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THE INFORMATION
BLACK HOLE
You are the only search engine your company has, and the queries never
stop.

D E P E N D E N C Y  T Y P E  K N O W L E D G E  D E P E N D E N C Y

H O W  I T  S O U N D S  “ H O W  D O  I  D O  T H I S ?  W H E R E  D O E S  T H AT  L I V E ?  W H AT  D I D  W E  D O  L A S T  T I M E ? ”

T I M E  T O  F I R S T  R E L I E F  YO U R  T O P  T E N  A N S W E R S ,  E X T R AC T E D  I N  T W O  S I T T I N G S

F I R E  D A N G E R  —  H O W  F A S T  T H I S  O N E  C O M P O U N D S

S LO W  B U R N S T E A D Y FA S T F I V E  A L A R M
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2.1  THE SCENE
Your best team member just asked you where the client welcome packet lives. For the

third time this quarter.

She's not lazy and she's not careless. She looked first — checked the drive, searched Slack,

scrolled the project tool. But the current version isn't where the old version was, because you

moved it during the rebrand and mentioned it in a call that nobody wrote down. So she asked you,

because asking you works. It always works. You are the one place in the company where every

search returns a result.

That's the day, really. Where does the onboarding form live. What did we quote the last client who

asked for this. Which testimonial are we cleared to use. How do we handle it when someone

wants to pause their contract. What's the login for the scheduling tool. Why do we send the invoice

before the kickoff instead of after — a question you've answered so many times you have a little

speech for it.

You feel it most when you hire. The last senior person you brought in was sharp — genuinely sharp

— and within a month she was asking the same wheres and hows as everybody else. She had no

choice. Nothing she needed was findable, so her onboarding became a tour of your calendar, and

her ramp time stretched to exactly whatever your availability allowed.

Each answer takes you a minute or two. You've told yourself that's efficient. But tally the

interruptions across a week and you're spending hours being a directory — and the cost isn't only

the hours. Every question breaks whatever you were thinking about, and the deep work you're

supposed to be doing gets sliced into confetti. Worse: when you're in a launch, on vacation, or just

heads-down with your phone face-down, the whole company's information supply gets throttled.

People wait, guess, or shelve the task. You come back from three days off to a line of stored-up

questions, like a search engine that's been down for maintenance.

The company's knowledge exists. It's just stored in one place: you.

YOU KNOW THIS FIRE IS BURNING WHEN

You answer the same question for the third time this quarter and can feel your speech for it

hardening into a script.

◆

“Quick question” messages arrive all day, and most of them start with how, where, or what did

we.

◆
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2.2  WHAT'S ACTUALLY BURNING
The costume this fire wears is helpfulness. Answering questions feels like leadership — you're

responsive, you're generous with your knowledge, your team never gets stuck for long. Some

founders wear the black hole as a badge: nobody knows this business like I do.

5 DAYS
O F  C O U N T I N G  T H E  Q U E S T I O N S

TOP 10
A N S W E R S  E X T R A C T E D  D E E P,  O U T
L O U D

1
H O M E  F O R  E V E R Y  A N S W E R

True. That's the fire. What's burning is Knowledge Dependency: the critical context, know-how, and

history your company runs on live only in your head, which makes you the single point of failure for

information. Every process that needs context routes through you. Every new hire apprentices

under you whether you planned it or not. And every hour of your thinking time is interruptible,

because the company can't function long without its search engine.

And name the real reason this costume fits so well: answering feels good. Being the one who

knows is part of your identity in this company — someone's stuck, they come to you, you deliver,

they're moving again, everybody's grateful. That's a small hit of usefulness twenty times a day, and

a library can't compete with the feeling. It can only compete with the cost. So keep the cost in view

while you work this playbook: every question you answer from memory is a question your

company still can't answer without you.

Notice why the standard fix has never worked for you. The standard fix is “document your

processes” — and you've tried it, probably more than once. There's a half-built wiki somewhere in

your drive right now with eleven articles and a folder structure you were proud of for a week. It

failed for a structural reason, and it fails for every founder in your position the same way:

documentation-as-homework assigns the writing to the one person in the company with no

Work pauses when you're unreachable — and resumes when you're back, with a queue.◆

Client history lives in your memory: what was promised, what was quoted, what happened last

time.

◆

Your team's first search move is asking you, because you're faster than the drive.◆

New hires take months to get useful because their training is essentially access to your brain.◆

There are tasks nobody else can even start because the context has never left your head.◆

You've said “it's easier to just tell them” this month.◆
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capacity for homework. You. The knowledge is in your head, so you get the assignment, and the

assignment loses to actual revenue-producing work every single week. It should. That's the correct

priority call. The method was wrong, and the method has a fix.

F I R E  W A T C H

The trap is the documentation binge: blocking a weekend to “finally document everything”

and producing forty shallow pages that answer none of the questions your team really asks.

Coverage feels productive, and shallow coverage is worthless — your team tries the wiki

twice, finds a stub both times, and goes right back to asking you, now with proof the wiki is

a waste of a click. Ten questions answered deep beats a hundred answered shallow. Depth

is what makes the library trustworthy, and trust is what makes it used.

Two more things make this fire specifically dangerous for a business your size. First, it caps your

growth quietly: you can't add clients, offers, or team beyond what your personal answering

bandwidth supports, and you'll feel that ceiling before you can name it. Second, it concentrates

risk: a week of you being genuinely unreachable — illness, family emergency, an actual vacation —

and things don't degrade gracefully, they stop.

The company's library has exactly one copy, and it's shelved in your head.
F O U N D E R  F I R E  C O D E S ™

2.3  THE RESPONSE PLAN
Put it out this week.

1

COUNT FOR 5 DAYS

2

RANK THE TOP TEN

3

TALK THEM OUT

4

SOMEONE ELSE
TYPES

5

DECLARE ONE HOME

6

REDIRECT BY RULE
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1  COUNT THE QUESTIONS FOR FIVE DAYS

Before you extract anything, get receipts. For one working week, keep a running note — phone note

is fine — and log every knowledge question that reaches you: a word or two per question, ten

seconds each. Don't change your behavior yet; answer like you always do, just log as you go. This

is the same principle behind our Founder Fires Log™: founders are terrible historians of their own

interruptions, and receipts beat recall. By Friday you'll have a list, a count, and — this is the useful

part — visible repeats.

2  RANK YOUR TOP TEN

Group the log into themes and pull the ten questions or explanations that recur most. Not the

most interesting ten — the most recurring ten. These are your company's real FAQ, chosen by

evidence instead of by what you'd enjoy writing about. Everything else waits. Resist the urge to do

twenty; ten deep is the play.

As you group, you'll notice the questions fall into a few natural families: process questions (how

do we do X), location questions (where does X live), history questions (what did we do or promise

last time), policy questions (what's allowed), and judgment questions (what would you do here).

All five families extract — including judgment, which becomes written principles instead of pages

of steps.
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3  TALK THEM OUT — DO NOT WRITE THEM DOWN

Book two forty-five-minute sessions with a team member. Their job: ask you each of the ten

questions like a curious new hire and record the call. Your job: answer out loud, fully — the answer,

the where, the why behind it, the exceptions, the last time it went wrong. Talking produces in

minutes what writing wouldn't produce in weeks, because answering questions is a thing you

already do all day. You're just doing it once, on the record, instead of forever, on demand.

Tell your interviewer to push past your first answer, because your first answer is the compressed

version you give when you're busy — and the compressed version is exactly what's failing your

team now. The follow-ups that matter: “what if that doesn't work?” “how would I know I did it

right?” “when was the last time this went sideways, and what happened?” The exceptions and the

war stories are where your real knowledge lives; the happy path your team mostly already knows.

S A Y  T H I S  W H E N  Y O U  B O O K  T H E  S E S S I O N

“I need forty-five minutes and your best annoying-new-hire energy. You're going to ask me the

ten questions this team asks me most, and follow up until the answers actually make sense

with me out of the room. We're recording it. This is me getting out of the search engine

business.”

4  HAVE SOMEONE ELSE TURN THE RECORDINGS INTO PAGES

The recording goes to a team member or VA who turns each answer into a clean page: the

question as the title, the answer, links to the things referenced, the exceptions you mentioned. You

review and edit — editing a page takes you five minutes; facing a blank one takes you forever,

which is why the blank-page version never happened. Ten real pages by end of week.
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5  DECLARE ONE HOME

Pick one place where answers live — your project tool, a wiki, a single well-structured drive folder.

One. The tool matters far less than the singularity: the moment answers live in two places, your

team is back to asking you, because you're the only index that spans both. Announce the home,

and put the ten pages in it before you announce.

A warning about this step, from watching founders run it: the tool debate is a stall wearing a

productivity costume. Three weeks comparing platforms, migrating between two options, building

the perfect folder taxonomy for pages that don't exist yet — all of it feels like progress and none of

it moves a single answer out of your head. Pick the tool your team already opens daily, accept that

it's imperfect, and spend the saved three weeks on extraction. A mediocre home full of deep

answers beats a beautiful one standing empty.

6  REDIRECT WITH A RULE THAT IMPROVES THE LIBRARY

Now change how you answer. For the next two weeks, when a question arrives that's in the library,

send the link, not the answer. When a question arrives that should be in the library and isn't,

answer it — and have the answer captured as a new page the same day.

S A Y  T H I S  T O  Y O U R  T E A M

“New rule, and it protects both of us. Before you ask me a how or a where, check the library. If

the answer's there, use it — you don't need my confirmation. If it's not there, ask me and say

‘library’ in the message, because that means we found a gap, and gaps are gold: your question

becomes a page and nobody ever has to ask it again. You're not bothering me by asking. You're

bothering both of us if we let the same question stay unwritten twice.”

2.4  THE PREVENTION PLAN
Rewire it so it stops coming back.
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T H E  R E W I R E  —  F R O M  S E A R C H  E N G I N E  T O  L I B R A R Y

A slow burn is still a fire: every answer that lives only in your head is a page the company doesn’t own yet.

The response plan drained the standing pool of questions. Prevention is about the faucet: new

knowledge enters your head every week — client calls, judgment calls, new tools, new offers — and

unless capture becomes a standing habit, the black hole refills within a quarter. Three structures.

STRUCTURE ONE:  A CAPTURE HABIT THAT RIDES ON NORMAL WORK

The rule that keeps the library alive: any answer worth giving twice gets captured the first time.

Not by you sitting down to write — by making capture a byproduct of work that's already

happening. The mechanics are small on purpose: you answer a question on a call, you flag it; you

make a judgment call in Slack, you drop a two-line note in a capture channel; someone on your

team turns flags into pages on a weekly rhythm. Knowledge should leave your head the way sweat

leaves a body during a workout — automatically, as a side effect of the activity, not as a separate

chore called sweating.

And give the habit a filter, because capturing everything is its own trap. Skip the one-off answers,

the things that change weekly, and anything a two-minute search of the tool's own help docs

would solve. The capture test is the same as the extraction test: would this question plausibly get

asked again by someone else? Yes means capture. No means answer it and move on with your

life. A lean library that's always right beats a bloated one that's sometimes current.

STRUCTURE TWO: ONE SOURCE OF TRUTH WITH AN OWNER AND RULES

A library without a librarian rots. Assign one person — not you — to own the library: they merge

duplicates, chase flagged gaps, archive stale pages, and hold the structure. Then write the storage

rules so “where does this live” itself stops being a question:

T O D A Y

Where is it?

How do I…?

What did we say?

Which version?

YOUR
HEAD

the company’s only search engine

A F T E R T H E R E W I R E

Team asks THE LIBRARY

You add pages

you improve the library — you stop being it
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K I N D  O F  K N O W L E D G E L I V E S  I N O W N E D  BY R E V I E W E D

How-we-do-it answers &

process pages

The library, by

function

Library owner Quarterly for

staleness

Client history, promises,

quotes

The CRM record,

never chat

Whoever had the

conversation

Logged same day

Logins & access The password

manager

Ops lead On any role

change

Decisions & the why behind

them

A running decision

log

Whoever decided Skimmed

monthly

STRUCTURE THREE:  PUT THE WHY IN EVERY HANDOFF

A chunk of your question traffic comes from handoffs that transferred the steps but kept the

context. If you're using the Whole-Picture Handoff™, this is the Why and How layers doing their job:

every transfer carries why the task matters and what breaks if it's done wrong, plus steps written

so nobody has to call and ask what you meant. Handoffs built this way stop generating questions

— and each one deposits its knowledge into the library as it's built, which means your delegation

and your documentation become the same motion instead of two competing chores.

STRUCTURE FOUR: NEW HIRES RUN ON THE LIBRARY

The library becomes self-maintaining the day onboarding runs on it. New team members work

from the library first, starting day one — and their standing assignment for the first month is to log

every gap they hit: every question the library couldn't answer, every page that assumed context

they didn't have. New hires are your best gap detectors, because they're the only people in the

building who can't paper over holes from memory. Run it this way and every hire leaves the library

better than they found it — the exact opposite of what hiring used to do to your question load.

THE STANDARD FOR “CAPTURED”

A page counts as captured when a competent new hire could act on it without messaging anyone.

That's the bar. If a page ends with “ask the boss if unclear,” it's a bookmark for the black hole, not

an exit from it.
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★  F I R E  M A R S H A L ’ S  N O T E

If you explained the same thing twice this month, it’s a page, not a memory. Record the

answer on a voice note the moment it leaves your mouth — extraction beats intention every

time.

2.5  MAKE IT YOURS
Twenty minutes. Name the home, the owner, and the first ten.

F I L L  I N  ·  T H E  H O M E

Our single source of truth is . Effective ,

answers live there or they don't exist.

F I L L  I N  ·  T H E  L I B R A R I A N

The library is owned by , who turns flagged answers into pages every 

 and reviews for staleness every quarter.

F I L L  I N  ·  M Y  T O P  T E N

From my five-day question log, the ten answers to extract first:

1.  2.  3.  4. 

 5. 

6.  7.  8.  9. 

 10. 

F I L L  I N  ·  T H E  E X T R A C T I O N  S E S S I O N S

Session one is booked for  with  asking the

questions. Session two: .
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F I L L  I N  ·  T H E  C A P T U R E  T R I G G E R

When I answer a question worth answering twice, I flag it by  (channel,

tag, or note), and  turns flags into pages weekly.

2.6  PROOF IT'S OUT
Observable signs, not vibes:

WATCH FOR A RELIGHT

Ten deep answers, one home, one librarian — and the search engine gets to retire.
F I R E  0 2  ·  C L O S E D

Your daily knowledge-question count has dropped — run the five-day log again and compare

the tally.

You've watched a team member answer another team member's question with a library link,

no founder involved.

A question you answered once this month became a page the same day, and someone used

it.

You were heads-down or away for a full day and work continued — no stored-up question

queue on your return.

The newest team member found a real answer without asking anyone, and told you so.

“Where does X live” has one answer company-wide, and it isn't your name.

You answer a covered question directly because it's faster. Once is human; a week of it re-

trains everyone to skip the library.

◆

A second home appears — somebody starts a parallel folder or doc “just for our team.” Merge

it fast; two sources of truth equal zero.

◆

The librarian role quietly lapses after a busy month and flagged answers stop becoming

pages. The faucet is running again; reassign the role, don't absorb it.

◆
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L U X E  B U S I N E S S  B A C K E N D ™  ·  F O U N D E R  F I R E  C O D E S ™

This playbook is part of the Founder Fire Codes™ product line and is licensed to the original purchaser for

use inside their own business. It is not to be copied, shared, resold, distributed, or rebuilt as your own, in

whole or in part.
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