The

S tranger

| spent about a year quietly disappointed in a piece of software, and the
whole time the problem was sitting on my side of the desk.




EU@Ty WlOVﬂiTlg at about 6.'4(), someone S]”lODUS up to UUOV]Q fOV me.




He is the best hire I have ever made. Fast, tireless, never bored, never precious

&lbOUE Eh€ work.




Aﬂd coery 5i7’lgl€ WlOVﬂiﬂg, ]”lG ]’L&lS fOVgOCt@ﬂ 6U€7’)}thiﬂg.




Not my clients. Not my rates. Not the way [ write. Not the correction [ gave him

twice last Tuesday.




EVERY MORNING, AGAI

For a Zong strecch I did what almost everybody does. I explained myself again.

And again. And again.




77167’1 I concluded lf]"LC L'OOZ was WlGdiOC?’C \X/]’llCh was a g?”@&lt d@&ll easier t]mn fh€

other available explanation.




BLANK

In a year of complaimng about him, I had never once written anything down.




SHIFT LOG THE APPRENTICE
THE RECIPE

Every EVOlGZG Eh&lf ever OMEZiUCGZ one p€VSOTl SOZU€0Z If]”liS E]’Lt’ same way. 7716 ?hlﬁ ZOg

T]’LC 7’€Cip€. 7716 notebook you hand []/16 apprentice. NOZ?OCZ)/ called it technology.

They called it doing the job properly.




B

So I started Zeaving a brieﬁng by the door. Not a prompt. A brieﬁng — the same

thing [ would hand a new hire on their ﬁrst morning.




IDENTITY — who I am and who I serve

RULES — how the work must be done

MEMORY — what we already decided

LIMITS — what must never happen

MOVES — the procedures I repeat

Five Zayers. Every assistant on the market has all ﬁve, hiding under di]ferent

names. Most PCOpZ€ ]’LOZUC’ bUiZE one Of lf]’l@?ﬂ.




He reads all of it in about two seconds, every session, befbre he answers a single

question.




Now he walks in already knowing who my clients are, how I write, what I

charge, and the two names that must never appear m anything a client will

read.




Here is the part that took me longest to accept. My competitor 18 Vunm'ng the

identical stranger [ am. Same brain. Same speed. Same monthly bill.




THE ONLY PROPRIETARY LAYER

The only thing [ own is what mine reads ﬁrst.




AN INSTRUCTION A LOCK

One warning, learned the hard way. 1 had written never open t/mtﬁle o my

instructions and considered the matter closed. An instruction is a request. Only

a lock is a lock. Know which one you have built.




You are not using Al. You are writing the briefing a stranger reads every
B (&

morning. Write it once, properly, and he will read it every morning for the rest

of your working life.




The five layers, plainly

IDENTITY

MEMORY

LIMITS What must never happen. This is the one
nobody builds.

THE ONE THING PEOPLE GET BACKWARDS

It reads in this order: Identity - Rules — Memory - Limits -
Moves. You should build in this one: Limits - Identity - Rules
~ Memory - Moves. Put the locks on before you hand over the
keys. Moves are the fun part, which is exactly why they are

the part everybody builds first.
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