TICP - Episode 55 - IC at the sharp end
(Season 7, episode 01)

This episode of the internal comms podcast is brought to you by the AB IC Health Check.
This is a brand new, free online tool for evaluating your internal comms activities. Now, you've probably
seen, you've probably used, these online diagnostic tools before. Let's be honest, they can be alittle

lightweight, rather rudimentary, not always worth the effort of completing.

We wanted the AB IC health check to be genuinely useful. So, we designed it to be thorough. How does
it work? The tool takes you through a series of questions in six categories: insight and understanding;
strategy and planning; channels; content; measurement; and professional development. Now my advice
is, don't rush through these questions. Make time to sit down with a drink of your choice and work

through your answers —you'll need a good 15 minutes.

At the end, once you've entered your details, your bespoke report will land automatically in your inbox.
This will give you an assessment of where you are today, in terms of your internal comms activities. Plus,
the report will be packed with insight, advice, and practical hints and tips for what to do next, whether
you're ahead of the game, or just starting out. So, what are you waiting for? Head over to AB comm:

abcomm.co.uk/health. Get a free, fresh, expert assessment of your work and take your internal comms

to the next level. That website address again: abcomm.co.uk/health.

And we're back! Welcome to a brand new season of The Internal Comms Podcast with me, Katie
Macaulay.

Every fortnight, I'll be sitting down with leading lights from the world of communication, business and
academia. My goal? To tease out smart thinking, fresh ideas and new tactics for improving workplace

communication.

My guest today is Jim Shaffer — an internationally recognized business adviser, leadership coach, author
and speaker.
While at the management consulting firm Towers Perrin, now Willis Towers Watson, Jim served as a

principal, vice president and global leader of the firm's change management practice.

He went on to set up the Jim Shaffer Group, a consulting practice that helps organisations accelerate

results through superior strategy execution.

Jim's book, The Leadership Solution, has been called “a practical, common sense look at how leaders use

communication to solve business problems.”



| should also add that Jim is a Fellow of the International Association of Business Communicators —a

prestigious award that recognises his personal contribution to the comms profession.

So, let me start by quoting you something that Jim wrote recently: “Today's internal communication
functions are primarily cost centers. Their budgets are spent disseminating information to employees
which has little to no impact on making or saving money or influencing what's important to shareholders

and customers.”

Now, this is why | was so keen to have Jim on the show. He has spent an impressive career working with a
long, long list of blue-chip organisations to fix business problems with better communication. In this
episode, Jim explains how to make that switch from simply sending stuff out to delivering demonstrable

business results.

So, Jim, welcome to The Internal Comms Podcast. It's an absolute honour, a privilege to

have you on the show. So thank you for coming on.
Jim [04:37]: Well, thank you for inviting me, Katie.

| was wondering where to start. And | know that you kind of began your career in US
politics, helping to run well, essentially, political campaigns. And I've heard you say that this taught you
quite a critical lesson about the real job of communications. So I wonder if we can maybe start by you

sharing some of those early lessons that you learned through running political campaigns?

Jim [05:07]: Well, she can, we can certainly start there. But I'd like to start here by saying | first want to
thank you, Katie, for all you've done over the years to help many communication professionals, improve

the results they're creating for their organisations. Thank you for your contributions. Katie.
Wow. Thank you, Jim. That's a very kind thing to say. That's floored me.

Jim [05:27]: 1 guess we're finished. Well, let's, let's go back to your first question. And you're absolutely
right about my coming out of Kansas State University, | had a dual major in political science and
journalism. And | was very much interested in political science and communication. And the first job was
as a press secretary to the governor of Kansas. And for a long time, | was sending out stuff to the news
media, when they would come in and say you got any information about us? Or what's your speech

going to be today? Do you have a copy of the speech that | can have ahead of time?

And so I saw myself as the person who was sending stuff out, and at a point in time, then we started to
look at not only the second term that he was in at the time, but the third term, and then hopefully the



fourth term. As a result of that, | kind of changed what | did, and the way | thought. And so | started
thinking in terms of this isn't about getting information out, this is about getting the governor re-
elected. Thisis about a result that we're trying to create. And that's when | started to appreciate the
fact that communication is not there just to talk, communication should be managed in such a way that

itimproves the performance of your organisation.

| then went to the National Safety Council in Chicago, where | focused my attention on improving safety
by reducing workplace incidents. Before | got there, the communication for the National Safety Council
was spending a lot of time just again, getting stuff out. And | said, | think it's really important that while
we have this opportunity to manage communication in a better way, let's get some results out of it that

are greater than the cost of getting those results. Therefore, we're adding value.

Ever since then, the work that | do at FedEx, Kellogg's, ConAgra foods, Sara Lee, Honeywell, Hallmark,
Mayo Clinic, and on and on, it's all about focusing on results that matter. The beauty of itis s
communication practitioners are now to some extent getting a hold of that, and realising that, number
oneis that they're going to be considered more as a part of the organisational leadership. But they're

also going to be making an awful lot more money.

| saw in preparing for the show that you'd written most internal communication functions,
simply drain money and rarely enhance the organization's performance. So this is really why | wanted to
have you on the show, Jim, because you're you've got a sort of laser-like focus on ensuring that internal
comms actually adds value and contributes to performance. That seems to be a central theme running

through all your work, would you say?

Jim [08:10]: Well, I think that's true. And | think most communication functions are cost centres, most of
them are not adding value. Human Resources, a number of years ago, about 20 years ago, started the
process of moving from just hiring and firing people and putting together compensation systems to
creating workforce capability in the organisations and /improving workforce capability. They were doing
that 20 years ago, and I'm afraid that communication people have not gotten nearly as far as where the
HR people are today.

Most of them are not adding much, much in terms of results and value. One CEO told me, a
communication function is worried about all the wrong things. They worry about click throughs, opens,
mentions, shares, voice, awareness, retreats, things that have little to no impact on things business
leaders care about. So that that's really where | think we need to go. And | think that the beauty of this
kind of a process and this kind of a programme can help people start to see other people candoitso |
cando it, too.



So let's talk about how we make this shift in our everyday work. How do we shift our focus
from you know, focusing on just, as you say, sending stuff out activities to something else, which is much
more results and outcome based? How can internal comms folks make this shift? | mean, I'm guessing a

huge part of this is going to be getting closer to the sharp end of your business. Would that be fair?

Jim [09:35]: It's a beautiful way to put it - to the to the sharp end of the business. Communication
people are just need to think and act differently than they have in the past. And | think there's a new role
for communication people and the people that we're going to talk about probably a little later in the in
the programme - we have examples, many examples now where other people can say I'd like to be like
that. She did it. | think | can do it. He did it, | think | can do it.

But | think the role needs to change. It needs to change from the do-er to a strategic adviser, strategic
adviser to the leadership. And that means understanding how their business works, lead the leadership's

thinking, come to them and say, 'Have you thought of this, Susan, the Vice President of Operations™

Help leaders not only think differently, and lead the way that leaders are thinking, but also help them
understand what's in and out of their industry. What can | do and what | can't do? What are the kinds of
things that are going to help my organisation and our leadership team perform better? Help build
strategies that make an impact on the business itself? And so have instead of a strategy that says, let's
get more ABC to get stuff out, look, let's talk about the impact we're going to have on the business. |
think that is really where people need to go: become a strategic adviser, not a communication
practitioner.

You've done this in your work for years and years as a as a consultant. And | guess as a
consultant, you walk into an organisation, and you've got to get to know an organisation pretty quickly.
I'm just wondering if you could share with us how you do this and to frame it, to talk about meeting
Senator Robert Kennedy. Now there's a reason for this, because at the heart of this story, is something

that he said to you, which was quite - that took you by surprise at the time.

So, take you back to that story to inch you towards talking about a key skill, | suppose in your

consultancy work. | hope that makes sense.

Jim [171:47]: Yeah, it makes a lot of sense, Katie. | was the political editor of the K State newspaper at
that time. The president of the university invited a lot of professors to into a receiving line to meet with
Robert Kennedy. Because | was the political editor and | also had a good friendship relationship with the

President, he asked me to participate in the receiving line.

And when | came through the line, just as | was about to come to Senator Kennedy, | came to the

president. He said, Jim, | want you to - | want to introduce you to Senator Robert Kennedy. He never did



that with anybody else who was going through the line. He let everybody shake hands with Senator
Kennedy. But he didn't pull them out and say, hey, | want to introduce you.

So, he introduced me to the senator, the senator reached over and shook hands. And then he said, Jim,
I've heard so much about you. And he said, would you mind spending some time after the receiving line is
over? And so we did. We went off to g, to the Student Union where lunches were served on your lap. And
he said, he just asked a number of questions about the upcoming election. He says, you know, what do
you think about people? What do they think about me in general? And what were they thinking about
politics, and particularly here at Kansas State? So | had a long conversation with him, probably about
an hour, then he escorted me over to the large auditorium where he spoke to the student body. It was a

thrilling day for a 22-year-old.

But that point about asking questions, has it been a sort of central theme of your career,
working out what questions to ask, listening? It must be such a huge component of successful

consultancy, I'm guessing.

Jim [13:28]: Yeah, one of the things is about how you how | use questions in our consultancy work to, as
you referred to me the other day, getting under the skin of a new client's business. And | think honestly,
there's there's no one way. | think that depends on role and personality and | think, to a great extent,

style.

| would recommend to all communication professionals to read Dr Stuart Atkins book, The Name of
Your Game. It's something that | was introduced to, and | live by it to a great extent. | won't get it go into
all the details. But there are four basic styles: supporting/giving, controlling/taking, conserving/holding
and adapting/ dealing. And they all have different styles and just think of a controlling/taking would be
a competent, bottom-line oriented CEO would be controlling/taking. Somebody who's in the support
role of an organisation is going to be a thoughtful, trusting, idealistic and very loyal person who wants to
make the organisation succeed. So those those four styles there are what | use when I'm meeting
somebody, and try to identify, okay, what is this person like? And I'll ask a few questions. And | think

within 15 to 30 seconds, | probably know what that style is, having diagnosed a number of times.

And | immediately start asking questions in the framework that | think that person would understand
and care about. And so | think it's real important that you don't be all about you, when you ask
questions. | think you ought to be, in part about the person you're asking the questions to. I think the
style of the person dictates all the questions | ask - what's the future of the company look like? What are
the products and services? How do we increase value? Size of the organisation? What's the desired

state, the current state? How do we close the gaps? What are the barriers?



The kinds of questions that | ask though I ask along the the example of the styles that | mentioned. Let
me let me give you an example. One of the early ones that | had was with the FedEx CEO and Chairman
Fred Smith asked me to help his communication of people improve company performance. His head of
communication and he met with me. And he said, Susan, who is the was the head of communication, is
doing areally, really good job. And she's got some real good ideas, how we can convert some of the

things we've been doing and start getting some results for FedEx's corporation that's worldwide.

And so we started out in Los Angeles, and Susan and | went out to LA and we had a group put together
a group of about 15, or 20, people representing all parts of the organisation. And we interviewed people
and whatnot, and conducted leadership interviews and that sort of thing. And we came back with some
very useful information for Fred.

What | learned was customers were unaware of the FedEx export business, they didn't even know FedEx
was in that business. Two, Sales and Operations didn't communicate with each other at all. Employees
didn't understand the business, they just went out and did what they were told. And then finally, the
incentives for FedEx couriers were focused on get back to the station fast, versus staying and spending

time with timely conversations with customers to help build customer satisfaction.

Well, the lesson in this is that communication goes way beyond formal channels, it goes beyond the
kinds of things that communication practitioners have had thought of historically. It goes to moving
information across an organisation. It moves to reward systems who are telling couriers to do something
this antithetical to doing good things for our customers. If you look at FedEx, we increased revenues by
23%, reduced cost by $1 million, and generated a 1447% recur. In five more locations after Los Angeles,
we had $6.1 million increase in revenues and a 1550% ROI - return on investment. So | think these are

examples of what what you actually can do there to make these organisations a lot better.

This is fantastic stuff, because you're getting very granular by getting on the ground,
doing your research, finding out where the barriers and the obstacles are. You're using communications

to then really drive performance, which is, you know, it's the Holy Grail, really, | think for a lot of IC folk.

| do speak to alot of internal communication teams who are a little frustrated, because they kind of
know intuitively they should understand their organization's business strategy, but they say, oh, it's not
written down, or it's not clear. Or, you know, there's 19 priorities. Jim Collins always says, you know, if

you've got more than three priorities, you haven't got any priorities if you've got more than three.

What do you doif there is no clear strategy? From what you're saying, you can almost bypass that,
because you're asking very open questions about what success looks like. And I'm guessing most business
leaders can answer that question without having to look at a 140 PowerPoint slide deck of strategy.
Would that be fair?



Jim [18:48]: Yeah, absolutely. Absolutely. | think | think that asking ... asking questions about strengths,
weaknesses, root causes, and potential solutions are very important. And | think that's just the way we
as communication practitioners can learn about the business and strengthen the weaknesses. | ask
questions very quickly, and I keep it short, | get to the point, and | get out because they are, they're

valuable people. So | need to demonstrate to them that | value them. So | keep it very tight.

I also to a lot of the speak to a lot of communication people who are frustrated, because the strategy is
not written and that sort of thing. What | try to do there, as you pointed out, is to explain to the leaders
the downsize caused by a vague or overly complex strategy. So, instead of just send to the
communication person to talk to the CEO and say, we just need to be doing this. | think it's important to
explain why we need to do it because as CEO, you may not be aware of the fact that people are not

understanding it and we need to we need to do something about that. So that's number one.

Number two is always stay fact based. | sometimes see communication people get very emotional, have
emotional conversations. | don't mean they whine and cry. | mean, they just speak from the softer side of
business instead of staying fact based. So | always suggest, share your interview comments while
protecting the interviewee's identity. So tell it tell the CEO or the head of operations or manufacturers
or whatever. Tell them the facts, the truth, say, quickly, and point to one person that | spoke with out in
the manufacturing operation, knowing there's 200 people out there - so he's not or she's not going to
guess who it was - so here's what one said. And from what | can tell, and the other people who I've
interviewed, that person really epitomises what | think most of the people out in your manufacturing

people think.

What | usually get from that kind of a comment is, really,  had no idea. So that's what a communication
person can do, is offer up, | saw something out there, | was able to analyse it, | want you to be aware of
it, because | think it can be fixed, and you will be happier when it's fixed than when it's broken. So the

more fact and business focused you are | think the less you'll be seen as just another communicator.

You're also doing a valuable service to any leader that can't possibly be on the front line,
everywhere across his or her business. | mean, you're providing such valuable insight. And also, I hear a
lot of leaders who say to me, well, you know, | only get told what people think | want to hear. Whereas
what you're doing is giving them much more of an unvarnished truth when you go out and do that kind of

work, which must be really valuable.
Jim [21:49]: Itis.

Let's talk about measurement and return on investment, that good old ROl question for

communications: how do you define return on investment?



Jim [22:07]: Yeah, well return on investment is simply a return on investment. It's a ratio that compares
the gain or loss from an investment, related to its cost. It's, there's a simple equation for it, which | won't
get into because nobody is gonna remember it anyway. But it is very simple is basically how much have
we gained? And what was the cost of getting the gain? And that's, that's really what it tells you.

So I would suggest very strongly that communication professionals should be creating gains larger than
the cost of creating them, if not, they're a drag. And people who are dragging don't make as much
money as people who get rid of the drags and are actually creating a gain. Soit's really, really important
that communication, people start thinking in terms of the work that they do on Monday morning, by the
end of the day, did you make some gain that's greater than the cost of creating that gain? Because you
want to make sure that the cost is smaller than the gain or if you're not adding value? It's really kind of a
simple concept is just a matter of, are you adding value by doing something that's better. And if you get
the gain of five, and it only cost you two, you got to gain three. So that's that's the value that you
created.

Let me give you a couple of examples of the work that we've done with this, because | think a lot of
communication people might be saying, well, that's theoretically really very nice. Yeah, yeah. He can say
that but is anybody really out there doing?

The first person that came to me one time was Kristin Kelly. Kristen was at Owens Corning. And she had
attended a meeting - a lot of people know the name of Roger D'Aprix, who's written a number of books
on the subject and has been sort of the godfather of communication for many years, he happens to be
very dear friend of mine, my wife and his wife are good friends as well. So Kristin called and she said, |
would like you to meet with my CEO and his top 65 leadership team, because they have monthly
meetings or quarterly meetings like that. And we talked about what other companies are doing in this
area, and they said why are we missing out on this? And what Kristin said is we shouldn't be, let's start
doing it too.

So we met with her CEO, and decided to do a pilot. And this is something that | think is really important
to everybody who's participating in this. You don't have to go out and just go fix stuff. Everything, you
know, go and create a pilot. And so we started one in upstate New York, and went into that operation
and met with the leadership team. We went out and interviewed people, we conducted focus groups
and the focus group people explained why some of the communication wasn't working from department
to department to department. And they just there were breakdowns all over the place, went back to the
head of manufacturing and he said I'd had no idea that was what was going on out there in
manufacturing operation.

And so we went to work with the the president of that operation and his leadership team, and we
brought in people from the plant and over a period of time, we increase productivity by eight and a half
percent, we saved $737,400 and generated a 700% ROI. We were only there for one month, the month



of September. It was really interesting because we were having these meetings with the leadership and

they were starting to realise that was something cool was going on in here.

And some of the members of the Union were poking their heads in and said, can | participate? The
interesting thing is, is there was a huge division between the union people and the rest of the people who
were non-union. Union people said, | just don't want to participate in any of this. And they would go into
a meeting and they bring their newspapers and they turned their seats around, facing the wall instead
of facing the leader. And they open up their newspapers and start reading them. That was their

mechanism for saying, you know, we don't believe any of this.

When we started having the meetings where we were involving people out on the floor, and we started
meeting with the leaders, the union people kind of came in and they'd open up the door, can comein, do
you mind? And obviously, you know, come on in, sit down. Pretty soon we have the union people back,
you know, aligned with the rest of the people and everything was happy ever after. And that's why we
got the kinds of results that we got. So a lot of this is about communicating to bring people together
who maybe don't know they should be together or maybe have a fight with each other like a union non-

union kind of environment.

And Bob Kula came to me. | was up in Canada. And he called me and he says, I've talked to Kristen Kelly,
and she's told me what she did with her up in upstate New York, and can you help me? And so he said,
there was a huge amount of damage over in a operation in Indianapolis, that was a distribution centre,
which is a fancy name for a big, big warehouse. And over a period of time, we were able to reduce
damage, this was probably about a four-month period. We reduced damage in that distribution centre
by 6%. Increased productivity by 16%. Reduced turnover by 27% and reduced the safety incident rate
that means OSHA recordable or accidents 35%.

Bob and I sat down with Carol, the, the head of the operation. And we were telling her about what we
were carrying out here. And Bob had asked me on the way in from the hotel we were staying in what are
we going to do with Carol? He said, | suspect you have an answer. And | looked at him and | that he said
you and | can tell because you have a sheepish look on your face. And | said | don't mean to have a
sheepish look on my face. But yeah, | think | got an idea. From all that we've we've talked about here. So

we go into the place. And he said, well are you going to tell me? | said not until he got in there.

So we sat down with Carol. It was just the three of us. And | first question | asked her when we've talked
about all the accidents and stuff that were going on out there. | said, what does your reward system look
like? What are the percentages for what? And she said, well, | really don't know. I'm gonna have to go
back to my office and check. Well she came back out. And she said, I'm embarrassed to say this, but |
think we're, you know, we're getting what we're paying for. Because we have a reward system that

emphasises productivity at 60%. And speed and productivity at 20% equal. | looked at her, she looked at



me. | looked at her again, she looked at me. She says | guess we're getting what we're paying for. I said |
think so Carol.

So we turned that around and we changed the reward system so that it was equal. This is where another
example for communication people. Oftentimes it's not because we didn't say something or because we
didn't go out on the plant floor and tell somebody something. The reward system can be communicating

powerfully something that is antithetical from what it is that we're trying to do.

Another one was Shauna [Bradley] at Honeywell, where she reduced the billing cycle by 10 days and
eliminated 1.4 million process steps. Courtney Reynolds at ITT Corporation asked me to help her down
in Texas. And we were able to improve on time delivery by 50%, sales went up by 30, productivity
increased by 7.1, recordable accidents went from 13 to zero. So these are these are all all the kinds of
things that communication people when they learn how to do this, and in every case, they asked me,
they said, Okay, I'm gonna see how this is done. | don't want to just go out and try to do it because I've
written speaker articles or something like that, so my articles aren't gonna do anyway. Just gonna give

you an idea of the concept.

So all these people who've done this thing have done it because they went out and they learned the
process, they applied it. And | can tell you all for a fact, whoever is listening to this, | can tell you for a
fact that the improvement and increases in compensation for communication people who are doing

that kind of work is significantly different than the ones who are doing work in the traditional way.

I'm going to give you a real example. One of the people, and | can't see who it is, she was making
$140,000 a year, when she started doing the kind of thing and she's not one of the people that I've
mentioned here. But when she started doing what she did, and she created these kinds of examples, |
know that she's a little over 270,000 right now, yes, four years later. But if that is the kind of difference,
every person who has done this is making a lot more money, because they're creating gains in value than

those who are not creating value.

What do you think then about IC teams, who at the moment are measuring things like
open rates? And | don't know sharer voice or awareness? Should we just stop measuring these things? Or
is it about augmenting our KPI, our dashboard or whatever with more business-orientated measures?
What do you think?

Jim [371:23]: Oh, | think they absolutely should be shot. There's absolutely no reason. They're
counterproductive. | mean, if you think you're measuring click throughs as opens, mentions, sharer voice
awareness, excuse me, | got to yawn for a moment. That has nothing to do - that's irrelevant. It has

nothing to do with running a business. | don't know who came up with that. Probably somebody who



didn't know much about business, and there have been a whole bunch of people who followed on
because they probably didn't want to work very hard.

So the the fact s, there's absolutely no known connection between the number of opens and their
impact on an organization's quality, service, costs or speed. So if you're spending 20% of your time on
this kind of silliness, stopped the silliness and start doing the kinds of things that that people out there
who are successful are doing. Absolutely, oh sharer voice? Oh, yeah, well, let's just improve the voice. Oh,
cost didn't go down. Think differently than what you thought before. So focus first on eliminating
communication breakdowns that are causing the underperformance, we move those breakdowns, so

results go up. It's a simple concept.

So I'm also thinking, when a senior stakeholder, when a leader comes to you with their
latest big change programme or the big initiative, and they say, right, you know, we want a comms plan
around this. And I'd like some awareness, please about this big important initiative, that immediately
should, you know, you should be wary of an objective that is purely about let's have some awareness,
please. What you're saying | think is you've got to go back to that stakeholder and say, we've got to get
a much better, sharper, more tangible objective, would that be? Would that be fair?

Jim [33:16]: Katie, | wish | could have said it is as well as you just did. | just learned from you. You're
absolutely right. You just gotta go back when they say they want this, you got to go back and help them
think through why they don't got to have this.

One of the things that as you're talking, Jim, I'm thinking some listeners might worry
about is what gets called root cause analysis. But in research, how can | be sure, or in measurement, how
can | be sure that what /did moved the dial, and not other things? Do you think that's a red herring? Do
you think we can waste time worrying about did | really make contribute to that change? And if | did,
how much did | contribute to that change? And instead just look at the change and say, you know, let's
just measure the impact of what is now working much better. Sorry, | hope that made sense as a
question.

Jim [34:12]: Yeah it makes incredible sense. | think it's it's really an issue of not trying to be a one-person
seller of communication. | think it's a matter of taking a managing a process. And a process is going to
involve other people. So by the time you create the gains, everybody's going to know or everybody who
has been involved in it is going to know who made those gains. And it's not going to be just the

communication person.

The communication person is leading the way or facilitating the process, teaching the process. And
that's what | was mentioning the one up in upstate New York, we spent a lot of time out on the floor

listening to people. | remember | remember one time when on the Kristin Kelly thing again, we were



walking across the floor. And somebody came up and said, what are you guys up to? And we started
explaining what we were up to. And they said something about, well, you need to come over here

because if you want to see a problem that we've got, | want you to see this.

And, and | explained to Kristen, | said, this is the sort of thing that we need to be doing. And thatis on
the floor, listening to the people, they can say things to us that they can't say, or is afraid to say to
anybody else. And so it's really important that that we help them. And by the time that these things are,
quote over, everybody knows that Kristen Kelly took the lead, everybody knows that she involved all

kinds of people to make it happen. And so it becomes a team success. It's not just an individual success.

I love that | love you know, comms acting as the facilitator to bring parties together to
solve problems. | think that's, | think that's a lovely idea. Can you tell us about one of your clients who

developed her own rather bold, | have to say, value proposition for internal comms? | love this story.

Jim [36:10]: Yeah, the woman's name is Teresa Paulson, she's turned into a really taught marketing
consultant now. Now and she, she had contacted me after | had done work with Bob Kula at ConAgra
Foods. And she said, | would like to have a value proposition. And a value proposition is merely a promise
of the value to be delivered, I'm going to deliver this value for this amount of price. And she and | met
with her president, Gary Rodkin. And we sat down with him and said, we have put together together and
| said, Teresa really took the lead on this. But | gave her a little coaching along the way. So pay attention

to her, don't pay attention to me as we have this conversation.

She said, well, we, | put together something and Jim seems to like it. We need to help the company
either make money, or save money. If it doesn't make or save money, we don't do it. Now, there's a lot
there. Because here you got a CEO who's sitting there, saying well they're gonna take care of me
because ... Remember those things that you did for me the other day and sending the cards down to the
such and such and such and such? She said, Yep, we won't do those anymore.

He's CEO. He said, really, even though | want it done? Nope, not if we agree to this. If it's not making
money, or saving money it'ss not helping this organisation win. He said, well | think you've got something
there. And he embraced it. He thought it was great. He went and spoke to all of his leaders and said, this
is the way we're going to do it. This is the way we're going to communicate. If it helps us make money, we
will do it. If it doesn't help us make or save money, we're not going to do it. And they live by that. And it
gets I'll tell you what, if | could have a little mark here, | could show you how fast that they're
improvement went up on a chart is a result of doing that because they were spending money they just

didn't generate any value.

| think that's so important today as well, because | speak to a lot of internal comms teams
who are... their biggest problem is what to say no to | mean, their biggest problem is they've got too

much on their plate. And they know that they have, and they've got to prioritise their work. And actually,



it's about opportunity cost. So yes, | can say yes to that. But while I'm doing that, | can't do these higher
value tasks. So by having a proposition like that, you really, you paint the picture of what you're going

for.

Jim [38:39]: You've said it perfectly. | think, next time I'll do it the way you just did it. But you're
absolutely right. If you've got it nailed, if you've got it, not really but on a wall that says this is gonna
drive what we do we either make or save money, then everybody in the organisation starts to think the
same way, act the same way. Well, it's remember what Gary said, well, number what Teresa said. And

then pretty soon, that's the way the organisation runs itself. And that's good.

Hmm. So let's talk about employee engagement briefly. | think it's, it's worth touching on
this point. I've heard you say that there are four elements that make up engagement. And I'm keen to
ask you about these four elements simply because 31-32 years ago, now, we've had this concept of
engagement, and many people define it in different ways. So I'd be really keen on your definition of what

makes up employee engagement.

Jim [39:39]: Absolutely. For starters, people, people need to share the organization's values and identify
with its purpose. That's very, very important. Because of this, people have an emotional attachment to
the company. They're proud of their relationship with it. As a result of that people are willing to go the
extra mile to make the organisation a success. This is often referred to as the use of discretionary effort -

when | have the choice, I'll pick the right thing to do to help us improve our business.

Now, engaging people requires four conditions. And it's not easy to do this, but it's very, very doable. I've
worked with a number of companies that have done this very, very well. First, what | refer to as line of
sight - there needs to be a clear line of sight between what people do and the results they can influence.
If | do this, it affects this. They need to understand how they affect goals such as quality, sales, service,
costs, productivity, safety, and on and on. They need to know how what they do in their jobs affects the
outcomes and contributes to the success of the business that's line of sight. | understand what | do at the
has the and the impact that it has.

Two, autonomy and involvement. People need various degrees of autonomy or the ability to make
decisions that influence their work. Who knows best how to do a job, or how to improve ajob than the
people who do it every day. That's why a lot of organisations who are high performance organisations
are high involvement organisations, they involve their people, because they know how to do their job

better than anybody else. And that involvement creates ownership.

The third is information. People need the right information at the right time, so they can make the right
decisions and take the right decisions to improve the business. So just having the right information is

absolutely critical.



And then finally, linkages. So what what's in it for me? In other words, how am | going to benefit from it?
Well, if | know I'm going to benefit from it, I'm going to activate those other three. People need to

understand why it's in their best interest to help the business succeed. Rewards and recognition are one
key answer to the question, what's in it for me? How will | benefit if | do things that will help my business

succeed?

| know you were with Towers Watson, you led the firm's change management consulting
practice. I'm fascinated by change, because it seems to be that all our clients certainly and | think most
organisations seem to be facing continuous change at the moment. But in researching this podcast, |
saw you made a distinction between communicating to change, as opposed to communicating about

change. And that line really caught my eyes or my ears. What do you mean by that?

Jim [42:37]: Well, communicating about change is the why behind the whole thing. Why we need to
change based on multiple kinds of conditions - the economy, new products or services in the
marketplace, customer requirements - and what we need to do to make those changes. So that's the big
picture that's driving why we need to be doing something differently. The second is communicating to
change is the what that is what do we need to do in order to make those changes. That's focused on
changing goals and measures, leadership style and behaviour, rewards and recognition, technology,
communication processes and activities and work processes. So, one is why are we doing this? And the

second is, what do we need to do to do it well?

Would it be fair to say that actually, potentially, we spend too much time talking about
the why and not enough time talking about how and it's the how that really makes the difference?

Jim [43:30]: Yeah, | think that's an excellent point, Katie, because you know, it's easier to talk about the

why? | mean, the why yeah, the what is what's difficult.

Yeah, exactly.
Jim [43:47]: You gotta get down in the trenches, and you got to make it happen. You got to deliver on
your promises, but it's tough to do the what and that's, and that's why | think more people need to focus
on the what, and the operations side of the business to make those things happen.

So those quick-fire questions, Jim, the first one-

Jim [43:59]: Okay.

The first one is: what would most surprise people about Jim Shaffer?



Jim [44:07]: | asked my wife what that that would be and she said, what about that horse you used to
ride? And | said, | think that | think people would be surprised to know that when | was 12 years old, every
day except Sunday, | rode Keri, my Shetland pony, bareback, to deliver newspapers on my paper route. |
don't think I don't think most people who know me would think that | was ever doing that and | gotta tell

ya, | learned from that. Here's what, here's what | learned.

One of the first things | learned was on a real wet muddy day. The first time | took Keri down through a
long line of houses in the residential area we were. | wanted to make sure | got all the newspapers on
everybody's porches and underneath their covers so that they wouldn't get wet. But about a third of the
way down going down this this road, these front yards, | turned around, | look back, | see, Keri's heavy
feet had been plodding along making deep horse holes all the way down through these front lawns that
had just been. They've been taken care of and mowed and trimmed and all that. And | think, holy, you
know what. | think I better turn around, knock on some doors and say I'm going to fix this tomorrow
afternoon. So | think | think that's probably would be a little bit of a surprise to somebody.

Definitely. I'm sure. I'm sure. So, can you complete this sentence? Or how would you

complete this sentence? World class communication is...
Jim [45:49]: Focused on creating results and adding values that matter, period, exclamation point.

Fantastic. You've mentioned at least one book already in this podcast and the links will be
in the show notes, as you know, listeners, but is there a particular book, it could be a website, it could

report, it could be anything you like, but that you think all comms professionals should read.

Jim [46:14]: 1 think if you read these four books, | think that you would be in good shape. | have to say |
would start with 7he Leadership Solutionthat | wrote. And the reason why is not because | want you to
buy more books, because it's hard to get to buy anyway. So that's not the point. The point s, is that if
you can get it even a used copy of it, | think it says an awful lot about what communication practice
practitioners could be doing. I've been told that it has been very useful to them. So | would start with 7he

Leadership Solution.

But you might want to start with Roger's book, Roger D'Aprix's book, Communicating for Change, | think

is outstanding. It's a very, very good book.

The third is an absolute gotta have. And that's 7he Great Game of Business by Jack Stack. | don't know
how many people are familiar with the concept of open book management. But he started thisis in
Springfield, Missouri, it's called the great game of business. And he's the first CEO of a company that

went completely open book. And that means everybody in every part of the organisation knows



everything about every long item, financial and operational part of the business. There is no holding
back of any information to anybody. As a result of that they're incredibly successful, because they have
so many people actively involved in making the organisation a success. 7he Great Game of Business, this
is a gotta read.

The final one is /n Search of Excellence by Tom Peters and Bob Waterland. Or any of Tom's books?
Because | think it puts a grand perspective together. Soit's, it's sort of looking at excellence, as it has
been evolving over the years. And it is, some are gonna say, well, yeah, | read that 20 years ago, or
whatever it was, well read it again. | just went through it the other day, because | was thinking about
these these different books that are important. But those are the ones that if you only had only had four
to do, those would be the ones that | would pick, but | could, for any of you who are interested, go
through Katie here, is if somebody wants some other books, or the entire book list or whatever, there's

probably 15 or 20 other books that I would suggest you read after you've read these guys.

Fantastic. Thank you so much, Jim, if you could go back in time, what career advice

would you give your younger self?

Jim [48:34]: | think there are a lot of things that I've learned over the years. And it started out by being
around some really good successful people back in the governor's days. And then with the, the
organisations that | work with, | think that that some of the things that | would, | would say are: never

stop learning. | score very high on the learning index. And | do learn and | do like to learn.

The second piece is always put your brain to it. And think about the stuff that you're doing. Is this the
right thing to do? Does this make sense? Can | do it? Can | accomplish it? Here's another side of it that
for somebody like me, you can talk about my ego and all that stuff.

But the other piece of it is Be humble. | can't be | don't want to be a smart alec. Like | don't think I've ever
been a smart alec, but though | want to be humble. | want to honour other people. | want to listen to
other people. | want to pay attention to other people because they're people and they know things that |
don't know. So I want to be humble in that sense.

Another is | want to do things that I'm passionate about and | would hope other people do. | there's
certain things that I'm not I'm kind of bored with maybe and | so | don't do that. But if I'm excited about
helping people, if I'm excited about helping you see an organisation turn around if I'm helping to see
FedEx do what it did or Honeywell do what | did, that sort of thing, then I'm going to be, I'm going to
keep doing that kind of thing because it's what makes me happy. It's what makes me feel good at night

when | come home.



And the other thing is that | guess | would say is, listen to your inner self, listen to yourself and all the
goods and the bads. And don't set things aside and say, well, Il deal with that on another day. Listen to

yourself, pay attention to yourself. Do you like what you hear? And that's a tough question sometimes.

So, finally, all my guests get a pretend billboard, where you can put on that billboard a

message for millions to see. What are you going to put on your billboard?

Jim [50:44]: | thought about this for for some time. And | thought from multiple perspectives to get all
the different things that ought to go up there. | came back with something very, very simple. Be kind to

everyone and yourself.

Nice. | like it a lot. Jim, thank you so much for appearing on The Internal Comms Podcast.

It's been a pleasure to have you on.

Jim [57:09]: Well, thank you, Katie, very much, you are doing great things for the communication
profession globally. It's nice to have somebody who's sort of the the rock star in this this kind of business.
And so thank you for all you've done. Thank you for involving me and for you and your your colleagues
out there who may be seeing or listening to this, please feel free in my case, if you've got questions or

anything, please send them to me.

That's very kind, Jim. And thank you for helping to professionalise and advance what we

do herein Internal Communications.
Jim [57:45]: Thank you very much.

So, that's wrap for this episode of The Internal Comms Podcast. For the show notes and

the full transcript, head over to ab's website, that's abcomm.co.uk/podcasts.

And if you found this episode helpful, I'd be immensely grateful if you could give us a review on Apple
podcasts —you will be helping other IC pros out there find our show. And thank you very much if you

choose to do that.

We have some great guests lined up this season —a really interesting mix of in-house practitioners,

advisors and consultants. So, you may want to hit that subscribe button today.

All that remains is to say a special thank you to all of those who reach out to me on LinkedIn and Twitter
to say how much you enjoy the show. Your feedback means the world to me and | do try to respond to

every comment.



So, lovely listeners, until we met again. Stay safe and well and remember, it's what's inside that counts.



