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Your Board Doesn't Want Your 

Backup Success Rate

It wants proof you'd survive the next real disruption.
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Boards And Engineers Ask Different 
Questions

ENGINEER ASKS

Did the backup finish?

BOARD ASKS

Could the business recover?

ENGINEER ASKS

Did the restore work in test?

BOARD ASKS

Would it work under real pressure?

ENGINEER ASKS

Did we hit our RTO?

BOARD ASKS

Would customers and regulators 
notice?
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A Passed Test Isn't A Validated Capability

DR TEST

PASSED

Workload

restarted cleanly ≠

RECOVERY

VALIDATED

Identity, dependencies,

and authority all

survive intact

Most DR tests prove a restart. Board-grade recovery proves survival.
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Authority Comes First

• Who can authorize invoking DR?

•

• Who escalates to legal?

•

• Who briefs the board mid-incident?

A metric with no named owner isn't a metric. It's a number 

nobody signed for.
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Evidence Is The Missing Layer

Verbal assurance isn't proof.

A board-grade metric needs artifacts a regulator, insurer, or 

auditor can inspect without live system access — not a confident 

answer from the person who built it.
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One Good Test Isn't A Metric

The result has to hold — different team, different failure, six 

months from now.

Determinism, not luck with better documentation.
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Clean Failures Don't Prove Ransomware 

Survival

COMMON MISTAKE

A recovery process that survives a dead server tells you nothing 

about surviving identity and backup infrastructure compromise.
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The Board-Grade Recovery Stack

Recovery Readiness

Adversarial Validation

Deterministic Recovery

Evidence

Authority

Backup & Restore Capability
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Metrics vs. The Questions Boards Ask

TRADITIONAL METRIC

Backup success rate

BOARD QUESTION

Could the business actually recover?

TRADITIONAL METRIC

RTO achieved

BOARD QUESTION

Would customers and regulators notice?

TRADITIONAL METRIC

DR test passed

BOARD QUESTION

Could leadership defend the outcome 
publicly?



R E C O V E R Y  R EA D IN E S S  A S S E S SM E NT

Recovery Readiness Isn't Measured 

By Yesterday's Restore

It's measured by confidence in tomorrow's recovery.
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