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A COMPLIMENTARY RESOURCE

The Complete Field Guide to Your Organization's
Continuity Risk

Everything you need to understand your organization's structure, timing, and risk,
in one sitting

Neal McIntyre Consulting
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One Question, Five Parts

Every organization is a structure, moving through time, carrying a risk that is either 
being watched or being ignored. This guide answers one question in five parts: what 
happens to your organization when the person currently holding it together is no longer 
available.

This is not a scare tactic. It is simply how every organization behaves, whether or not 
anyone is watching for it.

Read through all five parts. Most leaders recognize their organization within the first 
two.
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Part 1: Find Your Pattern

Every organization leans toward one of four patterns.

Founder-Centered

Everything runs through one person. Fast and responsive. The risk: everything depends 
on that one person.

Standardized

Coordination happens through rules and hierarchy. Consistent and scalable. The risk: 
leaders disconnected from the real work.

Expertise-Driven

Highly trained professionals with real autonomy. Deep and high quality. The risk: loyalty
to craft over institution.

Team-Driven

Leadership shifts to whoever is best positioned to act. Adaptable and innovative. The 
risk: no one owns institutional memory.

Most organizations are a blend of two. That is normal. What matters is knowing which 
risk you are carrying.
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Part 2: Know Your Timing

Risk does not stay constant. It peaks at predictable moments.

Stage What It Looks Like The Risk

Birth Built from scratch around one 
person's energy.

Low for now, but the pattern set 
here will need to change.

Youth Still works as growth keeps pace. Quietly building with every year 
of added scale.

Maturity Settles into a more repeatable 
way of operating.

The window to pivot deliberately, 
before it is forced.

Midlife Unplanned transitions arrive. The highest-risk stage. Usually 
reactive, not planned.

Aging Requires real renewal, sometimes
a turnaround leader.

Risk of recreating the exact 
dependency you need to escape.
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Part 3: Read the Warning Signs

Politics inside an organization is rarely a character problem. It is usually a structural gap
wearing a character costume.

• Someone with real influence but no formal authority quietly resists every decision
made above them: a sign of a gap between expertise and authority.

• A specialist never quite finishes documenting how they do their work: one of the 
clearest warning signs of continuity risk on this entire list.

• The same two sides land on opposite ends of every unrelated issue: a sign of an 
unresolved succession or direction question.

• A rising, capable group starts questioning long-standing assumptions ahead of any
formal timeline: often the earliest visible sign of a difficult transition arriving 
early.

If your organization does not fit any of the four core patterns at all, and instead feels like 
several structures in open conflict, that absence of a clear pattern is itself the warning. It 
usually means something has already started to break.
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Part 4: Build the Counterweight

The goal is never to get rid of your dominant strength. The goal is to build something real
enough to hold it in check.

• Founder-Centered: write down who has real authority in your absence, then 
actually let them use it.

• Standardized: build real channels where frontline input actually changes 
decisions, not just gets heard politely.

• Expertise-Driven: involve your experts as genuine co-authors of strategy, not as a 
courtesy consultation.

• Team-Driven: lightly document who owns which decisions, and protect 
institutional memory before it becomes urgent.

Naming the risk is the diagnosis. Building the counterweight is the real work.
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Part 5: Put It Together

A complete picture of your organization's continuity risk fits in a single paragraph. Try 
writing your own, honestly, using this example as a template:

Example: My organization is a mature, Founder-Centered business, well past the stage 
where that made sense, with no one currently able to check my authority on major 
decisions. I have noticed a specialist who has never finished documenting their work, 
an early warning sign. Without a deliberate plan to build real authority into a second 
layer of leadership, my next transition, planned or sudden, will be the most disruptive 
event in this organization's history.

If you can write that paragraph honestly, you already know more about your 
organization's real risk than most leaders ever take the time to find out.
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Where This Leads

This guide gives you the full shape of the problem. Solving it well, in your specific 
organization, is a harder and more valuable conversation.

If you have written your paragraph and you do not like what it says, that is exactly the 
conversation I have with CEOs and boards every week.

Neal McIntyre  |  Dynasty Architect  |  Helping CEOs turn hard-to-run organizations into
dynasties sustained by systems, standards, and continuity.

nealmcintyreconsulting.com
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