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B —
A NOTE FROM THE AUTHOR

Throughout my career, I've had the privilege
of working with hundreds of growing
businesses, and I've discovered one challenge
they all share: some of their most valuable
knowledge exists only in the minds of a few
key people.

I believe every business should capture, organize, document, and
transfer that knowledge so it becomes an asset of the organization
rather than a dependency on an individual. Technology will
continue to evolve. Al will continue to transform the way we work.
But the need to preserve and share institutional knowledge will
never change.

This book is based on the approach my team and I have refined
over years of helping organizations capture critical knowledge and
turn it into practical, usable playbooks.

My hope is that this book gives you a practical framework for
capturing the knowledge held by both you and your team and
turning it into a lasting asset for your organization.
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INTRODUCTION

THE DAY IT BECOMES A
PROBLEM

Most business owners do not think about knowledge transfer until
the day they need it. By then, it is usually too late to do it well.

Maybe it’s a key employee who gives notice. Maybe it’s a founder
who finally wants to step back after thirty years. Maybe it’s
someone who gets sick, or simply decides not to come back from
vacation. Whatever the trigger, the company suddenly realizes
that an enormous amount of what makes the business work is not
written down anywhere. It lives in one person's head.

I have sat across the table from owners in that exact moment, and
the look on their face is always the same. It is a mix of panic and
disbelief. How did we let this happen? We built a real business. We
have customers, revenue, a team. And yet, if this one person
walked out today, we are not sure we could keep running.
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There is a quieter version of this that does not require anyone to
quit. It's the owner who cannot take a real vacation because too
much runs through them. It's the leader who has become the
bottleneck that every decision waits on. It’s the founder who built
something successful and now feels a little trapped inside it,
where every bit of growth seems to create more chaos instead of
more freedom. If any of that sounds familiar, you are dealing with
the same underlying problem, just without the emergency.
Knowledge that lives in too few heads does not only put the
business at risk. It quietly keeps the people at the top from ever
stepping away.

Here is the good news. This is fixable. It's fixable before someone
leaves, and it’s fixable after they have already given notice,
although the second one is much harder and much more stressful
than it needs to be.

This book is a guide for doing it right yourself. Not the version
where you hand someone a recorder and ask them to talk about
their job for an hour. That almost never works, and I will explain
why. This is a real methodology, broken down into steps you can
run with your own team, for taking what is locked inside
someone's experience and turning it into something the rest of
your company can actually use.
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If you run a company, or you oversee a portfolio of companies, or
you are the person responsible for getting your operations under
control, this book was written for you. Read it, take what applies to
your situation, and use it. Some readers will run this entirely on
their own, and this book is everything they need to do that. Others
will read it, understand exactly how the work is done, and decide
they would rather have it run for them. Both are completely fine
outcomes, and the book is written to serve both. If you do end up
wanting help, you will already know precisely what that help
consists of, because it is the same methodology laid out in these
pages. The point is that you should never be stuck not knowing
where to start.

One thing before we begin. Most of this book is written from the
point of view of capturing knowledge from your key people,
because that is the most common situation: an owner or leader
who needs to get what is in an employee's head out of it. But it is
worth saying plainly that the knowledge in question is sometimes
your own. Founders and owners are often the single largest
holders of undocumented knowledge in their own companies,
simply because they were there from the beginning. So, as you
read, keep in mind that everything here applies just as well when
the expert is you. There is a chapter devoted specifically to that
case, because capturing the owner is different enough to deserve
its own treatment, but the core methodology is the same whether
you are documenting someone else or documenting yourself.

© 2026 Business Success Consulting Group. All Rights Reserved. 5



CHAPTER 1

WHY THIS MATTERS
MORE THAN YOU THINK

Let’'s start with the part most people get wrong. They think
knowledge transfer is something you do when someone is leaving.
A going-away project. Something reactive.

Think about it differently. Knowledge transfer is not a reaction to
departure. It is protection that should be built into how you run
the business, the same way you carry insurance, the same way you
back up your data. You do it whether or not anyone is leaving,
because the value of the knowledge does not depend on whether
someone happens to be walking out the door that month.

The Risk Side

Let’s be honest about what is actually at stake. When one person
holds a disproportionate amount of knowledge about how your
business runs, that person is not just an employee anymore. They
are a single point of failure. If they get hit by a bus, if they get a
better offer, if they simply decide they are done, you are exposed.
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Companies that go through a leadership transition with no
documentation in place pay for it for months afterward. The new
person reinvents things that already worked. Customers notice the
bumps. Deadlines slip because nobody quite knows the sequence
that used to be second nature to the person who left. Mistakes get
made that were avoided for years simply because someone
remembered not to make them.

None of that is necessary. It is the direct, predictable cost of never
writing anything down.

The Value Side

Here is the part that gets less attention, and it matters just as
much. The knowledge inside your best people is not just a risk to
manage. It is an asset to capture.

What actually makes a business valuable, the kind of valuable that
makes it sellable, scalable, and able to keep performing without
you in the room, is not the equipment or the customer list. It is the
accumulated judgment of the people who figured out how to make
it work. The reason your top salesperson closes deals nobody else
can close, the reason your operations lead never has a quality
complaint, the reason your longest tenured employee can
diagnose a problem in thirty seconds that would take someone
else a week. That is the actual engine of the business.
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If that knowledge stays trapped in individual heads, the business is
fragile and worth less than it should be. If you capture it, structure
it, and teach it to others, you have built something durable. You
have turned one person's experience into the company's
permanent capability.

And there is a third payoff, one that is less about the business and
more about you. When the critical knowledge is no longer locked
in a handful of heads, including your own, the business stops
depending on any single person being present. That is what
actually lets a leader step back. It is what makes it possible to take
a real vacation, to grow without every new problem landing on
your desk, to trust that the work will get done the right way,
whether or not you are in the room. Most owners think they are
buying insurance when they do this work. What they are really
buying is room to breathe.

So hold all of these in mind as you read the rest of this book. Yes,
this protects you from risk. It builds the value of the business. And
it gives the people at the top something they rarely have enough
of, which is freedom. Done well, knowledge transfer is one of the
highest leverage things you can do for the long-term health of your
company, and for your own.

(14t The knowledge inside your best people is not
just a risk to manage. It is an asset to capture.
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CHAPTER 2

WHAT YOU ARE ACTUALLY
TRYING TO CAPTURE

There is a term for this, tacit knowledge, and it is worth
understanding in plain language because the term itself does not
help anyone on its own.

Tacit knowledge is the knowledge that lives in someone’s head but
never quite makes it into words. It is the thing they know how to
do, but cannot easily explain. Ask them how they knew the
customer was about to walk, or how they could tell the part was
defective just by the sound it made, and you will often get a shrug.
I don’t know, I just know. I have done this for so long I can just
tell.

That is not an unhelpful answer because the person is being
difficult. It is an honest answer. The knowledge is real, it is
valuable, and it is genuinely hard for them to translate into
something someone else could learn from a manual.
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Here is an analogy that makes the idea click immediately. Think
about learning to bake from your grandmother. She taught you her
recipe, and one of the steps was beating the eggs by hand for
several minutes, because that is how she always did it and how her
mother did it before her. You learn the recipe exactly as she taught
it. Then one day you use an electric mixer instead, and the cake
comes out exactly the same. Maybe even better.

Your grandmother was not wrong. Beating eggs by hand worked.
It just was not the only way, and it was not the part of the recipe
that actually mattered. The part that mattered was the ratio of
ingredients, the temperature, the timing. The hand beating was a
habit that got passed down as if it were essential, when it was
really just how the tools available at the time required her to do it.

This is exactly what happens inside companies. Someone has been
doing a task a certain way for fifteen or thirty years, and that way
gets treated as gospel, when really, some of it is essential and
some of it is just how they have always done it. Part of your job,
when you sit down to capture this knowledge, is telling the
difference.
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Two Questions to Ask Constantly

When you sit down with someone to extract their knowledge, keep
two filters running in the background at all times.

1.1s this knowledge unique to this person, or could someone else
figure it out, find it written down somewhere, or learn it
through normal training? This tells you what is genuinely at
risk versus what is just undocumented but ordinary.

2.1s this still the best way to do it, or is it a habit that has outlived
its usefulness because nobody ever stopped to question it? This
tells you what to preserve exactly as is, and what you might be
able to improve while you are documenting it.

That second question is where the real value gets created. You are
not just a stenographer writing down whatever someone tells you.
You are figuring out what is essential to the business and what can
be modernized, replaced, or simplified, the same way the mixer

replaced beating eggs by hand without losing anything that
mattered.
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CHAPTER 3

A METHODOLOGY FOR
CAPTURING WHAT
PEOPLE KNOW

This is the part people are usually most curious about. If
knowledge transfer were as simple as turning on a recorder and
asking someone to talk about their job, every company would
already have this figured out. It is not that simple, and that is
exactly why it gets skipped or done badly.

Here is what typically happens when someone tries this without a
structure. They sit down with the expert, hit record, and ask them
to explain what they do. The expert starts talking, and because
they have never had to organize their own knowledge before, what
comes out is closer to a stream of consciousness than a structured
explanation. They jump around. They mention something
important in passing and move on before anyone realizes how
important it was. They skip the things that feel obvious to them,
which are often the exact things nobody else actually knows. And
at the end, you have hours of recording and no real way to turn it
into something usable.
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That is the core difference between recording someone and
actually transferring their knowledge. Recording captures words.
Transfer captures structure. Here is how to build that structure.

Step One: Prioritize

Before you sit down with the expert, figure out what matters most.
You cannot document everything, and you should not try. Start by
identifying the highest value knowledge, the parts of the role
where, if this person disappeared tomorrow, the company would
feel the most pain. That becomes your starting point, and
everything else gets layered in afterward.

Step Two: Capture

Run structured working sessions with the expert. This is not an
open-ended conversation. Come in with specific questions, and
direct the conversation. When an answer is vague, ask follow-up
questions until you fully understand what is actually being done
and why. Ask them to show you, not just tell you. Where is that
information? Walk me through exactly what happens when this
comes up. What do you look for? How do you know when
something is wrong?

This is where it pays to be deliberate. Knowing what to ask, and

knowing when an answer needs to be pushed further, is the
difference between a useful interview and a wasted hour.
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Step Three: Filter and Translate

Once you have the raw material, run it through the two questions
from the last chapter. What is genuinely unique to this person,
and what is just common knowledge that happens to be
undocumented? What is essential to keep exactly as is, and what
could be simplified or modernized?

Then translate what is left into something usable. That might be a
written policy, something everyone in the company needs to know
exists. It might be a step-by-step procedure, something repeatable
that someone else can follow. It might be a short video, because
some things genuinely come across better when you hear
someone explain them than when you read them on a page.
Decide which format fits which piece of knowledge, and build
accordingly.

The end result should not be a transcript. Think of it as the book
for that role. If you are working with your VP of Operations, the
goal is a book of the VP of Operations, built specifically from what
that person knows and how they actually do the job, organized in a
way that someone stepping into that role could genuinely learn
from.
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CHAPTER 4

WHY THIS IS HARDER
THAN IT LOOKS

Once you understand the methodology, a natural question follows.
If it is just structured interviews, why does this go wrong so often
when companies try it on their own?

The honest answer is that most companies do not lack the
willingness. They lack the practice. Nobody on the team has done
this enough times to know what to document, what to leave out, or
how to structure what they capture so it becomes useful instead of
just a pile of notes. The first time anyone runs this process, they
are learning the methodology and applying it at the same time,
which is exactly why it is worth slowing down and following the
steps deliberately rather than improvising.

There is also a real-time cost. Doing this well, even once you know
how, takes sustained attention over a couple of months. It
competes with everything else on your plate. That is worth
planning for honestly rather than assuming it will happen in the
margins of a busy week.
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It Is Also Not the Same as Shadowing

Shadowing feels like an obvious alternative. Put the successor next
to the expert for a few months and let them absorb it. Two
problems show up immediately.

First, most companies do not actually have someone available to
shadow full-time for months. It sounds simple until you try to staff
it.

Second, and more important, shadowing without a roadmap is
directionless. The expert does whatever comes up that day, in
whatever order it happens to occur. Some of it is critical. Some of
it is irrelevant. There is no way to know, in the moment, whether
you have captured everything that matters or whether you simply
happened to be standing there for the easy stuff and missed the
hard stuff.

The fix is the opposite of shadowing’s default. Before you capture a
single detail, map the overall structure of the role, the big picture
first, then the specific pieces within it. That gives you a roadmap.
You know what you are looking for and where each piece of
information fits as you go, instead of wandering wherever the
conversation happens to lead.
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CHAPTER 5

WHEN THIS
MATTERS MOST

Knowledge transfer comes up in a handful of recurring situations.
Recognizing which one you are in helps you plan the right
approach and the right timeline.

Retirement and Planned Transitions

This is the easiest version, because everyone involved already
understands why it matters. Someone has decided to step back
after a long career, and there is general agreement that their
knowledge needs to be captured before they go. The conversation
is straightforward because the framing is already obvious.

Unplanned Departures

This is harder, because there is rarely much warning. The lesson
here is not really about how to handle the departure. It is about
why you should not wait for one. The companies that get caught
off guard are almost always the ones that assumed they had more
time.
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Founders, Owners, and Do-Everything Leaders

This comes up more than people expect, and it is one of the
highest value versions of this work. A founder who built the
business from nothing, or a key leader who has quietly become the
person everything runs through, usually carries an enormous
amount of knowledge that was never written down, simply
because they were there for every decision from day one. When
that person wants to step back, whether to retire, to focus
elsewhere, or to prepare the business for a future sale, this same
process applies. It just runs wider and deeper, because it touches
almost every part of the company. This case has enough of its own
wrinkles that the next chapter is devoted to it.

Key Employees, Independent of Any Departure

This is the case to take most seriously, because it is the one
companies skip most often. You do not need someone to be
leaving to justify doing this. If you have an employee whose
knowledge represents real risk to the business simply because it
lives only in their head, that is reason enough. Waiting for a
trigger event is waiting for the worst possible time to start.
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A Note on How to Introduce This

The better approach is to present it as part of how a well-run
business operates. Every mature company documents its critical
knowledge, not because anyone expects an employee to leave, but
because people take vacations, go on leave, get promoted, and
businesses grow and need to backfill roles. None of that is a
reflection on the individual. It is simply good management.
Framed that way, this becomes something you would do
regardless of who holds the role, which is also, frankly, the truth.

{1 | you have an employee whose knowledge

represents real risk to the business simply
because it lives only in their head, that is
reason enough. Waiting for a trigger event is
waiting for the worst possible time to start.
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CHAPTER 6

WHEN THE KNOWLEDGE
LIVES IN THE OWNER

Capturing a key employee is one thing. Capturing a founder, an
owner, or the kind of senior leader who has quietly become the
center of everything is a different scale of challenge, and it
deserves its own chapter.

The difficulty is not that these people know more, although they
often do. It is that their knowledge is spread across the entire
business rather than contained in a single role, it is bound up in
judgment and relationships rather than tidy procedures, and the
person themselves is usually the bottleneck that every important
decision routes through. Capturing them is also the work of
removing that bottleneck, so the business can finally run without
them in the room. That is exactly what makes it the highest value
version of this work, and exactly what makes a business sellable,
because a buyer pays far less for a company that cannot operate
without its owner.
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It is worth being honest about what is really at stake here, because
for a founder it is rarely just about knowledge. The deeper fear,
often unspoken, is that they will never get to step away from the
thing they built. They are successful and exhausted at the same
time. They cannot take a real vacation without the phone ringing.
They watch the company grow and feel the chaos grow with it,
rather than the freedom they assumed success would bring. This
chapter is about the practical work of capturing what is in an
owner's head, but the reason to do it is bigger than documentation.
It is the difference between owning a business and being owned
by it. Getting the knowledge out of one person's head is how a
founder finally earns the freedom to step back, to create, or to
leave on their own terms, rather than staying chained to the
operation because no one else can run it.

Start by Identifying the Hats

The reason capturing a founder feels impossible is that you are
looking at the whole person at once, and the whole person seems
to do everything. The way through is to stop looking at the person
and start looking at the hats they wear.
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A founder or do-everything leader is never really doing one job.
They are wearing many hats at the same time, sales, operations,
hiring, finance, customer relationships, culture. Before you
capture anything, list out every hat. Then, for each hat, define
what the role actually is and what specific functions it involves.
Once you have done that, something important happens. The
impossible task of documenting a founder turns into a series of
manageable ones, because each hat is just a role, and a role is
exactly what the rest of this book already taught you to capture.
You work through them one hat at a time.

This also answers a question that worries a lot of owners, which is
what to do when there is no obvious successor to hand everything
to. It does not matter. The hats do not have to go to one person.
Once the knowledge for a hat is captured, that hat can be handed
to whoever is the right fit, and different hats can go to different
people. The founder gets distributed across the team, rather than
cloned into a single replacement who may not even exist yet.

Capturing Judgment, Not Just Tasks

The hardest part of a founder's knowledge is the part that is not a
process at all. It is judgment. The gut call on whether to take a
deal. The instinct that a customer is about to become a problem.
The sense of when to push and when to wait. Ask a founder how
they make these calls and you will usually get some version of
after thirty years, I just know.
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That answer is honest, but it is not the end of the road. The way
you capture judgment is by turning something nebulous into
something you can actually examine. Start by listing the major
decisions the person makes on a regular basis. For each one, work
out the decision underneath it. What is the decision tree? What
parameters do they weigh? What information do they gather
before they decide? What does a good outcome look like, and what
are the warning signs of a bad one?

You do this across enough real decisions and real scenarios that a
pattern starts to emerge. The goal is to find the common
denominator, the underlying logic and values that drive how this
person decides, even when they cannot articulate it themselves. I
worked with a leader in financial services where the entire goal of
the engagement was, in plain terms, to figure out how she thinks,
and then write it down so others could think the same way. That is
what capturing judgment really means. You are not recording one
decision. You are reverse-engineering the way of deciding.

There is a powerful side effect to doing this. Once a decision's logic
is on paper, you can ask a different question. Who else in the
organization could actually make this decision now that the
thinking behind it is visible? Often the answer is that several
people could, and the founder only needs to approve it rather than
make it from scratch, and eventually may not need to touch it at
all. This is how documenting judgment quietly becomes real
delegation. You are not just writing down how the founder
decides. You are giving those decisions away.
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Capturing Relationships

A founder usually carries relationships the same way they carry
judgment, entirely in their head. They know which customer
needs a personal phone call, which vendor has earned trust over
fifteen years, which client gets a particular brand of chocolate sent
on their birthday. None of that is trivial. It is the texture that holds
those relationships together, and it walks out the door the moment
the founder does, unless you capture it.

The method is to map the relationships first, who they are with
and how important each one is, then document what actually
matters about each one. The natural home for this is a CRM. Every
key client, vendor, and partner should have notes attached, the
history, the preferences, the personal details, the context behind
the relationship. Ideally every company already does this, but
founders are notorious for keeping it all in memory. Once it lives
in the CRM, the relationship can be picked up and carried by
someone else. The next person knows to send the chocolate,
knows the history, and can continue what the founder built rather
than starting cold.

The Part Nobody Likes to Talk About

There is an emotional dimension to capturing a founder or a long-
tenured leader that simply does not exist within most
documentation work, and it is worth naming honestly.
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For many of these people, the knowledge is not just knowledge. It
is tied to their identity and their sense of being needed. Being the
person who holds it all is part of who they are. So even when
someone genuinely wants to step back, some part of them holds
on, sometimes without realizing it. This is true of founders, and it
is just as true of a key employee who has been the go-to person for
twenty years.

You do not get through this with pressure. You get through it by
making the reason for doing it, and the benefits of having it done,
so clear and so genuinely desirable that they outweigh the worry.
The person has to want the outcome more than they want to keep
holding on. When a founder can see that this is what lets them
finally take a real vacation, or step into a chairman role, or sell the
business for what it is actually worth, the resistance tends to take
care of itself. Lead with the why, make the benefits real, and the
holding on loosens on its own.

There is a second form this resistance takes, and it is worth
handling directly, because it is so common with founders. It is the
belief that my way is the way, that the methods which built the
business are not just one approach but the only correct one. You
will not get anywhere arguing with this, and you should not try,
because there is real truth in it. The answer is a mindset shift,
offered with respect.
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It goes like this. Doing it this way got the business to where it is,
and none of that is going to be thrown away. That is precisely why
you are documenting it first, to capture and protect every
successful action. But preserving what works is not the same as
freezing it in place forever. Once there is a clear goal for where the
business is headed, getting there may call for doing some things
differently, or considering options that were never on the table
before. The discipline is in the sequence. You extract and
document what works first. Only then do you sit down and
evaluate where a change might be worth making. And any change
has to be genuinely justified, introduced one at a time, and
proven, so you never tear out something that was working on a
hunch.

A simple example makes the point. Suppose there is an
opportunity to expand into a new market. The way the founder has
always operated has taken the company to where it is, but it may
not be what reaches that new market, because the company has
not done it before. So you do not discard what works, and you do
not refuse to change. You take what works as the foundation, and
you figure out how to build on it to reach something bigger.
Framed this way, the founder is not being told their way was
wrong. They are being offered a way to protect what they built and
evolve it on solid ground, which is a far easier thing to say yes to.
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CHAPTER 7

FROM DOCUMENTATION
TO REAL COMPETENCY

Everything up to this point covers the core of the work, capturing
and documenting critical knowledge so it is no longer trapped in
one person's head. That alone is valuable, and for many situations,
it is exactly what is needed.

But there is a deeper version of this work, and it applies
specifically when there is a named successor, someone who is
actually stepping into the role and needs to demonstrate real
competency, not just read a document and hope for the best.

Documentation tells someone what to do. It does not, by itself,
prove they can actually do it. For that, build the process around
seven stages.

1. Knowledge Extraction and Documentation

Start exactly as described earlier, working directly with the expert
through structured sessions, producing both high-level workflows
for leadership and detailed step-by-step procedures for daily use.
Incorporate and standardize any existing materials so nothing
already in place gets lost.
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2. Study and Assess

Have the successor review the documentation for a given
responsibility before doing anything hands-on. To confirm they
actually understood it, have them complete a short quiz or written
exercise. This surfaces confusion early, while it is still cheap to fix,
rather than discovering it later in the middle of a real task. Ideally,
the original expert or a designated trainer reviews how they did.

3. Shadowing and Observation

Have the successor observe the expert handling real activities,
taking notes and comparing them against the documentation. Flag
any gaps or points of confusion, then review them together and
use them to sharpen the documentation itself.

4. Practical Exercises

Have the successor perform the activity themselves, with the
expert observing and giving feedback. This is the rehearsal stage,
low-stakes practice before full independence. Running a meeting
while being watched. Drafting a budget and reviewing it together.
Conducting a mock interview before a real one.
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5. Independent Practice

Let the successor begin running the process on their own, while
still reporting back any questions or issues that come up. Hold
regular review sessions with the original expert to catch anything
that was missed, and whatever surfaces either gets added to the
documentation or logged as a frequently asked question for future
reference.

6. Competency Milestones and Sign Off

For each major responsibility, define a clear set of competencies
the successor needs to demonstrate. Only once those are met
should the original expert formally sign off that the person is
ready to fully own that responsibility. This is not a formality. It
gives everyone, including the successor, real confidence that they
are ready, rather than guessing.

7. Rollout and Accountability

After sign-off, the successor owns the process and is held
accountable for following it. Embed the documentation into
onboarding, training, and daily operations, so the knowledge
transfer actually sticks rather than fading once the project ends.

This is the ideal version of the work, and it can be scaled down
depending on time and resources. But if the goal is a genuinely
successful transfer, one where the next person is not just informed
but actually capable, this is the path worth following.
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Why This Step Matters So Much

The single worst outcome in this entire process is extracting
someone's knowledge and then watching it sit unused. That
happens when documentation is treated as the finish line instead
of the starting point.

Real adoption requires knowing exactly who needs each piece of
knowledge, which is rarely just one person. Map this against your
org chart, identify every individual who needs to absorb a given
piece of knowledge, and work directly with them on training and
application. The transfer is not complete when the document is
written. It is complete when the right people can actually use what
is in it.

© 2026 Business Success Consulting Group. All Rights Reserved. 30



CHAPTER 8

QUESTIONS YOU WILL
LIKELY RUN INTO

How do you get someone who is not organized or articulate
to give you anything usable?

This is exactly what a good methodology is built for. Do not hand
someone a microphone and hope for the best. Control and direct
the conversation with specific, targeted questions, and keep
asking follow-up questions until you genuinely understand what is
being done and why. Part of the job is recognizing the common
denominators, the patterns underneath what someone is
describing, and turning them into something structured and
repeatable. You are essentially bottling someone's success into a
formula that other people can use.

How long does this take?

It depends on how much knowledge you are working with. Most
efforts run two to three months, with roughly a ninety-minute
interview session per week. From there, plan time to analyze what
was captured and produce the actual written materials. The
deeper the role, the longer the runway you should plan for.
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What should the final deliverable actually look like?

Written processes, procedures, policies, and best practice write-
ups, along with curated videos for anything that genuinely comes
across better when heard directly. Keep the video trimmed and
focused on what matters, not raw recordings. Decide what needs
to be a formal written policy that everyone in the company should
know exists, versus what is a repeatable day-to-day procedure. In
short, the deliverable should become the book for that role, built
entirely from that person's own knowledge and experience.

Can this be done remotely?

Yes, without any issue. Being on-site is not required. All that is
needed is a video camera, even a phone works fine, and access to
any online meeting platform. This works across a wide range of
industries, including manufacturing, entirely remotely.

How is this different from just having someone shadow the
expert for a few months?

A few reasons. Most companies do not actually have someone
available to shadow full-time for that long. And even when they
do, shadowing without a roadmap is directionless. The expert does
things in whatever order comes up naturally, and there is no
guarantee that everything important gets covered. Start the
opposite way, mapping the overall structure first, so you know
exactly what you are looking for and where each piece fits as you

go.
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How do you make sure this does not feel like building a
case to push someone out?

Frame it as part of running a well-managed business, not as
something specific to one person. Every mature company should
have its critical knowledge documented, regardless of who holds
the role, because people take vacations, go on leave, get promoted,
or the company grows and needs to backfill a position. Presenting
it this way, as something any well-run business should already
have, removes the sting entirely. It shows investment in the
business, not an investigation of an individual.

What if the person being interviewed resists, or insists their
knowledge is not really anything special?

Loop in leadership on this, because resistance can sometimes
point to a deeper culture issue worth addressing on its own. More
often, though, resistance is simply a natural reaction to change,
sometimes rooted in a quiet, misplaced fear about job security.
Build genuine buy in by helping the person understand what this
means, and does not mean, for them, rather than extracting
information from someone who feels cornered.
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How do you make sure the documentation actually gets
used, instead of sitting in a folder?

Build this in from the start, not as an afterthought. As knowledge
gets extracted, sort it immediately into what is actually usable,
policies, procedures, or process maps, rather than leaving it as
raw, undigested information. Map it against your org chart to
identify exactly who needs each piece, since the knowledge from
one person often needs to reach several people. Then work
directly with those individuals on training and application. The
work is not finished when the document is written. It is finished
when the right people are actually using it.
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B —
A FINAL THOUGHT

Every business owner builds something real. They have customers
who trust them, employees who show up every day, and a level of
operational know-how that took years to earn. The problem is
rarely that the knowledge does not exist. The problem is that it
exists in the wrong place, locked inside one person's head instead
of built into the company itself.

The good news is that fixing this does not require reinventing your
business. It requires a structured way to capture what your best
people already know, and a deliberate process for making sure
that knowledge actually reaches the people who need it next.

And it is worth remembering what is on the other side of that
work. A business that no longer depends on any one person being
in the room. A team you can trust to do the work the right way
without you hovering. The ability to step back, take real time off,
and let the company grow without growth simply meaning more
chaos on your desk. The documentation is the means. The
freedom is the point. You are not doing this for the binder. You are
doing it so the business finally works for you, instead of the other
way around.

Whether you are facing a retirement, preparing for a sale, dealing
with an unexpected departure, or simply looking at your team and
realizing how much depends on one or two people, the right time
to start is always now, while the knowledge is still there to capture.
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Start before you need it. That is the entire secret.

Where to Go From Here

You have now seen the whole thing, the why, the methodology,
how to capture even the knowledge that lives only in someone's
judgment and relationships, and how to carry it all the way
through to a successor who can actually do the job. This is the
complete approach, not a teaser. If you have the time and the
discipline to run it yourself, this book is genuinely everything you
need. Take it and go.

And if you would rather it simply get done, that is the other reason
this book exists. Most owners who reach out do so not because
they could not follow these steps, but because they do not have the
months of focused attention the work requires, or because the
situation is delicate enough that they want an experienced, neutral
hand guiding it. If that is you, now you know exactly what we do
and exactly how we do it, because you just read it. The
engagement is simply this same process, run for you instead of by
you.

Either way, do not wait for the day START TODAY
you need this to start. The —
knowledge is in the building right Of L
now. The only question is whether E‘E"ﬂiﬁ'
it stays trapped in a few people's Elﬁ
heads, or becomes something your Book a free 30-min

company owns. process mapping
session with Adi today
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Business Success Consulting Group

Helping growing companies capture critical knowledge
and build systems that drive consistent execution and
scalable growth. Book a free process mapping session.

Learn more: bizsuccesscg.com

Systems Simplified Podcast

A podcast for business leaders who want to simplify
operations, capture knowledge, and build businesses that
run better.

Listen and subscribe: youtube.com/@adiklevit86

Quickstart Checklist
Most business owners know they need documented
processes, but aren't sure where to begin. This practical

checklist will help you take the first steps with confidence.

Download the checklist: bizsuccesscg.com

How to Increase Profitability through Systematization
Improve efficiency, retain critical knowledge, and build a
more profitable, scalable business, plus get a free
implementation checklist.

Download the guide: bizsuccesscg.com/download-e-book
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