How | grew profits 400%
and transformed my
business, career, and life.
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Over 30 years, I’ve learned that pretty much all
business “tastes like chicken”.

85% of it is the same everywhere.
15% varies by industry or market.

The result: every business has a lot of the same problems to solve.
We're all trying to figure out:

e Hiring

o Strategy/vision
 Good meetings
 Managing

o Culture

o etc!

Over my career, | saw that every CEO seemed to be tackling the
same problems in different ways — often terrible ones!

This made no sense to me. So | went out looking.

- Entrepreneur @qirdley
Gird Iey Investor girdley.com
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What | found

| spent two years looking at hundreds of “systems” to solve the
universal problems that every business faces.

And | found the best.
Since | started using them, the results have been magical.

One company has 4x’ed in size and profit in 3 years. My hiring
has totally transtformed. And | rarely have to make things up as |

go.

What | have for you

This guide will walk you through my 9 systems that solve the
problems every business has.

The best part: most of these systems can be found in really smart
books. That means for an outlay of about twenty bucks, you get a
huge amount of material and context. These are not expensive
software or subscription fee services®. ROl = insane.

(* Okay, two of them are expensive software. But the ROl is still
insane and I'll tell you why.)

- Entrepreneur @qirdley
G ! rd Iey Investor

girdley.com


http://twitter.com/girdley
http://www.girdley.com

SYSTEM 1: EOS

SOLVES FOR:
Process, strategy, vision, organizational design

The Entrepreneurial Operating sy v, TACTON oo v, ot
SyS te m ( E O S) iS a p raC t i Cal g u i d e and simple ijsf"E.l.‘ﬂ. fn-r ruﬂm.\-'r_q. jrﬂm' business.”
that gives your SMB a roadmap.

FRESIDENT AND FOUNDER, THE STRATEGIC GDACH

Think of it as "business by
worksheet”.

EXPANDED EDITION

This system will guide you all the
way from a 10-year vision down to

’ : GET A GRIP [I-.N YOUR BUSINJESS
what you're doing each week.

Buy the book: Traction by Gino Wickman
Read more: eosworldwide.com

- Entrepreneur @qirdley
Gird Iey Investor girdley.com
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https://www.amazon.com/Traction-Get-Grip-Your-Business/dp/1936661837/ref=sr_1_1?crid=24LLV4ASJG1PD&keywords=traction+book&qid=1686161066&sprefix=traction+book%252Caps%252C134&sr=8-1&_encoding=UTF8&tag=girdley-20&linkCode=ur2&linkId=68e2f7547c54f0a4a8c0d30261eb836e&camp=1789&creative=9325
https://www.eosworldwide.com/

SYSTEM 2: Storybrand

SOLVES FOR:
Marketing
#1 Wall Street Journal Bestseller

| DONALD MILLER
What EOS does for its areas, o ik icaus Beptioniling o
Storybrand does for marketing.
Think of it as "marketing by
worksheet”. (Seeing the pattern S T o R Y
here?) BRAND

It uses the same Hero’'s Journey that

resonates with everyone (think Star a Clelty Yae Mg
Wars), then turns that into highly T

effective marketing. P

Use the 7 Elements of Great Storytelling to Grow Your Business

Buy the book: Building a Story Brand by Donald Miller
Read more: storybrand.com

- Entrepreneur @qirdley
Gird Iey Investor girdley.com
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https://storybrand.com/

SYSTEM 3: Net Promoter Score (NPS)

SOLVES FOR:
Customer Satisfaction Measurement

All the customer satisfaction
systems are broken. NPS is just the
least broken one.

The good news is that it's gotten U I_TI IVl ATE
really easy to implement with all the
SaasS systems out there. Many are [lU ESTI U N 2 ﬂ

free.

How NET PROMOTER Companies
t's a powerful tool in determining Thrive in a Customer-Driven World
how viable your business is,
especially for software. I:H E D H H [: H H E |.I]

lling author of THE LOYALTY

| | WITH ROB MARKEY
Plus, once you've nailed a high NPS,

your customers start doing your
marketing for you.

Buy the book: The Ultimate Question 2.0 by Fred Reichheld
Read more: Hubspot's NPS breakdown

- Entrepreneur @qirdley
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https://www.amazon.com/Ultimate-Question-Revised-Expanded-Customer-Driven/dp/1422173356/ref=sr_1_1?crid=367N630DIN3SH&keywords=the+ultimate+question+2.0+by+fred+reichheld&qid=1686164142&sprefix=the+ultimate+question%252Caps%252C115&sr=8-1&_encoding=UTF8&tag=girdley-20&linkCode=ur2&linkId=83b79ef4533d932921c891c449a6a8be&camp=1789&creative=9325
https://blog.hubspot.com/service/what-is-nps

SYSTEM 4: The Effective Manager

SOLVES FOR:
Management

MARK HORSTMAN
KATE BRAUN | SARAH SENTES

What EOS is to running your
business, The Effective Manager is
to managing people.

=

" X
i o
T

It delivers a set of principles to be a - _T‘IT_IE -
D D || —

great manager, and follows up with

de.tail.ed steps on how to live those E F F E C T IVE
principles. M AN AGE R

This is a must for every first time L
: "SECOND EDITION
manager (and most experienced SECOND EDITION

-COMPLETELY REVISED AND UPDATED
ones).

Buy the book: |The Effective Manager by Mark Horstman

Read more: manager-tools.com

. Entrepreneur @girdley
Gird Iey Investor girdley.com
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https://www.amazon.com/Effective-Manager-Mark-Horstman/dp/1394181612/ref=sr_1_1?crid=14EHVGVGKMKLZ&keywords=the+effective+manager&qid=1686164343&sprefix=the+effective+manager%25252Caps%25252C113&sr=8-1&_encoding=UTF8&tag=girdley-20&linkCode=ur2&linkId=8cdd5c2bd6a1b70c5f091f34f7932f98&camp=1789&creative=9325
https://www.manager-tools.com/

SYSTEM 5: Q12

SOLVES FOR: 4 Contebuton
Employee Engagement

Basic Needs

Engaged workforces produce outsized performance.

Gallup (the polling people) studied the characteristics of these high-
performing teams, and created a 12-statement survey that runs
regularly.

Then leaders can address problem areas directly.

Here's the survey:

1.  know what is expected of me at work.
2. | have the materials and equipment | need to do my work right.
3. At work, | have the opportunity to do what | do best every day.
4. In the last seven days, | have received recognition or praise for doing good work.
5. My supervisor, or someone at work, seems to care about me as a person.
6. Thereis someone at work who encourages my development.
/. At work, my opinions seem to count.
8. The mission or purpose of my company makes me feel my job is important.
9. My associates or fellow employees are committed to doing quality work.
10. | have a best friend at work.
11. In the last six months, someone at work has talked to me about my progress.
12. This last year, | have had opportunities at work to learn and grow.

Gallup breaks down the science behind each statement, and what the
best managers do for each situation.

Read more: gallup.com

- Entrepreneur @qirdley
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SYSTEM 6: Culture by Design

SOLVES FOR:
Company Culture

've been disappointed by so many CU LTURE
E‘;‘.:fu,.f SR

books about “let’s build your
company culture”.

8 simple steps to drive better individual
and organizational perfarmance

They're all too vague.

| wanted a system to follow that
defines and spreads the culture |
want. Thisis it, in very concrete
terms.

« Defines behaviors, not values
« EXxplains a system to roll them

out
» Makes it top down (a CEO
crafting their culture)

Follow this system, and you'll have a
great culture. Simple as that.

Buy the book: Culture by Design by David Friedman
Read more: culturewise.com

- Entrepreneur @qirdley
Gird Iey Investor girdley.com
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https://www.amazon.com/Culture-Design-individual-organizational-performance/dp/0692100784/ref=sr_1_1?crid=MX3NLMJY99JL&keywords=culture+by+design&qid=1686164436&sprefix=culture+by+design%252Caps%252C107&sr=8-1&_encoding=UTF8&tag=girdley-20&linkCode=ur2&linkId=63dd23148f19382045daab9eeda65858&camp=1789&creative=9325
https://culturewise.com/

And finally...

The last three systems make up my Hiring Holy Trinity.

They cover my counterintuitive hiring pipeline, and the two
systems | use to assess candidates.

One’s a book. The other two are software, and heads up, they
ain’t cheap.

But it's nothing compared to the money you’ll waste by hiring the
wrong candidate.

Even at thousands of dollars a year, these systems still provide
ridiculous ROI.

- Entrepreneur @qirdley
G ! rd Iey Investor
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SYSTEM 7: Topgrading

SOLVES FOR:
Foolproof Hiring Process
THE PROVEN HIRING AND RFELG%ED
Part 1 of my Hiring Holy Trinity conenny perorvanc: R
L]
This is the contrarian’s hiring .Ilo ra dl n
methodology. 3RD EDITION

. . BRADFORD D. SMART, Ph.D.
It takes all the common, broken ideas in

hiring and does the opposite. You get a
process that only high performers get
through.

Thelr method has a several hour
iInterview. I've learned that bullshit cannot
survive more than 2 hours in this format.
Most can't make it an hour.

| use Topgrading and my next system for every hire | make. It's so
good I'm tempted to keep it a secret.

(Caveat: The book is not good. But the ideas are like finding
business religion.)

Buy the book: Topgrading by Bradford Smart
Read more: topgrading.com

- Entrepreneur @qirdley
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https://topgrading.com/

SYSTEM 8: Culture Index

SOLVES FOR:
Personality assessments

Part 2 of my Hiring Holy Trinity

Culture
Index™

ANALYTICS OVER INSTINCTS

r—
i pi
f—t¥

Culture Index tells you whether a candidate is really “wired” for the
Jjob.

And unlike Meyers-Briggs, DISC, and others, Cl is scientifically
backed.

Read more: cultureindex.com
Cost: Thousands / year (sorry!)

- Entrepreneur @qirdley
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SYSTEM 9: Criteria Corp

SOLVES FOR:
Skills/Cognitive Assessment

Part 3 of my Hiring Holy Trinity

¥ Criteria

Cardiidate Besuiy

Cemededing Bri-drn

These are my favorite pre-employment assessments.

| use these to find out:
* Do they have the job skills?
» Are they quick thinkers?

My most successful hires all scored very high on these assessments,
and I've seen a correlation to how quickly people can learn new
things.

This is a pretty commoditized space now, but of the 20 or so | looked
at, Criteria Corp did this best.

Read more: criteriacorp.com
Cost: $1-2k / year

- Entrepreneur @qirdley
Gird Iey Investor girdley.com
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Recap

These are 9 systems that | now consider essential to
my efficiency, growth, and success.

Process, Strategy, Vision, Organizational Design — EOS
Marketing — Storybrand
Customer Satisfaction — NPS
Management — [T he Eftective Manager
Employee Engagement — Q12
Company Culture — Culture by Design
Hiring Process — Topgrading
Personality Assessments — Culture Index
Skills/Cognitive Assessment — Criteria Corp

Questions? Comments?
Join the conversation on Twitter: @girdley

Did someone forward this to you?
Sign up for the GirdleyWorld newsletter at girdley.com/subscribe

For more tools, tactics, and frameworks like this, check out:

The vetted peer network for small business leaders.
@ Scalepath Learn more at joinscalepath.com

- Entrepreneur @qirdley
Gird Iey Investor girdley.com
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