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E X E C U T I V E  S U M M A R Y

Large-scale transformation programmes carry inherent risks, with nearly 30 percent failing to meet their 

objectives. Intology’s extensive experience demonstrates that a structured programme recovery triage 

playbook is essential for diagnosing issues swiftly and steering troubled projects back on course. This 

playbook outlines a pragmatic, stage-gated approach that moves organisations from uncertainty to clarity 

through rapid assessment, root cause analysis, stakeholder alignment, and disciplined governance. By 

embedding clear accountability and transparent decision-making, executive sponsors and programme teams 

can de-risk initiatives, restore momentum and safeguard strategic outcomes. This resource provides 

actionable steps and governance models that can be implemented immediately to improve recovery success 

rates and protect business value.

Introduction: The Critical Need for a Programme Recovery Triage Playbook
Complex transformation programmes are fraught with uncertainty and risk. Research consistently shows that 

nearly one in three large programmes fail to deliver their intended benefits, often due to escalating issues 

that remain unaddressed in the early stages. These failures not only impact budgets and timelines but also 

erode stakeholder confidence and jeopardise strategic goals.

Organisations embarking on extensive IT, integration, or business change initiatives require more than 

reactive firefighting. Without a clearly defined recovery approach, efforts to address programme distress tend 

to be fragmented and ineffective, leading to further delays and cost overruns.

A programme recovery triage playbook provides a structured, repeatable framework to diagnose problems 

rapidly, align stakeholders, and select the most viable recovery options. It shifts the focus from symptom 

management to root cause resolution and embeds governance mechanisms to sustain recovery progress.

Intology’s consultants have applied this disciplined approach across multiple complex recoveries, 

demonstrating its value in restoring clarity, confidence and control in troubled programmes.

The Core Challenge: Why Programmes Fail and Recovery Efforts Stall
Understanding why programmes fail is fundamental to designing an effective recovery triage playbook. 

Common root causes include:

• Governance breakdown, where decision rights are unclear or ineffective

• Unclear roles and responsibilities leading to accountability gaps

• Inadequate resource allocation or skills mismatch

• Misaligned stakeholder expectations and poor communication

• Lack of objective data to inform decisions

Often, early warning signs are overlooked or misinterpreted, causing issues to escalate unnoticed. Initial 

recovery attempts frequently falter due to insufficient governance structures and stakeholder disengagement. 

Recovery efforts can become reactive, focusing on managing symptoms rather than addressing underlying 

problems, which results in recurring delays and cost increases.

For example, a client programme experienced repeated schedule slippages due to conflicting priorities 

across business units and weak executive sponsorship. This scenario typifies how unresolved governance 

and accountability issues undermine recovery.

To avoid these pitfalls, a recovery triage playbook must prioritise rapid diagnosis, root cause analysis, and 

establishing robust governance and communication protocols from the outset.
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Intology’s Programme Recovery Triage Framework
Intology’s recovery triage playbook follows a structured, stage-gated process designed to bring clarity and 

control to troubled programmes. The core stages are:

1. Rapid Situational Assessment: Conduct an immediate health check capturing scope, schedule, budget, 

risks, and benefits realisation. Combine quantitative data analysis with qualitative stakeholder 

interviews to build a comprehensive picture.

2. Root Cause Analysis: Identify fundamental fail points rather than just symptoms. Analyse governance, 

roles, resources, and expectations to pinpoint where breakdowns occur.

3. Stakeholder Alignment: Establish a clear communication protocol ensuring all parties acknowledge the 

programme’s true status. Secure executive sponsorship by presenting objective evidence.

4. Recovery Options Development: Develop pragmatic scenarios such as phased remediation, controlled 

de-scoping or targeted reinvestment. Each option should clearly articulate cost, timeline impact and risk 

mitigation.

5. Decision Framework and Prioritisation: Apply a transparent framework to select the recovery path 

aligned with strategic priorities and risk appetite. Ensure decisions are data-driven.

6. Implementation and Monitoring: Execute the recovery plan with enhanced governance layers, frequent 

progress reviews and embedded early warning indicators.

This disciplined sequence ensures recovery efforts are fact-based, prioritised and governed effectively.

Detailed Implementation Steps for Effective Recovery
To implement the triage playbook successfully, follow these practical steps:

1. Assemble a Recovery Team: Include programme management, business stakeholders, finance, and 

independent assurance experts.

2. Conduct Rapid Situational Assessment:

• Review current programme documentation and metrics

• Interview key stakeholders across business and delivery teams

• Map issues against scope, schedule, budget, risks and benefits

3. Perform Root Cause Analysis:

• Facilitate workshops to identify governance gaps and resource constraints

• Differentiate between symptoms and root causes

• Document findings clearly

4. Align Stakeholders:

• Present findings in an unvarnished status report

• Agree on recovery objectives and priorities

• Establish a communication plan with regular updates

5. Develop Recovery Options:

• Create scenarios with clear trade-offs

• Assess cost, timeline, risk and benefits implications

• Engage stakeholders to validate options

6. Apply Decision Framework:

• Use a scoring or prioritisation matrix aligned to strategic goals
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• Ensure transparency in decision-making

• Obtain executive approval

7. Execute and Monitor:

• Implement recovery plan with defined milestones

• Establish a Programme Board with decision rights

• Embed early warning indicators and corrective action triggers

• Conduct regular assurance reviews

These steps enable a controlled, transparent recovery process that builds confidence and momentum.

Best Practices for Embedding Governance and Accountability
Robust governance is a cornerstone of successful programme recovery. Best practices include:

• Establishing a dedicated Recovery Programme Board with clear decision rights

• Designating Senior Responsible Owners (SROs) accountable for recovery deliverables

• Defining roles and responsibilities explicitly to avoid overlaps or gaps

• Implementing regular assurance reporting cycles with objective metrics

• Maintaining transparent communication channels with all stakeholders

• Embedding early warning indicators and escalation protocols

For instance, in a recent client engagement, Intology introduced a recovery governance model that resolved 

conflicting priorities by clarifying decision authority and increasing sponsor engagement. This approach 

improved transparency and accelerated turnaround.

Additionally, fostering a culture of accountability where issues are openly acknowledged and addressed 

promptly is essential. Avoiding blame and focusing on fact-based problem solving encourages collaboration 

and sustained recovery progress.

Our consultants recommend integrating governance mechanisms into the recovery plan from day one to 

prevent relapse and ensure continuous oversight.

Common Pitfalls and How to Avoid Them
Programme recovery attempts often fail due to avoidable mistakes. Common pitfalls include:

• Delaying the situational assessment, resulting in lost time and escalating risks

• Focusing on symptoms rather than root causes, leading to repeated issues

• Lack of executive sponsorship or stakeholder buy-in

• Poor communication causing misaligned expectations

• Insufficient governance and unclear accountability

• Overly optimistic recovery plans ignoring realistic constraints

To avoid these pitfalls:

• Act swiftly to conduct a comprehensive assessment

• Use structured root cause analysis techniques such as the '5 Whys' or fishbone diagrams

• Secure executive sponsorship early with transparent evidence

• Develop a clear communication plan tailored to stakeholder needs

• Establish robust governance structures with defined roles

• Base recovery options on realistic data and risk assessments
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In one example, a programme stalled because recovery plans underestimated resource needs and timeline 

impacts.

By reapplying the triage playbook steps with rigorous data, the team realigned expectations and successfully 

remobilised the programme.

Measuring Success and Realising ROI in Programme Recovery
Measuring the effectiveness of recovery efforts is critical to demonstrate value and inform continuous 

improvement. Key metrics include:

• Schedule adherence against revised milestones

• Budget performance relative to recovery plan forecasts

• Achievement of defined benefits realisation targets

• Frequency and severity of risks and issues

• Stakeholder satisfaction and confidence levels

Implementing early warning indicators allows proactive management of emerging risks. Regular assurance 

reviews provide transparency and enable corrective actions before issues escalate.

Return on investment (ROI) in recovery is realised by avoiding programme failure costs, restoring delivery 

momentum and safeguarding strategic objectives. Intology’s experience shows that disciplined recovery 

approaches reduce overruns and improve stakeholder trust, which translates into tangible business value.

Organisations should embed measurement frameworks within the recovery governance model to track 

progress and report outcomes consistently.

Next Steps: Embedding a Sustainable Recovery Capability
To build resilience against future programme distress, organisations should:

• Institutionalise the recovery triage playbook as part of standard programme management practice

• Train programme teams and executives on recovery methodologies and governance

• Develop a repository of recovery case studies and lessons learned

• Implement continuous monitoring tools with early warning systems

• Foster a culture that values transparency, accountability and fact-based decision making

Intology’s consultants recommend conducting periodic health checks on active programmes to identify 

emerging risks early and apply triage principles proactively. Embedding recovery capability strengthens 

overall programme delivery maturity and reduces the likelihood of costly failures.

By adopting these next steps, organisations can transform recovery from a reactive necessity into a strategic 

advantage.

K E Y  T A K E A W A Y S

• Implement a structured, stage-gated recovery triage playbook to diagnose and stabilise troubled 

programmes swiftly.

• Prioritise root cause analysis over symptom management to address fundamental programme fail points 

effectively.

• Establish robust governance with clear decision rights and stakeholder accountability to sustain recovery 

momentum.



I N T O L O G Y
Transformation  |  Programme Assurance  |  Recovery  |  Change  |  M&A

info@intology.co  |  +44 (0) 330 043 1642  |  www.intology.co Page 5

• Secure executive sponsorship early through transparent communication and objective evidence 

presentation.

• Develop pragmatic recovery options with clear cost, timeline and risk trade-offs to enable informed 

decision-making.

• Embed early warning indicators and regular assurance reviews to monitor progress and manage risks 

proactively.

• Avoid common pitfalls by acting swiftly, maintaining transparency and basing plans on realistic data and 

risk assessments.

A B O U T  I N T O L O G Y

Intology is an independent UK management consultancy specialising in business transformation, programme 

assurance, programme recovery, change management and M&A. Our consultants help scale-ups, PE-backed 

businesses and large enterprise organisations deliver complex change with reduced risk and measurable value.
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