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Four directions - 45—60 minutes each - One architecture behind all of them

-
The Unseen Architecture
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RUNTIME 45-60 minutes, flexible to your program
BEST FOR Broad leadership conferences, executive events, and rooms that need a sharp system-level reframe.

Every organization runs on an architecture nobody drew. It decides what gets escalated and what gets buried, which problems arrive early and
which arrive too late, and who speaks in a meeting where the outcome has already been settled. It produces those results whether or not anyone
intended them, and it appears on no org chart.

Most leadership content addresses the people inside that architecture. This talk addresses the architecture.

The room is walked through the mechanism by which an organization learns — not from what its leaders announce, but from what their behavior
consistently makes true. Then through the gap that opens between the two, and why effort applied at the wrong layer widens it rather than closing it.
What the room gets. Language for something most of them have been experiencing without a name for it, and a read on where their own gap is
producing the results they have been blaming on people.

Lands hardest on. Leaders who have already tried the conventional answers — the culture initiative, the communication training, the offsite — and
watched the same drag return.

PROGRAM COPY — YOURS TO USE

Leadership is not a motivation problem. It is a design problem. Mart Ratliff walks the room through the architecture
their organization is alrmdy running — the one nobody drcw, that decides outcomes before anyone deliberates —

and shows them where the gap between what they intend and what their system produces is costing them most.

The Ceiling You Built

Why the architecture that got you here is keeping you here
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RUNTIME 45—-60 minutes, flexible to your program

BEST FOR Founders, entrepreneurial conferences, and growth-stage organizations beginning to feel scaling drag.

Every founder builds a set of habits that works. The bid you review personally. The decision that comes to you because it always has. The judgment
call nobody else is trusted with yet.

Those habits are why the organization survived its first decade. They are also, at a size the founder can usually name to the month, the reason it has
stopped growing.

This talk works the moment the two stop being distinguishable — when the practices that produced the success become the constraint on it. It goes
at the hardest version of that problem: capability that has been suppressed and capability that was never there look the same from the founder’s
chair, and they take opposite repairs.

What the room gets. A way to tell the two apart, and the question to ask about their own organization before spending money on the wrong repair.

Lands hardest on. Founders between roughly fifty and three hundred people, and the executives working under them who can see the ceiling and

cannot name it.

PROGRAM COPY — YOURS TO USE

The practices that built the company are the ones now capping it — and from the foundcr's chair they look identical.
Mart Ratliff shows growth-stage leaders how to tell the difference between capability their organization never had

and capability their own architecture has been suppressing, and why those two problems take opposite repairs.
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The Four Places It Gives
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RUNTIME 45-60 minutes, flexible to your program
BEST FOR Senior leadership teams, corporate audiences, and decision-makers who already suspect the problem is deeper than execution. Works well as a closing
session.

Organizations do not fail randomly. They give at four structural points, and they give at the same four regardless of industry, size, or the quality of
the people involved.

This talk names all four and walks the room through each one as a recognizable scene rather than a category — the COO whose silence taught the
organization fo bring him solutions instead of problems, the founder whose managers route everything upward, the operator whose playbook got

skipped one checkpoint at a time until a location opened badly, the office that survived four hard years by spending memory it did not know it had.
Somewhere in those four, most of the room finds their own quarter.

What the room gets. Four named structural locations, the ability to recognize which one they are currently sitting in, and the reason the fracture
they are looking at is usually downstream of where it started.

Lands hardest on. Rooms that have diagnosed their problem already and are frustrated that the fix did not hold.

PROGRAM COPY — YOURS TO USE

Organizations do not break randomly. They break at four structural points, in the same four places, regardless of
industry or size. Mart Ratliff names all four and walks the room through each as a scene they will recognize — and
shows why the fracture a leader is looking at is almost never where it started.

The Values on the Wall Are Not the Values in the Room
How lived signal overrides declared culture
RUNTIME 45-60 minutes, flexible to your program

BEST FOR Values-heavy organizations where the language of culture has outrun what the system is teaching, and any room where a culture initiative has already been
run. The most direct of the four.

Somewhere in the building there is a wall with words on it. Integrity. Candor. One team. Somebody paid for that wall, and everyone who walks past
it every day knows which of those words are true and which are decoration.

They know because they have watched what happens. Not what gets said in the all-hands — what happened the Thursday someone brought a
problem early and got a tone for it. The wall says one thing. Thursday said another. Thursday wins, every time, and nobody in the organization
needed a memo to work out which one to believe.

This talk is about how that happens, why declaring a value is the weakest available method of installing one, and what a leader would have to change
for the wall and the room to agree.

What the room gets. An honest read on the distance between their stated culture and their operating one, and the mechanism that produced the
gap — which is never the values statement and never the people.

Lands hardest on. Organizations that have invested real money in culture work and cannot explain why the behavior did not follow.

PROGRAM COPY — YOURS TO USE

Every organization has values on a wall and different values in the room, and everyone who works there knows
which is which. Mart Ratliff shows leaders how the gap opens, why declaring a value is the weakest way to install
one, and what would have to change for the two to agree.

These are the four most requested directions, not the limit of what can be built for a room. If your audience has a condition none of these names, say so in the inquiry — the

framework is one architecture, and the talk is shaped to what the room is carrying.




