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Know all

Tell all

Know not

Tell not
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Ladder of Leadership ™

7. I’ve been doing…

6. I’ve done…

5. I intend to…

4. I would LIKE to…

3. I think…

2. I see…

1. Tell me what to do
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Follow  
effective action  

with  
quiet reflection. 
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From the  
quiet reflection  

will come even more  
effective action.  

-Peter Drucker  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“I see red people.” 
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Leadership can be defined  .. as directing the thoughts, 
plans, and actions of others .. so as to obtain and 
command their obedience, their confidence, their 
respect, and their loyal cooperation.
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USS Olympia
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USS Santa Fe







@ldavidmarquet



25@ldavidmarquet



@ldavidmarquet





@ldavidmarquet



Know all

Tell all

Know not

Tell not
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Intent engages 
thinking and 

creates a bias for 
action.



Brief Do Direct 



Brief Do 

Intent 









Brief Do 

Intent 



Decide 

Do 

Intent 



Certify 
(Decide) 

Do Reflect 
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Ladder of Leadership ™

7. I’ve been doing…

6. I’ve done…

5. I intend to…

4. I would LIKE to…

3. I think…

2. I see…

1. Tell me what to do
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The ladder allows us to scale up 
control in a incremental and 

deliberate way.











source: Library of Congress





How far down the organization can 
we push blue work?



2 languages



(Photo credit: MARK RALSTON/AFP/Getty Images)



Play the clip. 

https://www.youtube.com/watch?v=p-I6x_iPF5o 

https://www.youtube.com/watch?v=p-I6x_iPF5o






“Get ‘er done.”



“All hands 
meeting”



“Does that make 
sense?”



“Build consensus”



“Let’s discuss 
this, then take a 

vote.”



“Are you sure?”







“How can we get 
better?”



“All heads/hearts 
meeting”



“What am I 
missing?”



“Who sees it 
differently?”



“Let’s vote first, 
then I’d like to 
hear from the 

outliers.”



“How sure are 
you?”



Leadership Nudge 136



2 mindsets:  
growth  

performance
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Now	let’s	apply	this	to	a	team	in	action…

American	Heart	Association	Advanced	
Cardiac	Life	Support	Megacode.





Know all

Tell all

Know not

Tell not
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Text “nudge” to 44144



Call Center Global Bank



• Better Performance: 
Answering more calls within 30 seconds 
Calls are down ~ 25% 

• Happier Clients: 
Scored a record high in our June surveys (87% were 9 or 10) 
Problem solved! Call backs within 3 months from 68% down to 
15%. 

• Happier Team: 
Each month 3-4 people would leave.  
Now 0 for March, April, May or June.  







Act Like a Leader 
Intent-Based Leadership ™  

All material copyright 2017 Turn the Ship Around LLC 
for information on keynotes and workshops email  

chuck@turntheshiparound.com 
or 

use the contact page on www.davidmarquet.com 

You and your team can enroll in our famous Leadership Nudges ™ 
www.davidmarquet.com/#nudge  
follow on twitter: ldavidmarquet 

like facebook: ldavidmarquet 
connect on LinkedIn with L. David Marquet 

subscribe to our YouTube channel: Leadership Nudges 
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