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Abstract
A business separation succeeds only when each future organisation can operate with the right people,
authority, capacity, employment arrangements and knowledge. The legal transfer of employees is one
component of a wider operating problem. Shared roles, employing entities, consultation duties, terms,
benefits, pensions, incentives, payroll, immigration, data protection, critical relationships and tacit
knowledge can each interrupt Day-One service or create enduring value leakage. This paper develops
an evidence-led architecture for separating a workforce while protecting employees and operational
continuity. It begins with a verified workforce perimeter reconciled across human-resources, payroll,
finance, access, location and management records. Roles are linked to revenue, operations, control,
licences, relationships, intellectual property and recovery time. The route for each person may involve
mandatory transfer, offer and acceptance, secondment, transitional service, redeployment or exit,
subject to applicable law and consultation. A terms-and-rights ledger captures pay, service, leave,
allowances, claims and collective arrangements. Benefits, pensions, equity awards and incentive
periods are mapped independently because their legal, actuarial, accounting, tax and funding
consequences may diverge. Criticality is assessed through decision authority, scarcity, relationship
dependency, concentrated knowledge, team capacity and replacement lead time. The future
organisation is designed around minimum viable teams and control segregation rather than inherited
reporting lines. Retention combines proportionate incentives with succession, delegated authority,
capacity and measurable knowledge transfer. Tacit knowledge is converted into tasks, decisions,
exceptions, contacts, runbooks and demonstrations; competence is tested through supervised and
independent execution. Scenario analysis connects attrition, vacancies, productivity, benefit cost,
pension exposure, recruitment, retention and stranded cost to cash flow and transaction value.
Interim controls govern hiring, pay, promotions, exits, contractors and communications. Day-One
rehearsals test payroll, benefits, access, managers, workplace, safety, support and escalation.
Post-close monitoring captures regretted attrition, vacancies, pay accuracy, productivity and
incomplete knowledge transfer. Closure requires lawful arrangements, functioning people services,
staffed minimum viable teams, transferred authority and knowledge, controlled workforce data and
accountable ownership of residual obligations. Five figures, five tables, eight frequently asked
questions and twenty-six primary or authoritative sources support transaction-specific review.
Quantified figures are illustrative evidence indices rather than forecasts. The framework does not
determine employment-transfer scope, consultation, dismissal, pension, benefit, immigration, privacy,
tax, accounting, valuation or transaction treatment and does not replace authorised
jurisdiction-specific legal, actuarial, accounting, tax, data-protection, human-resources or
transaction advice.

JEL Classification: G34, J24, J32, J41, M12
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transfer, M&A
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1. Define the people perimeter
Identify employees, workers, contractors, secondees and shared-service roles required by each
future organisation.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a verified
workforce perimeter.

The principal failure occurs when the organisation chart proves who transfers. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for define the people perimeter should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

2. Map work to value
Connect roles to revenue, operations, control, licences, relationships, intellectual property and
continuity.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
role-to-value map.

The principal failure occurs when job title captures operational dependency. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for map work to value should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.

3. Build the workforce census
Reconcile HR, payroll, finance, access, location and manager records.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
workforce census.
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The principal failure occurs when the HR system is a complete employee list. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for build the workforce census should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

4. Identify shared and fractional roles
Measure time, decisions, relationships and services spanning both businesses.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
shared-role register.

The principal failure occurs when cost allocation identifies the true role split. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for identify shared and fractional roles should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

5. Map employing entities
Trace employer, work location, immigration sponsor, payroll, tax and reporting lines.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is an
employment-entity matrix.

The principal failure occurs when work location determines the employer. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for map employing entities should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.
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6. Classify transfer routes
Distinguish automatic transfer, offer and acceptance, secondment, services, redeployment and
exit.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
jurisdiction-specific route map.

The principal failure occurs when one transfer mechanism fits every jurisdiction. Reviewers
should connect the evidence to revenue durability, gross margin, cash conversion, renewal
probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for classify transfer routes should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.

7. Test legal scope
Assess business-transfer, consultation, collective, dismissal and employee-protection rules.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a legal
applicability schedule.

The principal failure occurs when contract wording overrides mandatory employment law.
Reviewers should connect the evidence to revenue durability, gross margin, cash conversion,
renewal probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for test legal scope should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.

8. Plan information and consultation
Sequence notices, representatives, consultation, proposed measures and records.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
consultation plan.
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The principal failure occurs when a closing announcement satisfies consultation duties.
Reviewers should connect the evidence to revenue durability, gross margin, cash conversion,
renewal probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for plan information and consultation should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

Table 1. Workforce perimeter evidence

Dimension Decision Evidence

role transfer or retain work and accountability

entity employer and location contract and payroll

continuity Day-One dependency service and recovery

rights terms and liabilities legal review

Illustrative analytical design; company-specific evidence and professional advice govern.

Figure 1. Workforce evidence readiness

Values are illustrative evidence indices and require company-specific support.

9. Protect employee data
Limit workforce data by purpose, necessity, access, retention and transfer mechanism.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
people-data protocol.
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The principal failure occurs when an NDA permits unrestricted HR-data sharing. Reviewers
should connect the evidence to revenue durability, gross margin, cash conversion, renewal
probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for protect employee data should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.

10. Map terms and accrued rights
Capture pay, grade, hours, leave, service, allowances, incentives, claims and collective terms.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
terms-and-rights ledger.

The principal failure occurs when base salary represents the employment bargain. Reviewers
should connect the evidence to revenue durability, gross margin, cash conversion, renewal
probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for map terms and accrued rights should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

11. Map benefits
Identify medical, life, disability, leave, allowances, cars, housing and wellbeing arrangements.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a benefits
equivalence matrix.

The principal failure occurs when benefits can be replicated from policy summaries. Reviewers
should connect the evidence to revenue durability, gross margin, cash conversion, renewal
probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.
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The decision pack for map benefits should state the commercial question, measurement perimeter,
historical evidence, customer-specific facts, forecast logic, sensitivity, management action, buyer
implication, residual uncertainty and next gate. Material exceptions should flow into the valuation
model, quality-of-earnings work, diligence room, sale-process narrative, transaction protections
and board reporting.

12. Map pensions and post-employment obligations
Separate defined contribution, defined benefit, multi-employer, group and statutory arrangements.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a pension
obligations register.

The principal failure occurs when pension continuity is a payroll configuration task. Reviewers
should connect the evidence to revenue durability, gross margin, cash conversion, renewal
probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for map pensions and post-employment obligations should state the
commercial question, measurement perimeter, historical evidence, customer-specific facts,
forecast logic, sensitivity, management action, buyer implication, residual uncertainty and next
gate. Material exceptions should flow into the valuation model, quality-of-earnings work,
diligence room, sale-process narrative, transaction protections and board reporting.

13. Map incentives and equity
Trace bonus periods, commissions, deferred awards, options, vesting, leavers and
change-of-control terms.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is an
incentive allocation schedule.

The principal failure occurs when the legal employer owns all incentive liability. Reviewers
should connect the evidence to revenue durability, gross margin, cash conversion, renewal
probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for map incentives and equity should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.
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14. Map payroll and tax
Reconcile gross-to-net rules, calendars, bank files, registrations, withholding and year-end
reporting.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a payroll
readiness plan.

The principal failure occurs when employee master data makes payroll Day-One ready.
Reviewers should connect the evidence to revenue durability, gross margin, cash conversion,
renewal probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for map payroll and tax should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.

15. Map immigration and mobility
Identify visas, permits, sponsorship, remote work, travel and relocation dependencies.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a mobility
transition plan.

The principal failure occurs when employees can continue working while sponsorship catches up.
Reviewers should connect the evidence to revenue durability, gross margin, cash conversion,
renewal probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for map immigration and mobility should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

16. Identify critical roles
Score decision rights, scarcity, regulatory accountability, customer dependency and recovery
time.
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The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
critical-role heat map.

The principal failure occurs when seniority is a proxy for criticality. Reviewers should connect
the evidence to revenue durability, gross margin, cash conversion, renewal probability, switching
behaviour, counterparty credit and transaction value; distinguish contractual protection from
observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for identify critical roles should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.

Table 2. Critical-role assessment

Driver Question Control

scarcity replacement lead time retention and succession

authority decision rights delegation

relationship external dependency governed introduction

knowledge exception handling proficiency test

Illustrative analytical design; company-specific evidence and professional advice govern.

Figure 2. Operational criticality

Values are illustrative evidence indices and require company-specific support.

17. Identify critical teams
Map minimum viable teams, hand-offs, span of control and concentrated expertise.
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The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
minimum viable organisation.

The principal failure occurs when retaining individuals preserves a broken team. Reviewers
should connect the evidence to revenue durability, gross margin, cash conversion, renewal
probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for identify critical teams should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.

18. Quantify capacity
Compare workload, service demand, peaks, vacancies and productive hours with future staffing.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a capacity
model.

The principal failure occurs when headcount equals capacity. Reviewers should connect the
evidence to revenue durability, gross margin, cash conversion, renewal probability, switching
behaviour, counterparty credit and transaction value; distinguish contractual protection from
observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for quantify capacity should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.

19. Design the standalone organisation
Set roles, accountabilities, decision rights, reporting lines and control segregation.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
standalone organisation blueprint.

The principal failure occurs when copying the seller structure creates independence. Reviewers
should connect the evidence to revenue durability, gross margin, cash conversion, renewal
probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.
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The decision pack for design the standalone organisation should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

20. Design retained organisation changes
Remove stranded layers, duplicated roles and control gaps without impairing the seller.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
retained-organisation plan.

The principal failure occurs when only the carved-out business needs redesign. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for design retained organisation changes should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

21. Design selection and allocation
Use documented role, work and organisational evidence to allocate people fairly.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
role-allocation protocol.

The principal failure occurs when management preference is sufficient allocation evidence.
Reviewers should connect the evidence to revenue durability, gross margin, cash conversion,
renewal probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for design selection and allocation should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

22. Design offers and measures
Coordinate terms, location, reporting, benefits, continuity and required consultation.
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The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is an
offer-and-measures pack.

The principal failure occurs when a standard offer letter resolves transfer uncertainty. Reviewers
should connect the evidence to revenue durability, gross margin, cash conversion, renewal
probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for design offers and measures should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

23. Design retention
Link criticality, market scarcity, transaction milestones and knowledge outcomes to proportionate
incentives.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a retention
architecture.

The principal failure occurs when retention cash alone protects capability. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for design retention should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.

24. Design succession
Name deputies, transfer decision authority and rehearse critical absences.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
succession readiness plan.

The principal failure occurs when a nominated successor is operationally ready. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.
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The decision pack for design succession should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.

Table 3. Knowledge-transfer progression

Stage Required evidence Gate

capture task and exception map owner approval

observe demonstrated workflow learner record

execute supervised outcome quality check

independent live scenario and recovery proficiency sign-off

Illustrative analytical design; company-specific evidence and professional advice govern.

Figure 3. Knowledge-transfer maturity

Values are illustrative evidence indices and require company-specific support.

25. Design knowledge transfer
Convert tacit knowledge into tasks, decisions, exceptions, contacts, records and demonstrations.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
knowledge-transfer curriculum.

The principal failure occurs when document uploads prove knowledge transfer. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.
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The decision pack for design knowledge transfer should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

26. Capture relationship capital
Transfer customer, supplier, regulator and partner context through governed introductions.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
relationship-transfer plan.

The principal failure occurs when contact lists preserve relationship continuity. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for capture relationship capital should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

27. Capture process knowledge
Document triggers, inputs, judgements, exceptions, controls, outputs and escalation.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a process
evidence pack.

The principal failure occurs when a standard operating procedure captures expert judgement.
Reviewers should connect the evidence to revenue durability, gross margin, cash conversion,
renewal probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for capture process knowledge should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

28. Capture technology knowledge
Transfer architecture, credentials, runbooks, models, configurations, incidents and vendor
dependencies.
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The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
technology knowledge pack.

The principal failure occurs when system access equals technical capability. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for capture technology knowledge should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

29. Measure learning
Test observation, supervised execution, independent execution and exception handling.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
proficiency evidence matrix.

The principal failure occurs when training attendance proves competence. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for measure learning should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.

30. Plan HR systems separation
Separate HRIS, payroll, time, performance, learning, recruitment and case data.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is an HR
systems migration plan.

The principal failure occurs when a data extract creates an operating HR function. Reviewers
should connect the evidence to revenue durability, gross margin, cash conversion, renewal
probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.
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The decision pack for plan hr systems separation should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

31. Plan Day-One employee experience
Coordinate employer identity, pay, benefits, access, manager, workplace and support.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a Day-One
experience map.

The principal failure occurs when legal completion is invisible to employees. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for plan day-one employee experience should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

32. Model people cost
Bridge compensation, benefits, pensions, payroll, recruitment, retention, redundancy and stranded
cost.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a people
cost bridge.

The principal failure occurs when current payroll is the standalone people baseline. Reviewers
should connect the evidence to revenue durability, gross margin, cash conversion, renewal
probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for model people cost should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.
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Table 4. People economics bridge

Driver Measurement Decision use

compensation role-level run rate standalone budget

benefits equivalent provision cost offer design

retention milestone-weighted cost continuity

vacancy delay and productivity value scenario

Illustrative analytical design; company-specific evidence and professional advice govern.

Figure 4. People value protection

Values are illustrative evidence indices and require company-specific support.

33. Model attrition scenarios
Stress critical-role exits, delayed hiring, productivity loss and knowledge gaps.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is an attrition
scenario model.

The principal failure occurs when historic attrition predicts transaction-period behaviour.
Reviewers should connect the evidence to revenue durability, gross margin, cash conversion,
renewal probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for model attrition scenarios should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.
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34. Model pension and benefit scenarios
Stress funding, insurer terms, harmonisation, administration and transition.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a benefit
and pension scenario set.

The principal failure occurs when benefit cost varies only with headcount. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for model pension and benefit scenarios should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

35. Link workforce risk to value
Translate vacancy, attrition, delay, productivity and stranded cost into cash-flow effects.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
workforce-to-value bridge.

The principal failure occurs when people risk belongs outside valuation. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.

The decision pack for link workforce risk to value should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

36. Draft transaction protections
Tie employee data, consultation, liabilities, pensions, incentives and retention evidence to
allocation and remedies.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is an
evidence-linked protection matrix.
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The principal failure occurs when a general employee warranty closes workforce risk. Reviewers
should connect the evidence to revenue durability, gross margin, cash conversion, renewal
probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for draft transaction protections should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

37. Govern interim people decisions
Control hiring, pay, promotions, exits, contractors, organisation changes and communications.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is an interim
workforce register.

The principal failure occurs when ordinary-course language governs sensitive people decisions.
Reviewers should connect the evidence to revenue durability, gross margin, cash conversion,
renewal probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for govern interim people decisions should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

38. Rehearse Day One
Test payroll, access, benefits, managers, communications, cases, safety and escalation.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a Day-One
people certificate.

The principal failure occurs when a payroll parallel run proves total readiness. Reviewers should
connect the evidence to revenue durability, gross margin, cash conversion, renewal probability,
switching behaviour, counterparty credit and transaction value; distinguish contractual protection
from observed customer behaviour; and test whether the conclusion survives a downside scenario.
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The decision pack for rehearse day one should state the commercial question, measurement
perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity, management
action, buyer implication, residual uncertainty and next gate. Material exceptions should flow into
the valuation model, quality-of-earnings work, diligence room, sale-process narrative, transaction
protections and board reporting.

39. Monitor post-close outcomes
Track regretted attrition, vacancies, payroll accuracy, benefits, productivity, cases and knowledge
completion.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a
workforce continuity dashboard.

The principal failure occurs when headcount variance is the primary integration metric.
Reviewers should connect the evidence to revenue durability, gross margin, cash conversion,
renewal probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for monitor post-close outcomes should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.

40. Certify separation and close residuals
Confirm accountable roles, lawful arrangements, working services, transferred knowledge and
owned residual obligations.

The controlled record should identify the relevant customer, revenue stream, contract, cohort,
relationship owner, commercial dependency, evidence source, baseline, trend, scenario, control,
exception, accountable executive, deadline and approval. The immediate deliverable is a people
separation closure report.

The principal failure occurs when the final employee transfer date ends people separation.
Reviewers should connect the evidence to revenue durability, gross margin, cash conversion,
renewal probability, switching behaviour, counterparty credit and transaction value; distinguish
contractual protection from observed customer behaviour; and test whether the conclusion
survives a downside scenario.

The decision pack for certify separation and close residuals should state the commercial question,
measurement perimeter, historical evidence, customer-specific facts, forecast logic, sensitivity,
management action, buyer implication, residual uncertainty and next gate. Material exceptions
should flow into the valuation model, quality-of-earnings work, diligence room, sale-process
narrative, transaction protections and board reporting.
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Table 5. Separation completion certificate

Domain Required proof Owner

employment lawful route and terms legal and HR

pay and benefits successful operation payroll and reward

capability minimum viable teams business leader

knowledge independent execution functional owner

Illustrative analytical design; company-specific evidence and professional advice govern.

Figure 5. Day-One people readiness

Values are illustrative evidence indices and require company-specific support.
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