FIELD MANUAL FOR BUSY LEADERS



TABLE OF CONTENTS

INTRODUCTION
What this Field Manual is About

Crucial Knowledge Is Trapped In People’s Brains

Trapped Knowledge Leads to Three Big Problems

Problem #1: Scaling Is Nearly Impossible

Problem #2: Succession Is Hard And Costly

Problem #3: Success Doesn’t Last

WHY YOU NEED THE BRILLIANCE REVOLUTION

The Brilliance Revolution Changes How You Work

The Payoff: For Your Organization And Your People

The Many Faces Of Brilliance

The Cost Of Undocumented Knowledge

Why Are Teams Reluctant To Share Brilliance?

You Can Capture Even Instinctive Brilliance

Make It Easy For The Expert

Culture Makes Systems Stick

Trust Unlocks The Flow Of Brilliance

Purpose Aligns Your Team And Eliminates Micromanagement

What If You Captured Brilliance Before It Walked Out?

Real-World Stories: Two Inspiring Examples

MEET THE 4 COMPONENTS
OF THE BRILLIANCE REVOLUTION

Meet the Four Critical Components

Component 1: Evaluation

Component 2: Purpose

Component 3: Brilliant Culture

Component 4: Brilliance Systems

Brilliance Mining: Your Fastest Path To Shareable Brilliance

www.TheBrillianceRevolution.com

10
11
12
13
14
15
16
17
18
19

20
21
22
23
24
28
29



TABLE OF CONTENTS

NOW IGNITE THE BRILLIANCE REVOLUTION
IN YOUR ORGANIZATION

Envision The Possibilities

The 3 Biggest Benefits
Will It Work For Us?

The Cost Of Inaction

The Roadmap

Go Deeper

Continue The Journey

www.TheBrillianceRevolution.com

33
34
35
36
38
39
41
42



WHAT THIS FIELD MANUAL IS ABOUT

Ignite Your Brilliance Revolution is about capturing critical knowledge that
lives in people’s brains and making it trainable—so you can build a business
(or any organization) that can scale and last.

Critical knowledge - the kind that makes work actually succeed - often lives
in a small number of key people. It is experiential, instinctive, and shaped by
years of experience. Until recently, instinctive knowledge has been extremely
difficult to capture. It lives in action, not documentation - and much of it is
invisible even to the people who hold that instinctive knowledge.

There is also a human dimension. In many organizations, people are not fully
confident that sharing what they know will make them more valuable, not less.
Without that safety, the most important knowledge stays in people’s heads -
even when learning systems exist.

In most organizations, key people know far more than the organization as a
whole can currently capture and teach.

This leads to a huge dependence on key people, with the result that:
 Scaling of a business/organization is near impossible,
e Succession is hard and costly, and
e Long-term success is at grave risk.

The Brilliance Revolution changes that. This field manual shows you, within a
few minutes, through images and skimmable text, what is possible and how it
works.

Enjoy!



CRUCIAL KNOWLEDGE IS TRAPPED IN PEOPLE’S BRAINS

Brilliance is powerful and fuels your organization—but when it lives only in
people’s heads, it becomes a hidden constraint.

¢ Brilliance is intuitive, experience-based know-how—not textbook
knowledge.

o If one person holds the knowledge, progress stops when they're absent.

e “/’ll just do it myself” or “this is too hard to explain” lead to overwork,
under-delegation, and stalled growth.

o Captured brilliance enables scale, resilience, and lasting success.

Field Key Takeaway
When brilliance stays trapped in people’s brains, scaling stalls, succession
becomes risky, and success doesn’t last.
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TRAPPED KNOWLEDGE LEADS TO THREE BIG PROBLEMS

When critical knowledge exists only in one person’s brain, the rest of the
team can’t access it. Trapped knowledge leads to three big problems:

e Scaling your organization is nearly impossible.

e Succession is hard and costly.

e Success does not last - more than 70% of businesses have to shut down
when the founder steps out (non-profits are not doing any better).

Field Key Takeaway
When brilliance stays trapped in people’s brains, scaling stalls, succession
becomes risky, and success doesn't last.
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PROBLEM #1: SCALING IS NEARLY IMPOSSIBLE

Scaling breaks down when critical work depends on what only one—or a
limited number of people—know how to do. To scale well, you have to train
new people, expand capacity, and serve more—without compromising quality.
Turnover is costly. High standards only hold if your team knows what to do.

e Scalability requires moving work out of people’s heads and into shared,
teachable practices.

 When only a few people know how things really work, growth creates
strain instead of leverage.

e Teaching what you do allows others to execute, improve, and adapt—not
just follow instructions.

e Improvement happens when knowledge is visible, transferable, and open
to refinement by the team.

Field Key Takeaway
Scalability depends on transferring critical knowledge without creating
bottlenecks or sacrificing quality.




PROBLEM #2: SUCCESSION IS HARD AND COSTLY

Resilience breaks down when critical knowledge walks out the door with a key
person—whether the departure was planned or unexpected.

e Resilience depends on the continuity of critical knowledge, not the
presence and heroic efforts of a few key people.

e When expertise lives only in one person’s head, every absence becomes a
risk—vacation, illness, burnout, or departure.

e Teams become resilient when critical know-how is documented, shared,
and practiced rather than trapped in a single person’s brain.

e Capturing processes, decision-making, and troubleshooting allows others
to step in after a key person has left, without reinventing the wheel.

e Knowledge that is visible and transferable enables smoother transitions,
faster recovery, and less disruption when a key person leaves.

Field Key Takeaway
Organizations aren’t resilient because people stay; they're resilient because
they’ve ensured critical knowledge stays.
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PROBLEM #3: SUCCESS DOESN'T LAST

Lasting success breaks down when an organization depends on what only the
founder knows how to do.

e Founders carry unique, hard-won brilliance about their industry,
customers, quality, decision-making, and troubleshooting.

e When that brilliance isn’t captured, success becomes fragile.

e Organizations that rely on the founder’s constant presence struggle to
sustain performance beyond their direct involvement.

e Capturing the founder’s thinking—not just tasks and processes, but
judgment, values, and standards—allows others to lead effectively.

 When founder brilliance becomes organizational knowledge, success
becomes lasting, long-term value grows, and the organization can become
a legacy—freeing the founder to step into a new chapter.

Field Key Takeaway
Lasting success requires transferring the founder’s brilliance into the training
systems so that the organization can successfully function without them.
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WHY YOU NEED
THE BRILLIANCE REVOLUTION



THE BRILLIANCE REVOLUTION CHANGES HOW YOU WORK

The Brilliance Revolution changes how you view knowledge - and hence how
you work. The Brilliance Revolution asks a vital question: How can we make
our knowledge visible, transferable, and useful now and in the future?

The old model, in which a few key people carry most of the burden, is
replaced by a new model: Critical knowledge is captured and made trainable.
Your culture supports the creation and use of these systems. People feel
valued. They trust the organization, see win-win opportunities, and contribute
to the knowledge-sharing systems (Brilliance Systems).

That shift changes everything:
e Bottlenecks give way to greater capacity.
e Firefighting gives way to working on important solutions and advances.
e Risk of lost knowledge turns into lasting institutional wisdom.

Field Key Takeaway
Captured knowledge plus a supportive culture transforms overload and risk

into capacity and lasting institutional wisdom.
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THE PAYOFF:
FOR YOUR ORGANIZATION AND YOUR PEOPLE

When brilliance is captured and shared, the benefits compound—for the
organization and the people inside it.

Your Organization Gets:
e Scalable growth without bottlenecks or dependency on a few individuals
e Succession readiness without chaos, disruption, or loss of quality
e Lasting success because critical knowledge stays, even when the founder
or long-term CEO steps away

Your People Get:
e Energized, engaged teams instead of burnout and constant firefighting
e Clear growth paths through shared knowledge and rising capability
e Shared excellence that builds confidence, ownership, and pride

Field Key Takeaway
The Brilliance Revolution creates organizations that last—and teams that
thrive.




THE MANY FACES OF BRILLIANCE

Brilliance isn't about degrees, titles, or raw intelligence. It's the lived, often
invisible know-how that people develop through experience—judgment,
instinct, insight, and relationships that quietly make things work.

Brilliance shows up in how people do things, solve problems, make
decisions, calm situations, and navigate complexity.

It often feels natural to the person who has it, which is why it's rarely
named, documented, or taught.

Much of what makes an organization effective is relational and intuitive—
knowing whom to call, what to say, or when to act.

When brilliance isn’t captured or passed on, it disappears the moment a
person steps away.

The real risk isn’t a lack of smart people—it’s that what makes your
organization work is often invisible until it’s gone.

Field Key Takeaway

If you can't see brilliance, you can’t protect it, share it, or scale it—and you'll
only feel its value once it’s missing.
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THE COST OF UNDOCUMENTED KNOWLEDGE

Undocumented knowledge doesn’t just slow things down—it quietly drains
time, money, energy, and momentum across the organization.

e Work takes longer when people have to figure things out repeatedly rather
than learning them once.

e Errorsincrease when decisions, standards, and special-case scenarios live
only in people’s heads.

e Key people become bottlenecks, carrying an invisible load that leads to
stress, burnout, and fragility.

e Growth becomes expensive because progress depends on proximity to the
few who “know how things really work.”

e The true cost often stays hidden—until a delay, mistake, or departure
exposes it.

Field Key Takeaway
Undocumented knowledge creates invisible costs that compound over time—
slowing execution, increasing risk, and quietly eroding performance.
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WHY ARE TEAMS RELUCTANT TO SHARE BRILLIANCE?

If undocumented knowledge causes so many issues, why don’t more teams
address it? In my experience, there are two main reasons.

1. People don’t realize what they know is special. When you’ve done
something a hundred times, it stops feeling remarkable. You just do it.
That makes it hard to explain—and even harder to find time for, especially
when you're the one everyone already relies on. So, documentation gets
bumped to "later" (which usually means never).

2.The second reason goes deeper. It's fear. In some organizations, sharing
what you know feels risky. People worry that if they train someone else to
do their job, they’ll make themselves replaceable. In some unfortunate
cases, they’re right. I've seen companies ask senior staff to train their less
expensive replacement... and then walk them out the door.

Field Key Takeaway
People withhold brilliance for two reasons: they underestimate its value, or
they don't feel safe sharing it.
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YOU CAN CAPTURE BRILLIANCE—
EVEN THE INSTINCTIVE PARTS

Some of your team’s most valuable brilliance isn't written down for a simple
reason: They don’t realize they know it.

Try asking them to explain how they do it, and you’ll often get: “/ don’t
know... | just do it.”

This reaction is typical and is how mastery works. However, if you can’t
explain it, you can’t teach it. If you can’t teach it, you can’t scale it. And
what remains in one person’s head remains a single point of failure.
Much of a person’s brilliance lies in their unconscious competence; thus,
capturing instinctive knowledge makes your critical knowledge scalable.
Brilliance Mining™ captures even instinctive know-how in real time as
people solve problems, train others, or make decisions.

Brilliance Mining does not have to take extra time. You can capture
what’s already happening - intentionally and systematically - without
slowing your experts down.

Field Key Takeaway

If it can be done, it can be captured — and then scaled.
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MAKE IT EASY FOR THE EXPERT

Brilliance doesn’t get captured when experts are asked to stop working and
start documenting—it gets captured when the process fits naturally into how
they already think and work.

e Most experts are busy doing the work; asking them to “write everything
down” creates friction and resistance.

e True expertise is often intuitive and situational, which makes it hard for
experts to explain without guidance.

e When experts are expected to self-document, the result is usually
incomplete, inconsistent, or avoided altogether.

e Brilliance is best captured by recording what’s happening and by guided
extraction using thoughtful questions, examples, and real scenarios.

e When the burden of structuring knowledge is removed, experts are far
more willing to share what they know.

Field Key Takeaway
If capturing brilliance feels hard, it won’t happen. The easier you make it for
the expert, the more knowledge your organization keeps.

14



CULTURE MAKES SYSTEMS STICK

Systems don’t fail because they’re poorly designed—they fail because the
culture doesn’t support how they’re meant to be used.

e Systems only work when people believe in why they exist, not just how to
follow them.

e |f sharing knowledge isn’t valued or rewarded, systems become check-
the-box exercises.

e Culture determines whether systems are used, ignored, adapted, or
quietly bypassed.

e When learning, teaching, and improvement are cultural norms, systems
reinforce—not restrict—people.

« Sustainable systems emerge when behaviors, expectations, and values are
aligned.

Field Key Takeaway
You can’t systematize what your culture won't support.
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TRUST UNLOCKS THE FLOW OF BRILLIANCE

People don’t share what they know unless they trust how that knowledge will
be used—and how they will be treated once they share it.

e Brilliance is personal; it's tied to identity, value, and sometimes job
security.

e Without trust, people fear becoming replaceable, exposed, or judged.

e Experts are more willing to share when knowledge capture is framed as
honoring contribution, not extracting value.

e Psychological safety enables people to reveal not just what they do, but
how they think and why they decide.

e Trust grows when leaders model transparency, curiosity, and respect for
expertise.

Field Key Takeaway
Brilliance flows where trust exists. Without trust, even the best systems fail.
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PURPOSE ALIGNS YOUR TEAM AND ELIMINATES
MICROMANAGEMENT

Micromanagement isn’t a leadership style—it’s a symptom of unclear purpose
and misaligned understanding.

e When purpose is unclear, leaders feel compelled to check, correct, and
control to protect outcomes.

e Teams struggle to make good decisions when they don’t understand why
the work matters or how success is defined.

e Clear purpose gives people a shared compass, allowing them to act
independently while staying aligned.

e When purpose is understood, leaders can step back and trust the team to
make sound judgment calls.

e Alignment around purpose replaces constant oversight with confidence,
clarity, and ownership.

Field Key Takeaway
Clear purpose reduces the need for micromanagement by aligning decisions,
actions, and accountability across the team.
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WHAT IF YOU CAPTURED BRILLIANCE
BEFORE IT WALKED OUT THE DOOR?

Most organizations only realize what they’ve lost after someone leaves.
Capturing brilliance early changes the entire trajectory.

Instead of scrambling after someone departs, teams can build continuity
while experts are still present.

Critical knowledge can be captured calmly, intentionally, and accurately,
not under pressure.

People feel valued when their expertise is recognized and preserved—not
extracted at the last minute.

Organizations move from reactive recovery to proactive design.

Growth, transition, and succession become planned events, not
emergencies.

Field Key Takeaway

When you capture brilliance while people are still here, you stop reacting to
loss—and start designing continuity on purpose.
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REAL-WORLD STORIES: TWO INSPIRING EXAMPLES

These examples show what happens when critical knowledge is captured
before it becomes a bottleneck—or disappears.

A resolved bottleneck frees the founder to create a Saa$S spin-off

A founder whose expertise had become a constant bottleneck captured his
know-how through training and a searchable knowledge base. He shifted from
daily problem-solving to strategic leadership, which enabled the spin-off of a
software-as-a-service (SaaS) business and the eventual sale of the consulting
firm.

A turnover crisis leads to repeatable training for onboarding staff

After a sudden staff walkout, a CEO captured six recurring quality-control
scenarios by recording what he did and why. These recordings became
training videos, checklists, and tips, stabilizing onboarding and eliminating
retraining from scratch.

Field Key Takeaway
Capture brilliance early, and everything shifts: leaders think strategically,
onboarding stabilizes, and growth stops depending on one person.
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MEET THE
4 COMPONENTS OF
THE BRILLIANCE REVOLUTION
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PURPOSE
BRILLIANT
CULTURE

MEET THE 4 CRITICAL COMPONENTS

The Brilliance Revolution integrates four components:

BRILLIANCE
SYSTEMS

e Component 1: Evaluation - Know where you are.

e Component 2: Purpose - Clarify why you exist.

e Component 3: BRILLIANT Culture - Shape how your team thinks, acts,
and wins together.

e Component 4: Brilliance Systems - Capture, transfer, and multiply what
makes your team great.

For now, let’s take a moment to take a closer look at these four components.

Field Key Takeaway
Four components turn individual expertise into organizational capability:
Evaluation, Purpose, Culture, and Brilliance Systems. Together they make
growth sustainable.
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COMPONENT 1: EVALUATION

Know where you are. Before you change systems or culture, you need clarity.
Evaluation replaces assumptions with insight.

Ask yourself: What's working? What's slowing you down?

Most organizations share patterns: overloaded experts, undocumented
knowledge, inconsistent processes, and constant firefighting.

Hidden gaps cost money, momentum, and loyalty. Recognizing them is the
first win.

Evaluation creates clarity, so you can act with confidence rather than
guesswork.

|dentifying gaps isn’t about feeling weak. Each one you find is a growth
opportunity.

When you see clearly, you lead confidently. Evaluation is where freedom
begins.

Field Key Takeaway
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COMPONENT 2: PURPOSE

Purpose is your compass. Without it, your organization drifts. Clarity of
mission is the foundation of a cohesive, productive culture. With a
compelling, clearly defined purpose, the team can get excited, focused, and
impactful.

» A clear purpose is short and memorable—ideally 8-12 words that unite
your team.

It answers the real question: Why do we exist — beyond making money?
Purpose points the way. It points to what to pursue — and what to skip.
Ask: Are our choices reflecting what we claim to value?

Let your purpose shape daily work and real decisions.

Field Key Takeaway
When purpose is clear and lived, it aligns decisions, energizes people, and
keeps your organization moving in one direction.
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BRILLIANT Culture

BUY-IN
ROUTINES
INTERACTION
LEVERAGING
LEARNING
IDEAS
ASPIRATION
NURTURING
TRACKING

COMPONENT 3: BRILLIANT CULTURE

Culture is not what you say but what people actually do when no one is
watching. You don’t get a strong culture by accident but by design.

A BRILLIANT culture is intentional. It is built on nine practical pillars that
shape daily behavior:

1. B: Build Clear Purpose, Values, and Goals

2. R: Rally Around Success Behaviors 3 foundational pillars
3. I: Ignite Courageous Conversations

4. L: Leverage Collective Knowledge and Wisdom
5. L: Lead a Lifelong Learning Culture 3 leveraging pillars
6. I: Include ldeas from All Levels

7. A: Aspire to Excellence, Not Perfection

8. N: Nurture Vitality and Well-Being

9

. T: Track Success Through Your Impact 3 thriving pillars

Field Key Takeaway
Nine BRILLIANT pillars shape your intentional culture.
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FOUNDATIONAL PILLARS

PILLAR B: BUILD CLEAR PURPOSE, VALUES, AND GOALS

Make sure your team REALLY knows
what matters and why:

e Purpose

e Values

e Goals

PILLAR R: RALLY AROUND SUCCESS BEHAVIORS

Establish success behaviors - it changes
everything:

e Accountability

e Engagement

e Innovation

¢ Improvements

PILLAR | (#1): IGNITE COURAGEOUS CONVERSATIONS

Teach your team how to talk about tough
issues before they blow up:
e Ground tough conversations in
shared purpose
e Surface issues early
¢ Normalize direct, constructive
feedback
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LEVERAGING PILLARS

PILLAR L (#1): LEVERAGE COLLECTIVE KNOWLEDGE & WISDOM

Leverage your whole team’s brilliance.
e Everyone has brilliance
e Create a true win-win
e Scale the organization
e Energize and grow your people

PILLAR L (#1): LEAD A LIFELONG LEARNING CULTURE

Lifelong learning is a mindset.
¢ Make learning a cultural norm
¢ Ask questions boldly
¢ Give and receive feedback
¢ Treat mistakes as growth

PILLAR | (#2): INCLUDE IDEAS FROM ALL LEVELS

Innovation comes from everywhere.
¢ Unlock your team’s full brilliance
¢ Welcome ideas and insights
e Act on what makes sense
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THRIVING PILLARS

PILLAR A: ASPIRE TO EXCELLENCE, NOT PERFECTION

Pursue excellence - don’t get stuck in
perfection.
¢ Perfectionism slows progress in
pursuit of flawlessness
¢ Excellence delivers meaningful
value as soon as it's useful - then
improves it
¢ Use discernment: match the level
of quality to the task

PILLAR N: NURTURE VITALITY AND WELL-BEING

Care about your people - genuinely.
¢ Build trust and loyalty
¢ Get more done with less drama
o Keep talented people longer
e Enjoy your work more

PILLAR T: TRACK SUCCESS THROUGH YOUR IMPACT

Track financial results - and the impact
behind them.
e Connect people to the deeper
meaning of their work
o Shift from task-doer to impact-
creator
¢ Increase job fulfillment
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COMPONENT 4: BRILLIANCE SYSTEMS

Brilliance Systems capture your team’s hidden knowledge and make it
teachable.

Brilliance Systems take many forms:

e Flow charts

Checklists

Standard Operating Procedures (SOPs)
Videos

Training portals

e Books

What matters most is not the format — it’s the function: Making brilliance
transferable so your organization can scale, succeed, and endure.

Field Key Takeaway
Brilliance Systems transform individual expertise into repeatable,

transferable assets that increase scalability, resilience, and long-term value.
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BRILLIANCE MINING:
YOUR FASTEST PATH TO SHAREABLE BRILLIANCE

Brilliance is built through years of hands-on experience. Over time, it becomes
instinct — hard-earned judgment, pattern recognition, and “gut feeling” that
often lives only in someone’s head.

You can’t teach invisible know-how. That’s where Brilliance Mining comes
in. It's a powerful three-step method:

1.Map - |dentify where your real brilliance lives.
2.Extract - Unearth processes, insights, and decision logic.
3.Replicate - Turn it into a simple Brilliance System others can use.

Then use it. Learn what works and what is missing, then refine it. Treat it as a
living system that evolves as you learn.

Field Key Takeaway
Brilliance Mining captures hidden expertise, makes it teachable, and frees
people to use their gifts and focus on their highest-value work.
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STEP 1: BRILLIANCE MAPPING:
REVEAL YOUR (HIDDEN) BRILLIANCE

Much of what makes you effective is unconscious. Brilliance Mapping reveals
where your hidden and hard-earned expertise lives. Think of it as creating a
treasure map that shows where the treasure lies before you begin digging.

 |dentify where your organization’s brilliance lives.
o Map an individual or a team — clarify what they know and do well.

o Assess what knowledge is at risk (e.g., tasks one or two people can do).

e Unearth instinct and gut feeling.
o Experts skip steps because they “just know.” Mapping makes those
invisible steps visible.
e Know where to start extracting.
o Mapping shows you where to dig first — and helps you move quickly.
o Creating a quick outline of the area you want to start with is useful.

Field Key Takeaway
Brilliance Mapping reveals where your organization’s brilliance lives, so you
can extract and scale it.

30

llllllllll
sssssss



STEP 2: BRILLIANCE EXTRACTION:
UNEARTH AND CAPTURE YOUR EXPERTISE

Once you know where your brilliance lives, it's time to dig and unearth it.
Brilliance Extraction turns real-world experience into usable, shareable
building blocks.

» Use two extraction methods: Observe your expert/s in action or extract
brilliance through focused conversations (or a combination of both).

e Capture nuggets, not novels: Small, usable insights create immediate
value

e Make it visible: See it on paper (real or digital) so it can be reviewed and
improved. Gaps become obvious quickly once the insight is made visible.

e Move fast and improve it over time: Progress builds momentum without
overwhelming experts. Focus on steady, visible progress rather than
perfection.

Field Key Takeaway
Brilliance Extraction turns hidden, hard-earned experience into practical
nuggets your team can use and improve upon.
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STEP 3: BRILLIANCE REPLICATION:
TURN INSIGHT INTO USABLE SYSTEMS

You've extracted brilliance. Now it is time to shape it into tools your team can
use immediately.

e Process the “rough nuggets”: Turn raw insights into usable formats such
as checklists, SOPs, flowcharts, short lessons, or videos. Start simple.

e Use it now - even if it's imperfect: Don’t wait. Real-world use improves
systems faster than over-polishing ever will.

 Start with one nugget: Build something small, test it, improve it, then
build the next. Momentum matters.

» Keep systems alive: Gather feedback, update regularly, expand over time
- let your team own it.

Brilliance Replication is the bridge between knowledge and impact. It's where
captured brilliance becomes scalable capability.

Field Key Takeaway
Brilliance Replication turns hidden brilliance into practical systems - and
momentum into transformation.
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NOW IGNITE
THE BRILLIANCE REVOLUTION
IN YOUR ORGANIZATION
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ENVISION THE POSSIBILITIES

BRILLIANCE MOBILITY

Brilliance is no longer trapped in
someone’s brain and can be transferred:
e From one expert to another
e From one department to another
e From one generation to another
o Across organizations (for partnerships
or spin-outs)

TALENT MOBILITY

You can move people within your
organization:
¢ Level out the workload easily
e Fill open roles fast, considering
internal staff first
e Provide clear growth paths
o Keep top talent

OVERCOME GENERATIONAL GAPS

Each generation brings brilliance:
e Gather insights from seasoned
leaders
e Younger staff helps extract and
format the knowledge in ways that
match how their peers learn best
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THE 3 BIGGEST BENEFITS

SCALING BECOMES POSSIBLE

Train your expanding team:

o Fast
At a fraction of the normal cost
Avoid costly mistakes
Avoid a drop in quality or reputation
Avoid bottlenecks and burnout

SUCCESSION BECOMES SMOOTH

Be prepared:
e For the expected and unexpected
absence or departure of key people
o Keep going without a major slow-
down
e Avoid loss of critical know-how

SUCCESS BECOMES DURABLE

When the founder or long-term leader
steps away, the organization stays
successful:
e Business is valuable and sellable
e Family business keeps going strong
e Non-profits do not lose their mission
and impact
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WILL IT WORK FOR US?
DO WE HAVE ENOUGH TIME ?

The Brilliance Revolution saves you time
instead of consuming it:

e Observation Method: Record your
experts while they work.

e Targeted Conversations: Talk to the
experts, ask questions - record it.

e Make it easy for your experts - let
others process the recordings and
make them into training systems.

WHAT’'S OUR RETURN-ON-INVESTMENT?

The Brilliance Revolution has a great ROI.

Here’'s an example of an expert who is
trapped in doing a time-consuming task
because he cannot delegate it:

Are you surprised ...
... four hours each week adds up to

over 200 hours per year (every year)?!

What could your experts accomplish
in that amount of time?
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WILL IT WORK FOR US?

CAN WE CAPTURE INSTINCTIVE KNOWLEDGE?

Yes! With Brilliance Mining, you can.

e Draw a simple graphic or flow chart:
Gaps and skipped steps become visible.

» Ask focused questions: They pull
instinctive brilliance into awareness.

e Observe the expert: Notice what they do
instinctively.

CAN WE CAPTURE COMPLEX THOUGHT PROCESSES?

Yes! Here is how:

* Walk through examples of real problems
solved.

e Ask probing questions to uncover their
reasoning and decision logic.

¢ Identify patterns across cases - revealing
the expert’s mental model.

WILL OUR TEAM MEMBERS EMBRACE IT?
Yes. With a BRILLIANT culture.

Purpose drives alignment. Trust creates
safety. People feel valued - and act like it.

The Result:
* People are engaged.
e Systems get used.
e People willingly contribute their
brilliance.
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THE COST OF INACTION

If you don’t capture and transfer your brilliance, here’s what happens over
time:

e Knowledge walks out the door.

Bottlenecks multiply. Scaling stalls.

Onboarding slows. Burnout rises.

Culture erodes. Transitions turn painful.
Business value shrinks - and exit becomes risky.

Without the Brilliance Revolution, today’s problems don’t stabilize — they
compound.

Field Key Takeaway
Uncaptured brilliance quietly compounds risk — until it shows up in lost time,
talent, and value.
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THE ROADMAP: BUILD THE PILLARS IN FOUR STAGES

The Brilliance Revolution is best implemented following a simple rhythm:
Each month, you cycle through four elements:

1. Evaluate your current status

2.Clarify Purpose

3. Strengthen Culture

4.Build One (or more) Brilliance System/s

This simple monthly rhythm builds momentum without getting overwhelmed.

Within 12 months, your culture is transformed BRILLIANT-ly, and Brilliance
Systems are delivering significant ROIl. Knowledge capture has become a
normal part of your work.

Field Key Takeaway

Momentum is built in monthly cycles — not in one big initiative.
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THE RECOMMENDED 12-MONTH ROADMAP

A disciplined monthly rhythm that builds lasting culture:

Pevpetvate

Thrive
/ Leveyage

I Ighite

-

Stage 1 - Ignite (Months 1-3) Stage 2 - Leverage (Months 4-6)
e Establish trust and define purpose. ¢ Expand Brilliance Mining to the team.
¢ Install the foundational pillars. * Install the leveraging pillars.
* Create your first Brilliance Systems.  Continue to create Brilliance Systems.

At the 12 Month Summit:

o A BRILLIANT culture rooted in trust and purpose.
o Knowledge capture is habitual.12+ Brilliance Systems are in use.
e A certified internal Brilliance Miner; possibly a certified culture champion.
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GO DEEPER

This field manual introduces the framework.

The full book expands the architecture, tools, and real-world applications
behind it:

The nine BRILLIANT culture pillars in depth

Advanced Brilliance Mining techniques for complex expertise

Real-world transformation case studies

A detailed implementation roadmap

Leadership practices that make culture stick

How to articulate your culture clearly — so you hire and scale intentionally

You can find the full book on Amazon.
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https://www.amazon.com/Ignite-Your-Brilliance-Revolution-knowledge/dp/B0GC6B1KKG/ref=sr_1_1?crid=2KDLK24OTFDU8&dib=eyJ2IjoiMSJ9.X1sQR4aU1eKJu2ZXO6mccMB9hvd_Y38nqRKq9RZ_qpaxr7rODWzJ220UWe01qqNlzZhp4XHcoMUejH09NIeDV12fPnEZY-tOFGP-Pb62coI.Oj0CNAGK5GrIZH3KVrnvWcqGB9hyOZLe_66gBhw57pg&dib_tag=se&keywords=stephie+althouse&qid=1770877982&sprefix=stephie+althouse%2Caps%2C125&sr=8-1

CONTINUE THE JOURNEY

Dear Reader:
Thank you for reading this field manual. | hope it was valuable to you.

If you’d like help igniting the Brilliance Revolution in your organization, I'm
happy to explore that with you.

In a short conversation, we can identify:

e Where critical knowledge is concentrated
e Where bottlenecks are quietly compounding
e Where capturing brilliance would create immediate leverage

Next Steps:
Visit TheBrillianceRevolution.com

And, if you're ready to explore, reach out to me here:
DrStephie@ TheBrillianceRevolution.com

Warmly,
Stephie Althouse
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http://thebrilliancerevolution.com/

