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What Tech Documentation Belongs in 
Your Data Room Before a Sale?
And how to explain it all when your buyer doesn't know React from Word-
Press.

You built a great business. Your revenue is strong. A buyer is circling. Then their advisor 

sends over a diligence checklist and you see a section labeled "Technology Infrastruc-

ture." Your stomach drops.

Most founders have never thought about their tech stack as an asset that needs to be 

documented for a sale. The website works. The team uses it. What else is there to say? 

Quite a lot, it turns out. And the way you present it matters just as much as what you 

present.
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Why do buyers care about your tech documentation at 
all?
Because undocumented technology is unpriced risk. And unpriced risk always gets priced 

against you.

When a buyer looks at your company, they are modeling what happens after they write 

the check. Technology integration issues account for roughly 30% of failed mergers. 

Deloitte M&A Research Buyers know this. Their advisors know this. So the first thing 

they look for is evidence that your technology is understandable, maintainable, and 

transferable.

If they open your data room and find nothing about your tech stack? They assume the 

worst. No documentation means nobody knows how it works. Nobody knowing how it 

works means it probably breaks when the founder leaves. That's a valuation discount 

before anyone even asks a question.

What are the four documents every buyer expects?
Four categories. That's it. You don't need a 200-page technical specification. You need 

four clear, honest documents that answer the buyer's real question: "Can we run this 

without the current team?"

1. Architecture overview. A visual diagram showing how your front end, CMS, database, 

hosting, and third-party integrations connect. This does not need to be beautiful. It needs 

to be accurate. One page. Boxes and arrows. Label each box with what it does for the 

business, not what framework it runs.

2. Deployment runbook. Step-by-step instructions for pushing code changes to produc-

tion. Who has access. What the process looks like. What the rollback plan is if something 

breaks. If only one person can deploy your site, this document is going to be short and 

scary.

3. Content operations guide. How content gets created, reviewed, and published. Can 

marketing do it without calling a developer? If so, document that workflow. If not, doc-
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ument the dependency honestly. Companies where marketing can self-serve content 

are valued higher because they scale without headcount.

4. Dependency inventory. Every plugin, API, and external service your platform relies on. 

License status. Renewal dates. Cost per year. Whether alternatives exist. For WordPress 

sites, this list can run into the dozens. Patchstack reported 7,966 WordPress vulnerabilities 

in a single year. Patchstack 2024 Buyers want to know what they're inheriting.

How do you explain infrastructure improvements to a 
non-technical buyer?
You translate everything into three concepts buyers already understand: risk, cost, and 

speed.

Your buyer is probably not a software engineer. They might be a PE associate, a family 

office manager, or a strategic acquirer who runs a portfolio of brands. They don't care 

about your framework choices. They care about what those choices mean for the busi-

ness they're about to own.

Here's the translation framework. Every technical fact maps to one of these three 

business outcomes:

Risk: "We moved from 47 WordPress plugins to a single headless CMS. That means 47 

fewer things that can break, get hacked, or go out of date." Buyers understand reducing 

attack surface even if they can't define it technically. Patchstack 2024

Cost: "Our marketing team publishes new pages without a developer. That's one fewer 

full-time hire you'll need." Companies spend 40% of their IT budgets maintaining legacy 

systems. McKinsey Digital Frame your modernization as moving budget from mainte-

nance to growth.

Speed: "Our site loads in under one second. A 0.1-second improvement in page speed 

increases conversions by 8.4%." Deloitte/Google That's a number any buyer can put into 

a revenue model.
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What does a well-documented tech stack look like to a 
buyer?
It looks like a system, not a person. That's the whole point.

When a buyer opens your data room and sees clean architecture documentation, a clear 

deployment process, and evidence that non-technical staff can operate the content layer 

independently, they see a business that works without the founder. That is the single 

most important signal in any acquisition.

A modern stack like Next.js plus Sanity CMS has a structural advantage here. The content 

model is defined in code and version-controlled, which means the schema itself is living 

documentation. The front end runs on a framework with millions of developers worldwide, 

so there is no key-person risk. The content layer is a managed service, so there are 

no servers to maintain. Developers on legacy platforms spend 40% of their time on 

infrastructure. Forrester TEI 2024 Modern stacks eliminate that overhead.

Compare that to a legacy WordPress site with 30 plugins, a custom theme that one 

freelancer built, and a deployment process that involves FTP. The documentation for that 

system is a confession, not a selling point.

What are the biggest documentation mistakes that kill 
deals?
Three patterns show up over and over in failed mid-market deals.

Mistake #1: Writing for developers, not buyers. Your data room audience is a PE assoc-

iate and a fractional CTO doing a two-day review. They need business context, not code 

comments. Label your architecture diagram with what each system does for revenue, not 

which language it's written in.

Mistake #2: Documenting the ideal state, not the actual state. If your deployment 

process requires one specific person to SSH into a server, say so. Buyers will find out 

anyway during management interviews. Getting caught with dishonest documentation 

destroys trust faster than any technical problem.
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Mistake #3: Leaving gaps and hoping nobody notices. KPMG found that 41% of deal-

makers cite completing due diligence as a top obstacle to closing. KPMG 2025 Documen-

tation gaps generate follow-up questions. Follow-up questions delay timelines. Delayed 

timelines give buyers cold feet or room to renegotiate.

How far in advance should you prepare this documen-
tation?
Start six months before you plan to go to market. Minimum.

If your stack is already clean and well-organized, producing the four core documents 

takes two to four weeks. That's the easy scenario. Most founders are not in the easy 

scenario.

The hard truth: the process of documenting a messy system reveals problems you 

didn't know existed. Undocumented plugins. Expired licenses. Hardcoded credentials. 

API keys stored in plaintext. These are the things buyers find during diligence, and every 

surprise becomes a negotiation point.

It's better to discover these problems on your own timeline. Fix what you can. Document 

what you can't fix yet. Build a remediation plan with clear costs and timelines. Bain found 

that 88% of digital transformations fail to achieve their original ambitions. Bain 2024 The 

ones that succeed start with an honest assessment, not a rushed cleanup.

Does your tech stack choice affect how easy it is to 
document?
Yes. Dramatically. Some architectures are self-documenting. Others require a small novel 

to explain.
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A headless CMS like Sanity stores your content model as code. That means your content 

structure is version-controlled, reviewable, and understandable by any developer who 

reads the schema files. The content model is the documentation. 99% of headless CMS 

adopters reported improvements in their content operations after switching. Storyblok 

State of CMS 2024

Next.js on Vercel means your deployment is automated and auditable. Every deployment 

is logged. Rollbacks are one click. There is no deployment runbook to write because 

the platform handles it. The Forrester TEI study found 264% ROI over three years for 

companies on this stack. Forrester TEI 2024

Compare that to a WordPress site where the "deployment process" is a developer editing 

files on a live server. The documentation for that process is a risk disclosure, not a data 

room asset.

How does AI readiness factor into your data room nar-
rative?
It's becoming a differentiator. Buyers are starting to ask about it, even if they don't know 

exactly what to ask.

AI search traffic grew 527% between January and May 2025. Conductor 2025 Google 

AI Overviews now reach 2 billion monthly users. Google/Exposure Ninja AI-referred 

visitors convert at 4.4x the rate of traditional organic traffic. Semrush 2025 These are 

numbers that show up in forward-looking revenue models.

If your content is structured and machine-readable (which is what a headless CMS gives 

you by default), that's a defensibility story. You can include a short section in your data 

room called "AI Search Readiness" that shows your content architecture is built for how 

people will search in 2027, not just how they searched in 2020.

Here's how to explain it to a non-technical buyer: "Our content is stored as structured 

data, not locked inside page templates. That means AI search engines like ChatGPT 

and Perplexity can read, understand, and recommend our content directly. Most of our 

competitors' content is invisible to these systems."
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