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The official software rarely contains the whole operation.

A scheduling system may hold appointments while a private calendar holds the times that can actually be promised. Accounting software may hold invoices while a spreadsheet matches payments to disputed work. A customer system may hold contact details while a saved inbox search shows who still needs an answer. A warehouse system may hold stock counts while a local file records which substitutions customers will accept. A written procedure may describe the normal path while one worker's document lists the conditions that stop the work.

These tools do not all have the same status. Some are useful working aids. Some hold the only copy of an important record. Some calculate a result nobody checks. Some compensate for an official system that cannot represent the work. Some preserve experienced judgment. Some expose customer or employee information. Some are obsolete but still produce a monthly report because nobody knows how to turn them off.

Calling all of them "shadow IT" does not tell you what to do next. The label says the tool sits outside formal control. It does not tell you whether the tool is accurate, necessary, replaceable, dangerous, or the only honest record of the current process.

This book teaches a narrower investigation. You will choose one workstream, follow one real result through every tool and handoff, list what actually controls the work, recover the knowledge around those tools, test their limits, and make a separate decision for each one.

The decision may be to:

•  Protect it in place.

•  Document it.

•  Repair it.

•  Connect it to another system.

•  Replace it.

•  Retire it.

•  Deliberately leave it local.

•  Stop using it until a qualified person reviews it.

Replacement is not the default. A five-column local spreadsheet may be the correct tool for a stable task used by two people. A personal account holding required business records is not acceptable merely because the file works. A custom application is not an improvement if it removes a worker's ability to correct the record, exports incomplete data, or requires a vendor for every small change.

What this book covers

You will learn how to:

•  Scope an authorized investigation around a real result.

•  Find spreadsheets, inboxes, saved searches, scripts, local databases, documents, folders, message threads, calendars, and paper records that the official process omits.

•  Distinguish source records, working copies, calculations, control lists, decision records, proof of delivery, and reference copies.

•  Identify who created, maintains, interprets, approves, uses, and can recover each tool.

•  Inspect a live tool through a copy without changing the operation.

•  Recover steps, cues, exclusions, timing, repair methods, and stop conditions from the people who use it.

•  Test output, reconciliation, version, capacity, access, and failure behavior.

•  Judge criticality by consequence and time, not by appearance.

•  Create a continuity pack for tools the operation keeps.

•  Replace a tool through an accepted parallel test and a reversible cutover.

•  Find small paid problems inside this work and decide whether any stable part should become software or an AI-assisted product.

What this book does not cover

This is not a general cybersecurity audit, a process-mining program, a spreadsheet-formula course, a complete business-continuity plan, a records-retention schedule, or a vendor migration manual. It does not teach covert monitoring. It does not grant authority to inspect a person's private account or device.

It also does not rebuild the entire back office. If the investigation proves that the operation lacks a shared register for open customer commitments, that is a later design problem. If it proves that exceptions need a formal review system, that is also a later problem. The job here is to identify the current tools and knowledge accurately enough that later work starts from evidence.

Evidence labels used here

Direct artifact identifies a named public document, filing, official guide, report, or source file.

Contemporary report identifies reporting published near the event. It may add facts not stated in the direct artifact and should remain separate from it.

Practitioner observation identifies a recurring concern in public worker discussions. It shows that a problem occurs. It does not establish frequency across an industry.

Interpretation connects several sources or applies a professional method to a smaller operation.

Rule of thumb gives a starting point that must be tested locally.

Hypothetical example is invented only to demonstrate a method.

Unknown marks what the available record cannot establish.

The finished result

The finished investigation should leave nine useful records:

	Scope and permission note.

	One-result trace.

	Operating-tool inventory.

	People and access record.

	Inspection and test record.

	Criticality and continuity review.

	Disposition decision.

	Continuity pack for every retained tool.

	Replacement acceptance record where change is approved.


Do not aim for a complete list of every unofficial file in the company. No one can prove that list is complete. Aim for enough coverage to explain one important result, its dependencies, and what will happen to each discovered tool.
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