics, volume, data quality or process maturity are weak. Use Al
only if it comes cheaply inside tools you already use, or run a very small experiment. Do not build custom
infrastructure until the business case improves.

Profile D - Al Is Not the Right Tool Right Now

This is a successful discovery outcome, not a failure. You have avoided spending money on a poor fit.
Improve the workflow, data, ownership or conventional automation first. Reassess later if conditions
change.

Profile E - Valuable but High-Risk

Al could create significant value, but the consequences of error are too serious for broad autonomy. Use Al
as an analyst, researcher, drafter or recommendation engine with strong human approval, least-privilege
access, logging and clear escalation. Scale authority only after evidence supports it.
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Your 30/ 60 /90-Day Action Plan

First 30 days - Prove the use case

e Select one high-scoring workflow.

e Measure the current baseline.

e Map the actual process with frontline users.

¢ Choose the lowest-authority Al approach capable of testing the hypothesis.
¢ Define approved data and prohibited actions.

e Run test cases including failures and edge cases.

e Measure quality, time saved, cost and user acceptance.

Days 31-60 - Stabilize the operating model

e Document the revised workflow.

e Train users on verification and escalation.

e Add logging, access controls and cost monitoring.

e Track false positives, false negatives, hallucinations and exception types.
e TFixroot causes instead of adding manual patches.

e Compare actual benefit to the original ROI model.

Days 61-90 - Decide whether to scale

e Scale only if measured benefit exceeds total operating cost.

e Increase autonomy only when evidence supports it.

e Create ownership for ongoing maintenance.

e Add the use case to governance and change-control routines.

e Retire duplicate manual steps when the Al-enabled workflow is proven.
¢ Document lessons before beginning the next use case.

Catha principle: The objective is not maximum Al The objective is the minimum amount of Al,
authority, complexity and recurring cost required to produce the desired business outcome
reliably.

One-Page Executive Decision Summary

Decision field Answer Evidence / Notes

Business problem

Current annual cost / impact

AI Alignment Index

Expected annual benefit
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Decision field Answer Evidence / Notes

Expected annual operating cost

Implementation cost

Payback estimate

Primary human owner

Primary risk

Required human oversight

Pilot scope

Success metric

Scale decision date

Executive decision

e [JProceed to pilot

e [JProceed after prerequisites

e [1Use Al assist only

e [JMarginal - no dedicated investment

e [1Do not implement AI for this use case

Decision rationale:

Closing Principle

AT adoption should not begin with “Which model should we buy?” It should begin with “What outcome are
we trying to improve, what is that outcome worth, and what is the least complex system that can reliably
improve it?”

A responsible implementation earns additional authority through evidence. It starts narrow, measures real
outcomes, preserves human accountability, controls access and cost, and expands only after the system
proves that it produces more value than complexity.

The best possible result of this review may be “yes,” “partly,” or “not here.” All three
answers are useful when they are based on evidence. The purpose of Al strategy is not to
maximize adoption. It is to allocate technology to the places where it creates real, defensible
business value.
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Construction Applications

Examples worth scoring include lead qualification, bid research, estimate document review, RFI/submittal
preparation, project correspondence, meeting/action-item extraction, subcontractor follow-up, customer
updates, closeout, safety-document retrieval, job-cost reporting and management dashboards. Physical craft
work, final safety judgments, contractual commitments and highly deterministic tasks may score much
lower.
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