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WHY THIS REPORT EXISTS

Executive brief

A litigation update should answer four questions: What changed? Why does it
matter? What remains uncertain? What decision is now required?

Most case reports are inventories of activity: filings, calls, documents, deadlines, and spend. Useful facts disappear inside
chronology. The stronger instrument is a current, source-linked representation of the matter that separates what is observed from
what is asserted, inferred, disputed, or merely possible.

- Decision-ready: every section ends in a decision, an owner, or an explicit no-action conclusion.

- Change-aware: the report isolates material movement since the last version.

- Source-linked: a reader can move from a conclusion to the exact filing, testimony, record, or analysis behind it.
- Status-visible: fact, allegation, interpretation, dispute, and scenario are never blended.

- Versioned: prior views remain available, including rejected theories and superseded assumptions.

READINESS DIAGNOSTIC

The five failure modes

Activity without effect The report lists work completed but does not show what moved in claims, evidence, leverage, risk, cost, or time.
Conclusion without support A risk label or recommendation appears without the underlying source, assumptions, or reasoning path.

Facts mixed with theories Allegations, testimony, counsel interpretation, and possible futures appear in the same voice.

One-number risk A single probability or range hides the assumptions and sensitivity that produced it.

No preserved history The latest view replaces the prior one, erasing why the team changed course.
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REPORTING ARCHITECTURE

A six-layer matter view

The 2026 Litigation Readiness Report

_ Reporting diSCipIine

Observed

Asserted

Reasoning

Thought

Judicial

Possible

Source material directly establishes it.

A party, witness, expert, or source claims it.

The team interprets the record.

A question, hypothesis, analogy, or theory is under
investigation.

The issue is filtered through posture, burden,
admissibility, preservation, and remedy.

A scenario changes assumptions or future events.

Cite the artifact, passage, witness, docket entry, or order.

Name the speaker and preserve the competing account.

Show assumptions, method, confidence, and alternatives.

Do not promote it by repetition.

Identify the controlling procedural gate.

Name the base report version and keep it separate from live reality.

Federal Rule of Civil Procedure 16 makes early identification and management of disputed issues central to pretrial administration.
Rule 26 requires planning around disclosures and discovery. The reporting model above turns those obligations into a continuous

team instrument rather than a one-time conference exercise.

A REPEATABLE UPDATE

The reporting spine

What belongs

Where the matter is now; controlling court, phase, orders, and next hard dates.

1. Current posture

2. Material change

3. Claim-to-proof

4. Unknowns

5. Possible paths

6. Action docket

Only changes that affect a claim, element, evidence path, remedy, burden, leverage, cost, time, or decision.

For every active claim or defense: required proposition, support, contradiction, status, and proof gap.

Questions whose answers could materially change the recommended line.

Named scenarios with assumptions, triggers, dependencies, and downside.

Owner, decision, due date, source, and expected information gain.
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THE PROOF MAP

Claim-to-evidence reporting

The unit of useful litigation reporting is not the document. It is the proposition that must be established, defeated, admitted,
excluded, or left genuinely disputed. A claim-to-evidence map makes missing support visible before a motion, deposition,
mediation, or trial deadline does.

Required proposition Current support Contradiction Next proof task

Example: defendant made a Email A; witness B Draft C; witness D Disputed Authenticate Email A and resolve date
material representation conflict

UNKNOWNS AND INFORMATION GAIN

Uncertainty that can be acted on

- Name the question precisely enough that another person could answer it.

- State what decision or conclusion could change if the answer moves.

- List the fastest reliable source: custodian, record system, witness, expert test, authority, or adversary request.
- Estimate the cost, time, privilege, and preservation implications before pursuing it.

- Close the loop: record the answer, source, and resulting change in the next report version.

OPERATING RHYTHM

A disciplined cadence

After a material event Issue a short delta: what happened, source, affected propositions, uncertainty, and immediate action.
Weekly Update deadlines, proof gaps, active unknowns, discovery status, spend, and owner commitments.
Before a decision Freeze a named report version; show assumptions, alternatives, downside, and dissent.

After the decision Record who decided, why, what was rejected, and what evidence would trigger reconsideration.
After the outcome Compare expected path to actual movement without rewriting the prior forecast.
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IMPLEMENTATION

The 30-day readiness plan

Days 1-5 Inventory Name the matter owner, current reporting artifacts, source systems, deadline source, and every place where
the team's view of the case is stored.

Days 6-10 Normalize Create one claim-to-evidence matrix. Label each entry observed, asserted, inferred, disputed, speculative,
or simulated.

Days 11-15 Version Publish a baseline status report with a source index, unknown register, decision log, and named version date.

Days 16-20 Stress-test Ask a skeptical reviewer to trace every material conclusion and challenge the top three assumptions.

Days 21-25 Decide Run one real matter decision through the report and preserve the rejected alteratives.

Days 26-30 Institutionalize Set the update cadence, owners, review threshold, and rule for what counts as a material change.

Readiness scorecard

[ 1 Every active claim and defense is decomposed into required propositions.

[ 1 Every material conclusion has a resolvable source or explicit unsupported status.

[ ] Assertions, interpretations, disputes, and scenarios are visibly distinct.

[ ] The team can explain what changed since the prior report and why.

[ 1 Unknowns are ranked by the decisions they could change.

[ ] The report preserves prior assumptions, rejected paths, and decision rationale.

[ 1 Discovery activity is tied to a proposition, risk, or information objective.

[ ] Deadlines are checked against the controlling rule, order, and local practice.

[ ] Probability or range changes show their cause and assumptions.

[ 1 A new reader can understand the current matter without reconstructing it from email.

Interpretation: 8-10 checked suggests a decision-ready reporting practice. 5-7
suggests a useful but fragile practice. 0-4 suggests the team is still reporting
documents and activity rather than the state of the matter.
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REFERENCE NOTES

Sources, scope, and use

These tools organize litigation work; they do not state the law for a particular case. Federal rules are a starting point only. Always
check the controlling substantive law, local rules, standing orders, scheduling order, protective orders, and matter-specific facts.

1. Federal Rules of Civil Procedure, effective Dec. 1, 2025
https://www.uscourts.gov/sites/default/files/document/federal-rules-of-civil-procedure.pdf

2. Federal Judicial Center, Civil Litigation Management Manual, 2d ed.
https://www.fijc.gov/sites/default/files/2012/CivLit2D.pdf

3. Federal Judicial Center, Manual for Complex Litigation, Fourth
https://www.fijc.gov/sites/default/files/materials/30/Manual%20for% 20Complex%20Litigation_Fourth%20Edition_Third%20Printing_2020.pdf

4.U.S. District Court, E.D. La., ESI Discovery Guidelines
https://www.laed.uscourts.gov/sites/default/files/pdfs/north/E-discoveryGuidelines.pdf

Juricratic treats every conclusion as something that should remain tied to its source,
assumptions, status, and review history. Use the same discipline in every report you
produce.

EDUCATIONAL USE ONLY

This publication is general educational information, not legal advice, and does not create an attorney-client relationship. The checklists are not exhaustive.
Facts, law, court orders, ethical duties, privilege, confidentiality, and preservation obligations vary by matter and jurisdiction.
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