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CONSTRUCTION PROJECT RECOVERY TRIAGE

 CHECKLIST

Purpose: A rapid, structured checklist to assess a distressed construction
project and determine immediate stabilisation and recovery priorities. Designed
for owners, EPCs, and contractors facing cost overruns, schedule slippage, or
loss of control

☐ Current physical progress independently verified
☐ Reported progress reconciled to site conditions
☐ Key assumptions challenged and validated
☐ Known vs unknown issues clearly separated
☐ Single, agreed version of project status established

☐ Current programme logic reviewed for credibility
☐ Critical path activities confirmed
☐ Constraints preventing progress identified
☐ Recovery options realistically achievable, assessed
☐ Contractual milestones and exposure confirmed

☐ Latest cost at completion reviewed for credibility
☐ Major cost drivers and overruns identified
☐ Commitments vs remaining scope reconciled
☐ Cash flow risk and funding pressure assessed
☐ Cost leakage areas prioritised

1. Immediate Project Status Reality Check

2. Schedule & Completion Risk

3. Cost & Cash Exposure
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☐ Engineering completeness for remaining work assessed
☐ Materials availability and delivery risks reviewed
☐ Access, permits, and site constraints identified
☐ Productivity and congestion issues assessed
☐ Near-term executable work fronts confirmed

☐ Roles, authority, and accountability clarified
☐ Decision bottlenecks identified
☐ Field-to-management escalation effectiveness assessed
☐ Leadership intervention requirements identified

☐ Contractual rights and obligations reviewed
☐ Notice compliance status assessed
☐ Change, delay, and disruption entitlement potential reviewed
☐ Liquidated damages or penalty exposure assessed
☐ Termination or suspension risks identified

☐ Top schedule risks ranked by impact and immediacy
☐ Top cost risks ranked by exposure
☐ Opportunities for acceleration or resequencing identified
☐ Risk mitigation actions assigned and owned

☐ Quality and availability of contemporaneous records assessed
☐ Change and delay events identifiable and traceable
☐ Claims strategy aligned with recovery actions
☐ Dispute escalation pathways considered

4. Workfront & Execution Readiness

5. Organisational & Decision Blockers

6. Contractual & Commercial Position

7. Risk & Opportunity Prioritisation

8. Claims & Dispute Readiness
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☐ Minimum viable controls defined for recovery phase
☐ Short-interval planning and reporting implemented
☐ Leading indicators identified
☐ Forecast update cadence increased

☐ Stabilisation actions defined (0–30 days)
☐ Medium-term recovery scenarios developed
☐ Cost, schedule, and risk trade-offs evaluated
☐ Go / No-Go decision points identified

9. Controls & Reporting Reset

10. Recovery Path Decisions

CONSTRUCTION PROJECT RECOVERY TRIAGE

 CHECKLIST

CDI Experts supports construction project recovery through rapid triage,
independent assessment, and execution-focused recovery planning—
helping organisations regain control and make informed commercial
decisions.

Unchecked items indicate immediate recovery risk. Focus first on
stabilisation and control before pursuing full re-baselining or long-term
optimisation.

How CDI Experts Helps

How to Use This Checklist


