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Executive Summary 

Incident triage is the most expensive minute of an 
outage. It is the moment senior engineers are paged, 
context is incomplete, alerts are noisy, and “figuring 
out what’s actually happening” becomes a parallel, 
uncoordinated effort across multiple people and 
departments. Even highly capable organizations find that 
the first 10 to 30 minutes of an incident are dominated by 
context gathering rather than diagnosis or mitigation. 

After reviewing multiple cases, we discovered that it was 
possible for the platform team to reduce incident triage 
time by more than 50%, simply by redesigning triage as 
an engineered workflow and embedding AI to automate 
the most time-consuming steps: context assembly, signal 
correlation, first-pass summaries, and runbook launching. 
Importantly, they did this while keeping humans in 
control of all decisions and production-changing actions. 

This article explains the operating model, AI patterns, 
guardrails, and measurement approach so your department 
can replicate the outcome. 

Triage Time Defined 

Most teams focus on MTTR (Mean Time to Recovery, Mean Time 
to Repair, or Mean Time to Restore). For this article, we will 
explicitly define triage as a distinct phase with clear start and end 
conditions, allowing us to optimize it independently and 
determine the overall resolution time. 
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Working definition used by the team: 

•Triage start: First page or alert acknowledged (or incident 
channel created) 

•Triage complete: 
- Primary owner assigned 
- Severity declared 
- Suspected component/service identified 
- Immediate action path chosen (mitigate, rollback, 

failover, throttle, or continue investigation) 

This framing matters because organizations can dramatically 
reduce triage even when total fix time varies widely across 
incidents. 

Measurement in our research was intentionally lightweight but 
consistent. The team sited pulled timestamps from the incident 
management system and ChatOps events, reported median and 
P75 triage time weekly, and segmented results by severity and 
service tier so improvements were not mistaken for “just fewer 
hard incidents.” Structured incident processes and clear roles 
enabled consistent measurement and a concise feedback loop. 

Alert Quality and Correlation Before GenAI 

One thing to note is that GenAI does not solve bad telemetry. If 
you feed it noise, it will summarize noise, as you know. For this 
reason, before introducing any generative models, you must 
focus on improving the quality of incoming signals. In the study 
we conducted, the team audited pages and aggressively removed 
or downgraded alerts with (1) no clear operator action, (2) 
alerts firing on internal-only signals with no customer-impact 
correlation, and (3) duplicate alerts across host, container, and 
service layers that created paging storms. This significantly 
reduced cognitive load and ensured that what remained was 
worth a human’s attention. 

Next, event grouping was introduced so responders no longer 
had to start with a pile of disconnected alerts. Correlation rules 
ensured engineers saw a single, grouped incident with 
supporting signals, a probable primary symptom, and top-related 
deploy/config changes and dependency signals. This reflected 
the core value of the AIOps-style approach: if you can shorten 
triage by grouping and correlating signals before humans begin 
deep investigation, you will save time. 

Where To Put AI in the Triage Process 

The team discovered that the biggest time sink was not diagnosis
—it was assembling context. Engineers repeatedly asked the 
same initial questions: 

•What changed? 
•Which services are failing? 
•Is this a known failure mode? 
•Who owns the suspected component? 
•Which dashboards and logs should we check first? 

They solved this with an AI-generated Incident Brief that 
automatically appears when an incident is declared and is posted 
directly to the incident channel. 

The Incident Brief contains: 

•Suspected scope and blast radius 
•Recent change context 
•Evidence snapshot 
•Known issue matches 
•Ranked next best actions 

This aligns with how modern incident platforms describe 
GenAI usage: summarize incidents, suggest remediation 
paths, and accelerate the human workflow rather than 
replacing it. 
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Guardrails 

The team also treated guardrails as first-class design 
elements. For one thing, AI may recommend production 
changes but never execute them. Every recommendation must 
include links to underlying evidence. Retrieval is restricted to 
approved internal systems. High-severity incidents require 
human confirmation of severity and the owner. These controls 
preserve trust and avoid the failure mode of “blindly trusting 
the bot.” 

Make Runbooks Executable and Let AI Take 
Care of Routing 

Runbooks only create value if they are current, discoverable, 
written for on-call conditions, and integrated into tools. For this 
reason, the team converted their runbooks into structured, 
launchable workflows with start-here checks, decision-tree forks, 
safe automated reads, and human-confirmed writes. AI did not 
author runbooks from scratch. Instead, AI was used to help draft 
initial versions from past incidents, update runbooks based on 
postmortem action items, translate tribal knowledge into steps, 
and select the most relevant runbook during triage. 

Roles and Communication 

Triage slows down dramatically when many people investigate 
independent hypotheses. For this reason, the platform team 
standardized who would take on the roles of Incident 
Commander, Primary Responder, Subject Matter Experts, and 
Scribe. Scribe overhead was also reduced by using AI to capture 
real-time timelines, drafting status updates, and producing post-
incident summary drafts. 

Postmortems as a Reliability Pipeline 

If you want reliable systems, you must consistently review 
failures that prioritize learning over blame. Everything else 
builds on that. For this reason, post-incident reviews were 
treated as backlog generators feeding alert improvements, 
runbook updates, automation candidates, tests, and architectural 
fixes. In this case, AI accelerated drafting, while humans 
reviewed for accuracy, separated “what happened” from “why,” 
enforced owners and dates, and tagged prevention vs. 
mitigation. 

Why the Incredible Improvement In Time Savings Is 
Real and Repeatable 

AIOps and automation explicitly target triage acceleration by 
reducing manual sorting, correlation, and investigation. By 
eliminating predictable time sinks—manual context gathering, 
duplicate investigations, unclear ownership, and slow runbook 
discovery—your team can achieve durable gains rather than one-
time improvement. 

Conclusion 

Incident response does not fail because engineers lack skill; it fails 
because the earliest minutes of an outage are consumed by avoidable 
friction. This case shows that when triage is treated as an engineered 
system—rather than an improvised human activity—those minutes can 
be reclaimed. By cleaning up signals, defining triage as its own 
measurable phase, embedding AI to assemble context and guide 
attention, and enforcing clear roles and guardrails, the team cut triage 
time by more than half without surrendering control or increasing risk. 

The takeaway is not that AI “fixes incidents,” but that it removes the 
drag that prevents skilled people from acting quickly. When humans 
stay accountable for decisions, and AI is deliberately placed where it 
accelerates understanding, the result is faster, calmer, and more 
reliable incident response—outcomes that are both real and repeatable 
across organizations willing to design for them. 
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Intertech’s senior software and platform consultants work hands-
on with engineering teams to design and implement AI-assisted 
incident triage systems that are production-grade, observable, 
and operationally safe. We focus on building concrete 
architectures that integrate with existing monitoring, logging, 
CI/CD, ChatOps, and incident management tooling, while 
preserving human control, auditability, and deterministic 
behavior. Whether you are refining alert pipelines, introducing 
event correlation, or embedding GenAI into operational 
workflows, Intertech partners with your teams from early 
technical design through production rollout and iterative 
optimization. 

Where We Can Help Your Team 

•Assess the current observability, alerting, and 
incident response architecture 

•Design target-state architecture for AI-assisted 
triage and AIOps pipelines 

• Implement signal correlation, retrieval pipelines, 
and Incident Brief generation 

•Convert critical runbooks into executable, tool-
integrated workflows. 

• Integrate AI into ChatOps and incident 
management platforms with guardrails 

•Establish security boundaries, access controls, and 
audit logging for operational AI 

•Define metrics and instrumentation for triage time, 
MTTR subcomponents, and reliability 

•Mentor engineers and support internal capability 
development 

Visit us at intertech.com and let’s talk about how we may be 
able to assist. 

(Checklist on next page)
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Use this checklist to assess whether your organization has the 
foundations in place to reduce incident triage time and safely introduce 
AI into operational workflows. 

Triage Time Definition & Measurement 

☐ Do we have a documented definition of triage start? 

☐ Do we have a documented definition of triage complete? 

☐ Do we record timestamps for: 

• Alert acknowledged 

• Incident declared 

• Owner assigned 

• Severity assigned 

• Action path chosen 

☐ Are median and P75 triage times reported regularly? 

☐ Are triage metrics segmented by severity and service tier? 

Intertech can help facilitate a short working session to define triage 
boundaries, select metrics, and implement lightweight instrumentation. 

Alert Quality & Noise Reduction 

☐ Does every paging alert have a documented operator action? 

☐ Are internal-only signals prevented from paging humans? 

☐ Are duplicate alerts across infrastructure and services eliminated 
or grouped?  

☐ Are alerts primarily symptom-based (user impact) rather than 
cause-based? 

Checklist

AI-Assisted 
Incident Triage 
Readiness 
Checklist
A practical guide for platform, 
SRE, and IT operations teams

Intertech, Inc.
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Intertech can assist with alert audits, taxonomy design, and tuning 
strategies to reduce noise before any AI is introduced. 

Event Correlation & Incident Grouping 

☐ Are related alerts grouped into a single incident? 

☐ Do responders see a probable primary symptom? 

☐ Are recent deploys/config changes attached automatically? 

☐ Are dependency signals included? 

Intertech can design correlation rules and integration patterns 
across monitoring and incident platforms. 

Incident Brief (AI Context Assembly) 

☐ Does an incident automatically receive a structured summary? 

☐ Does the summary include: 

• Suspected scope / blast radius 

• Recent change context 

• Evidence links 

• Known issue matches 

• Ranked next actions 

☐  Are summaries generated inside ChatOps or incident tooling? 

Intertech can design and implement Incident Brief generation using 
approved internal data sources. 

Guardrails & Safety Controls 

☐ Can AI recommend but not execute production changes? 

☐ Are all AI outputs traceable to evidence? 

☐ Is retrieval limited to approved systems? 

☐ Do high-severity incidents require human confirmation of  
severity and owner? 

☐ Are AI outputs logged and auditable? 

Intertech can help define governance patterns and security 
boundaries for operational AI. 

Runbook Quality & Executability 

☐ Are runbooks current and discoverable? 

☐ Are they written for on-call conditions? 

☐ Are runbooks launchable from incident tools? 

☐ Do runbooks include decision points and safe automated 
reads? 

☐Do runbooks require confirmation for writes? 

Intertech can help convert top runbooks into executable workflows. 

AI-Assisted Runbook Management 

☐ Can AI draft runbook updates from postmortems? 

☐ Can AI suggest relevant runbooks during triage? 

☐ Are humans required to approve changes? 

Roles & Communication 

☐  Do we formally assign: 

• Incident Commander 
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• Primary Responder 

• Subject Matter Experts 

• Scribe 

☐ Are responsibilities documented? 

☐ Are role handoffs clear? 

Intertech can help define role models and incident operating 
procedures. 

AI-Assisted Scribing 

☐ Is timeline captured automatically? 

☐ Are status updates drafted automatically? 

☐ Are post-incident summaries generated? 

☐ Are humans reviewing outputs? 

Postmortems as Improvement Input 

☐ Do postmortems produce action items? 

☐ Are action items categorized (alerts, runbooks, automation, 
architecture)? 

☐ Are owners and due dates required? 

☐ Are recurring issues tracked? 

Intertech can help design postmortem templates and 
improvement pipelines. 

Architecture & Integration Readiness 

☐ Do we have a service catalog? 

☐ Do we have ownership mapping? 

☐ Are observability tools integrated with incident tooling? 

☐ Is ChatOps integrated with incident tooling? 

Intertech can design the target-state architecture and 
integration strategy. 

Adoption & Change Management 

☐ Are teams trained on new workflows? 

☐ Is documentation available? 

☐ Is there an owner for ongoing optimization? 

Intertech can support rollout, mentoring, and internal enablement. 

Using This Checklist & 
Interpreting Your Score: 
Optional Scoring 

Count checked items: 

• 0–18 — Early foundation 

• 19–36 — Emerging readiness 

• 37–52 — Strong foundation 

• 53+ — Advanced readiness 
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How Scoring Works 

Each checklist item represents a concrete capability that 
contributes to faster, safer incident triage. Review each section 
and place a checkmark next to every statement that is true for 
your organization today. 

For each section: 

• Count the number of checked items 

• Write that number in the “Items Checked” column 

• Compare it against the “Total Items” column 

After completing all sections, add up your “Items Checked” 
values to get your overall readiness score. 

Readiness Levels 

Use your total score to interpret your current maturity using this 
chart and these definitions: 

 0–20 — Early Foundation 
Incident triage is largely manual and inconsistent. Alert noise, 
missing context, and unclear ownership are likely major 
contributors to slow response. Focus first on defining triage 
boundaries, improving alert quality, and standardizing incident 
roles before introducing AI. 

21–40 — Emerging Readiness 
Some foundations exist, but workflows are still fragmented. You 
may have runbooks and incident processes, but they are not 
consistently executable or integrated. Prioritize correlation, 
structured incident briefs, and basic guardrails before expanding 
AI usage. 

41–60 — Strong Foundation 
Core incident practices are in place and measurable. You are 
well-positioned to introduce AI for context assembly, 
summarization, and routing. Focus on automation depth, 
executable runbooks, and continuous improvement loops. 

61+ — Advanced Readiness 
You have a mature operational foundation and can safely scale 
AI-assisted triage. Optimization efforts should target higher-
order automation, predictive insights, and ongoing refinement 
based on postmortem learning. 

How to Use Your Results 

• Treat your score as a baseline, not a grade. 

• Identify the lowest-scoring sections first—these 
usually produce the fastest gains. 

• Build a small, prioritized improvement backlog. 

• Re-run the checklist periodically (quarterly is 
typical) to track progress. 

Organizations that steadily move from low to high in these levels 
typically see measurable reductions in triage time, lower on-call 
fatigue, and more predictable incident outcomes. 

And remember… Intertech’s senior consultants partner with 
organizations to assess readiness, design architectures, implement 
tooling, and guide adoption of AI-assisted incident triage systems 
that are safe, observable, and production-grade. 

Thank you for your time. 

Visit intertech.com to start the conversation.
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Sources & Further Reading 
Google SRE – Site Reliability Engineering: Incident Management Guide 
https://sre.google/resources/practices-and-processes/incident-management-guide/ 

Google SRE Book – Monitoring Distributed Systems 
https://sre.google/sre-book/monitoring-distributed-systems/ 

Google SRE Book – Practical Alerting from Time-Series Data 
https://sre.google/sre-book/practical-alerting/ 

Google SRE Workbook – Alerting on SLOs 
https://sre.google/workbook/alerting-on-slos/ 

Google SRE Workbook – Postmortem Culture: Learning from Failure 
https://sre.google/workbook/postmortem-culture/  

Microsoft Azure Well-Architected – Architecture strategies for designing an incident management 
(IcM) process 
https://learn.microsoft.com/en-us/azure/well-architected/operational-excellence/incident-
response 

Microsoft Azure Well-Architected – Create an effective incident management plan to manage 
disruptions 
https://learn.microsoft.com/en-us/azure/well-architected/design-guides/incident-management 

How to choose incident management KPIs and metrics 
https://www.atlassian.com/incident-management/kpis 

Incident Management: MTBF, MTTR, MTTA, and MTTF 
https://www.atlassian.com/incident-management/kpis/common-metrics 

ITSM Runbook Template  
https://www.atlassian.com/software/confluence/templates/itsm-runbook 

How to run a blameless postmortem 
https://www.atlassian.com/incident-management/postmortem/blameless 

IBM – What Is AIOps? 
https://www.ibm.com/think/topics/aiops 

AIOps 
https://en.wikipedia.org/wiki/AIOps 

Improve incident triage with AIOps to reduce downtime 
https://www.bigpanda.io/blog/incident-triage-and-mttr/ 

What is event correlation? 
https://www.bigpanda.io/blog/event-correlation/ 

DevOps.com – AIOps for SRE — Using AI to Reduce On-Call Fatigue and Improve Reliability  
https://devops.com/aiops-for-sre-using-ai-to-reduce-on-call-fatigue-and-improve-reliability/ 

Transforming the Incident Lifecycle with AI Agents 
https://www.pagerduty.com/blog/ai/transforming-the-incident-lifecycle-with-ai-agents/ 

PagerDuty Expands GenerativeAI Solutions with PagerDuty Advance to Mitigate Risk of 
Operational Outages 
https://www.pagerduty.com/newsroom/pagerduty-expands-generativeai-solutions-with-pagerduty-
advance/ 

Cut MTTR by 40% Using AI for Automated Incident Triage 
https://rootly.com/sre/cut-mttr-by-40-using-ai-for-automated-incident-triage 

Artificial Intelligence in Jira Service Management 
https://www.atlassian.com/software/jira/service-management/product-guide/tips-and-tricks/
artificial-intelligence#overview 

Detect and respond to incidents using Rovo 
https://community-link.atlassian.com/learning/course/configure-service-projects-for-incident-
management/lesson/detect-and-respond-to-incidents-using-atlassian-intelligence 

NIST – AI Risk Management Framework 
https://www.nist.gov/itl/ai-risk-management-framework 

Microsoft – Responsible AI 
https://www.microsoft.com/en-us/ai/responsible-ai 

OWASP – Top 10 for Large Language Model Applications 
https://owasp.org/www-project-top-10-for-large-language-model-applications/ 

Secure Generative AI with Microsoft Entra 
https://learn.microsoft.com/en-us/entra/architecture/secure-generative-ai 

Microsoft AI Playbook – Security planning for LLM-based applications 
https://learn.microsoft.com/en-us/ai/playbook/technology-guidance/generative-ai/mlops-in-
openai/security/security-plan-llm-application 

Microsoft Security – Discover, protect, and govern AI apps and data 
https://learn.microsoft.com/en-us/security/security-for-ai/

https://www.intertech.com/


	How Incident Triage Time Was Cut By Over 50% Without Adding Headcount
	Cutting Incident Triage Time
	AI-Assisted Incident Triage Readiness Checklist

