TICP —episode 62 — Textbook IC: rewriting comms for a new era

(Season 7 Episode 7)

[Katie 00:03]

This episode of The Internal Comms Podcast is brought to you by my very own Friday update.
Would you like to get a short email from me, never more than five bullet points long, giving you
my take on the week's news from across the world of communication? This might be the latest
reports, books, podcasts, conferences, campaigns that have caught my eye during the week. |
always limit myself to just five nuggets of news s you can read it in record time, but still feel
(hopefully) a little bit more informed, maybe even a little bit more uplifted, as you end your
week. Now, this is a subscriber-only email, which was initially intended just for colleagues and
clients. I don't post this content anywhere else, so you do need to sign up. But that's super easy.

Simply go to www.abcomm.co.uk/Friday, and just pop in your email address. It's equally easy

to unsubscribe at any time. So, give it a try. That sign up page again:

www.abcomm.co.uk/Friday. And thank you very much if you do choose to be a subscriber.

Welcome to The Internal Comms Podcast with me, Katie Macaulay. Every fortnight | sit down
with leading lights from the world of communication, business and academia to tease out the
smart thinking, the fresh ideas and new tactics for improving the way we communicate at
work. Joining me for this episode is the dynamic duo that is Sue Dewhurst and Liam
FitzPatrick. They are the authors of the book Successfu/ Employee Communications: A

Practitioner's Guide to Tools, Models and Best Practice for Internal Communication.

With the second revised edition of this book just hot off the press, this seemed like an ideal time
to invite Sue and Liam back on the show. When | first interviewed them it was in late 2019.
That's episode 17, if you'd like to check it out. What | wanted to find out now is whether their
thinking, whether their approach to internal communications, has changed over the last three

momentous years.

And, also, Sue and Liam are all about researching, teaching and implementing best practice.
Now, | love a model or a framework, not least because it helps bring order and consistency to
the way that | might go about solving a problem. But what I especially like about Sue and

Liam's work is that it's highly practical. So, we talk here about the best way to set goals, take



briefs from our stakeholders, develop messaging, audit channels and content, gather

intelligence, and much, much more.

Sue has worked as a senior internal communicator in-house and as a consultant for more than
20 years before she went on to specialise in learning and development, and has since trained
thousands of leaders and comms professionals. Her models, her frameworks are used in
organisations worldwide. Liam is particularly experienced in change management, PR, and
internal comms. He's worked in-house and for major consultancies. He lectures on developing

teams, research and planning, and has served as an external examiner at UK universities.

What was especially lovely about this interview is that we were able to record it in person. This
turned out to be a really broad-ranging, in-depth conversation. And, as ever, Liam and Sue
are very generous with their thoughts, with their ideas and their experience. So, without further

ado, | bring you Sue and Liam.

Sue and Liam, welcome back. Your second appearance on The Internal Comms Podcast.

Thank you for being here in person as well.

[Liam 04:43]
It's nice to be asked back. We obviously didn't let ourselves down too much last time.

[Katie 04:47]
You were one of the most popular episodes, actually. | just checked our figures. So, thousands

of people have listened to it around the world. So, yes.

[Liam 04:53]
I've got big extended family.

[Katie 04:57]

We're here to talk about the second edition, hot off the press, of your new book, Successfu/
Employee Communications. A Practitioner's Guide to Tools, Models and Best Practice for
Internal Communication. But, given all that's happened over the last three momentous years,
(let's call them that) | must ask, when you were embarking on this second edition, did you do so

with a degree of trepidation?

[Sue 05:24]



happened in those three years, hadn't they? None of them very pleasant. You know, COVID-

| think it was quite exciting, really. Because, yeah, an amazing amount of things that

19, alot of upsetting things around the social justice movement, although lots of moves
forward as well. Climate change, good things in the purpose world. So, to be honest, | was
really excited about being able to dig into the case studies, because | think it has been a time
when comms people could stand up and really make a difference. And there are a couple of
academics that | knew had done good stuff. And it's just an excuse, isn't it, to be able to pick up

the phone and talk to them. So, I was quite excited.

[Liam 06:01]

| think, yeah, I think the excitement wanes once you've got into the work a bit. But, yeah, | think
you're right. And | really enjoyed the piece around you're saying about actually just going and
talking to people again. And, actually, once you've got a book, people then seem to be a lot
more willing to talk about case studies as well. And we've got some great case studies in there
of people talking about practical things that they've done, and how they've changed their
processes and stuff. So, yeah, it was quite exciting at the beginning. And it was very good when
we finally delivered the manuscript and the publisher said thank you. The bit in between,

though, I wouldn't recommend.

[Sue 06:35]
Well, the good thing was, you know, we weren't really allowed to see each other. So, we
couldn't, you know, do each other any damage when we were driving each other completely

mad again.

[Liam 06:44]

We did forget about that. Because Sue and I've worked on and off together over the years.
And it always starts with the kind of bundle of excitement and then gets quite close to... |
mean, I'm a very patient person, but Sue gets very close to murdering me at various pointsin

the process.

[Katie 06:59]
Well, we're gonna get into the weeds, as it were. Into the detail. But just for a minute, stepping
back and looking at the bigger picture, what do you think has been, or perhaps we should say

will be, the lasting legacy of the pandemic on our profession? There's a line in your book, you



write "No-one 'sane’ now doubts the importance of communication at work.” But do you have

any reflections on, as | say, yes, that lasting legacy?

[Liam 07:29]

Our experience over the years is we are old enough to have been through several revolutions in
the world of employee communications. And yes, | think progressively people are finally
working out that communications is important. And it can be done well. And if done well,
professionally, it can make a difference. And there are more senior leaders out there who now
have experienced good communication, yes. The one warning we have is that we've also both
experienced how things backslide very quickly. We both... everyone knows that we both met
when we were both working for separate companies going through catastrophic, existential
crises. And we both said, “Oh, yeah, this is you know, this is fantastic, we're invited into
meetings with senior leaders, we're consulted on things.” But we both had the experience of the
moment the crisis passed, the organisations for which we worked kind of started backsliding
very quickly. And the word of caution that we probably put out there is “Don't get complacent
guys.” You will, we were important when we were needed. But it could well be the organisations
we work for will need reminding again of the importance of why great communications makes

a difference.

[Sue 08:43]
It's tempting to assume now that everyone gets it.

[Katie 08:45]
Right, okay.

[Sue 08:46]

So, as we said, nobody sane doubts the importance of internal communication, and then we sit
here what, a few days after P&O Ferries have just treated people absolutely appallingly. And
you think "Well, communication isn't just about doing a three-minute zoom script thing? It's
about the actions of the organisation and having some compassion.’ So to me, that's, it's a big

wakeup call that says nobody can be complacent.

[Katie 09:16]
There seems to be something of a golden thread running through your book. And that's the
importance of really knowing your audience. | think it's, | mean, it's mentioned in | think every

chapter, whether you're writing about conducting IC audits, crafting messages, measuring our

-4 -



impact as a profession, would that be a fair assessment? Am | reading that right? And, if so,

what does knowing your audience actually look like in practice?

[Sue 09:45]

| think it is a fair assessment. | think the first edition very much had the outputs versus
outcomes running all the way through it, and this has that. But it also has this second thread
now of knowing your audience and listening. And, | think, for me, there's something about, |
think there's a danger of assuming that we know what's going on from the ivory tower of head
office, if you like. And | always find it fascinating to talk to, you know, engineers that come to
the house or friends or whatever. And | was actually talking to a friend this week, who works for
an organisation about which I've read lots of really great case studies over the years. And what
she told me about the way communication was happening, that she experiences, is horrific.
And, you know, her colleagues are leaving, and | thought, ‘Gosh, this organisation really should

know this." And | think it's really easy not to know it.

And, | must admit, when | was writing the chapter about setting objectives, | felt a little bit
uncomfortable with it, because it felt like it's all focused on what the organisation wants, you
know, what's the business needs. ‘What do we need to get people to do, in order to meet that
business need? And | started feeling a bit uncomfortable. And | sent a note to Emma Bridger,
who, of course, has written a lot about employee engagement and employee experience, and
said, "Emma, can we get your perspective on this?” And she has a framework which | really like
where she says, 'When you look at the needs of the business, the need of the person, and the
needs of the job’ and I liked that because it took it away from the business always being the
start and end point and said, ‘Well, it's not just about what the business needs, it's about what

the people need.’

[Liam 11:30]

And | think the thread that you've picked up, the golden thread, also comes out in the sense of
when you think about where the value is that you add as a communicator, is that some of our
skills around craft, skills around our ability to make stuff happen, or to be great writers, or to
be good project managers or to be good strategists. But, very often, the real value that our
senior leaders really appreciate from us is the fact that we've got an ear to the ground, and we
know what's going on in the organisation. And, if you're a senior leader, you're surrounded by
people who want you to have their version of the truth about what employees are thinking. |

think one of the great beauties of what we do as a profession, the one thing that keeps me



interested, is actually listening to employees, listening to people talk about their work, talk
about their experiences, why they don't believe the BS coming out of the executive floor, why
they're worried about, you know, even trivial things, seemingly trivial things, but listening to
that, | just think it's one of the great privileges of what we do as a profession is listening to
people and hearing what they think. And if you don't know it, how can you craft messages for
people? How can you design channels so that, to reach them if you don't know what they're

doing, what their life is like?

[Sue 12:39]

It's quite a superpower, | think, that we sometimes miss is the whole power of insight. And I've
spent some of my, I'm gonna say happiest moments, I've also spent some my time being ripped
to shreds in focus groups. But | guess lots of people, like me, came into communications,
because | wanted to make a difference to people. And certainly in focus groups, you can, you
know, people tell you what's really happening, and you can actually come out of that room, or |
guess you can come away from a computer screen these days. And you can make something
happen that changes things for people. And yeah, I'm quite, I'm always amazed that more

people don't want to do that.

[Katie 13:17]

Yes, | agree. | actually think it's quite a privilege sometimes to get this unvarnished version of
the truth from someone who is sharing all with you that you might otherwise not get to hear.
And whether that's somebody you know, working the machinery on the front line, or whether
that's the chief executive always felt that there's an element of feeling quite privileged about it

somehow.

[Liam 13:39]

When you're sitting down with, you know, your stakeholder or chief executive or divisional
director or, you know, some functional leader, the thing that makes us worth listening to isn't
just because we know how to write a video, turn out a well-crafted email or newsletter, then
makes it worth listening to is we can say, “"Actually, boss, that's gonna go down like a lead
balloon for these three reasons....” or, you know, "Why don't you say it like this, because people
will be more receptive to you hearing it like that...” And | think that just, you know, is so, you

know, so powerful if you can do that. And, as | say, it's part of the joy of the job.

[Katie 14:15]



What role does sort of segmentation and audience segmentation play in that, and now I'm
seeing more organisations, and | see teams talk about personas, whether they're actually
developing them holistically or not, I'm not sure. But yeah, what role does segmentation play in

that and potentially persona development?

[Liam 14:35]

Well, I think the first thing is, obviously, one size never fits all, unless you're an organisation of
three people, you know, you're- everyone's going to hear things differently. And @
communicator who understands their audience also understands the kind of nuance or the
gradations in that audience about how they think, how they behave, what matters in their life.
There's no substitute for going out and talking to people. There is a lot of talk about personas
and | think we as a craft have learned a lot from people like project managers and IT who deal
with an awful lot, you know people like HR starting to do it in terms of designing, you know,
benefits packages. We did do quite a lot of asking around for, looking for case studies around
personas. And we found that very few people were actually doing the whole persona thing. But
people were doing, taking elements of the idea of persona and learning from it. The main
persona case study we've got in the book is from a company called Mersk, where they use it as
a way of actually understanding potential customers for particular product sets. But it's been

developed by someone with a background in commes.

[Sue 15:41]

It's nice that it takes us beyond demographics, | think, because | think we have been very reliant
on HR stats type things for a long time and gone with demographics. So, | think the good thing
about personas is at least it's taken us more in the direction of emotions and motivations and
attitudes.

[Katie 16:01]

Let's talk about the value that we deliver in IC. There's an interesting diagram on page five (|
think page five) of your book that explains the four ways we can add value. But, crucially, |
think, if I'm reading the chart, right, it suggests that the higher the strategic impact of our
work, the more difficult it is to actually tangibly measure that impact accurately. Would that

be a fair reading of the diagram?

[Liam 16:30]



It sounds quite good, actually. A great description. Why didn't you write the book? It'd have
been a lot more succinct than we were. So, Sue and | worked on and off on things like
competencies and role designs for a very long time. And one thing we've always been really
careful to state is that if you work in, if you're, the main focus of your role is in content
production, or product management that is not necessarily a low-value activity. However, one
of the beauties of what we do as a profession is we get to stick our nose into places where it
doesn't belong. And the skills that we've got and the knowledge that we've got brings us into all

sorts of really useful places in organisations.

So, quite a lot of the time, we know we start our role because we can make stuff happen, we
can make the newsletter happen, we can get content out there digitally. But because we
understand the audience and we're successful that we then get invited for our opinion into
doing other things, perhaps advising on what's the best way and then progressively morphing
into having conversations with senior leaders, which actually have a very, very small

communications component.

And | think when you've been around for a while in an organisation, you will have had that
experience to a greater or lesser extent. As someone who does audits — and you'll experience
this all the time because you do so many audits —you'll go into an organisation, you'll go, ‘Right,
let me try and define what the value should be from having a trusted advisor to senior leaders.’
And you can't quite put your finger on it. But if you're senior leader, and you've experienced a
great communicator, you'll know it, and you'll spend your life looking for one. I've got a client at
the moment, who keeps saying to me, “Oh, | just want someone like x.” And she keeps referring
to someone who was her comms manager at her last big role in another corporation. And
that's what she wants to be caught. She can't put a finger on it, but she knows what that great

communicator looks.

[Katie 18:29]
It comes back to what you were saying before about now there's much more demonstration of
our value, which means that when leaders see it, they get it and they want more of it. Yeah,

absolutely fascinating.

[Liam 18:41]
When we first started doing the Melcrum Black Belt a million years ago, we referenced quite @

lot of the work of chapter then called David Maister. He wrote, about what 20, 30 years ago,



and it was aimed at the senior partners of law firms and accountancy firms about professional
services. And he talked about, the book was called 7he Trusted Advisor. | think it was the guy
who first coined it

[Sue 19:02]
It was Maister, Green and Galford.

[Liam 19:04]

Maister, Green and Galford. That's it, yeah. And, and he talks about, you know, if you look at
the senior partners of a law firm, or a big firm of accountants or any professional services firm,
the value that they generate is nothing to do with their core competency of being a lawyer or
an accountant. It's about actually being trusted as someone you can go talk about issues with

generally. And there are communicators out there who do that.

[Katie 19:30]
| love that thought, that actually your professional qualifications are the chips to play the

game. But once you get in there, it's something else that matters far more.

[Sue 19:40]
It's a great book, actually, for communicators. 7rusted Advisor, Maister, Green and Galford,

I've recommended it to so many people.

[Katie 19:46]

Links in the shownotes listeners, as always. Let's talk about the importance of getting the
basics right. You use this brilliant analogy and when I read it, | thought ‘That's so simple, but it
really makes sense.’ You can'timagine an IT director talking to an executive committee about
the strategic direction of IT, for example, if their computers don't work, or the email's been
down for a week. So, | was thinking to myself, That analogy makes sense.’ But in our
profession, what do you see as the basics? And is there actually a little bit of, | don't know if the
word is '‘ambiguity’ here, but a lesson we've learned through the pandemic, have these become
actually foundational building blocks on which everything is based and without them, it all falls

apart? So, | don't know if that was much of a question.

[Sue 20:33]
| think it's really interesting question. And, yeabh, if you look at the pandemic, | mean, just the

basic channels, infrastructure was a big one, wasn't it? Because suddenly people were not in
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offices anymore and were not set up to work from home. And | think some of the first cases
that we talked to people about were, for example, of a rail operator, where they suddenly had
to get people set up at home. A bank that started doing vlogs, and because, digital radio,
because they were looking for well, how else can we communicate with people because they're

not in the office anymore? And if you haven't got the infrastructure, you can't do anything.

[Katie 21:10]
Yeah, yeah.

[Sue 21:11]

| mean, you literally cannot reach people. So, we do talk about outcomes and outputs. But if
you haven't got the infrastructure you can't do anything, can you? And | think there's also
something around messages. If we think back to the early days of the pandemic, it was
overwhelming, wasn't it, the amount of stuff that was coming out? And | do remember, | think
probably driving my husband mad, frequently, when Boris Johnson did a lot of his
communication, and | remember him doing a peak time television broadcast, quite a long one.
And | thought, 'You've got millions of people watching you. And this is, like, the worst example
of a senior management thing I've seen, where you're waffling on about nothing.” And then, you
know, the next day started to peter out things like 'We need to get people to wear face masks.’
You know, ‘They need to come back to the office on Wednesday' say, ‘Oh, no, they don't, it
might be Tuesday and we've not told the employers yet'. And | just thought, ‘Get the message,
right! For goodness sake don't spend 25 minutes blathering on about nothing.” So, yeah, as you

can tell, | felt quite passionately about that.

[Katie 22:20]
We saw some great examples of how not to do it.

[Sue 22:23]

Yes, exactly. And clear objectives. | think with that as well, you know what exactly we're trying
to do here. And | know we're talking a little bit about behavioural science. But still in the
pandemic, we did interview a behavioural scientist in the book, and he talks about the wearing
of face masks. And the idea that a lot of the messages we gave out in the pandemic were
‘Wear your face mask’, which meant lots of people wore their face mask, just on their chin. No,
you know, just undone and he said, "You've got to get the message right. You've got to think

about what is the objective here? If it is to get people to cover their nose and mouth?' Get the
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message, right, that means they cover their nose and mouth. So. I'm going to choose

infrastructure, messages, objectives, as the basics.

[Liam 23:08]

Yeah, | think | think those. Yeah, those core essentials, | think that's a really, really sound point.
Because, as you say, there is a lot of value that we can add. But if you're sitting in a room with
some senior leaders and they want someone to get their communication out to the audience,
you talking about, you know, waving your arms around and talking about, you know, airy fairy
kind of wider issues, they're not gonna listen to you. So, you need to, you know, you need to get
those essentials and use those essentials as your springboard into making the difference. But if

you neglect the essentials, then you're probably not gonna be around for very long.

[Katie 23:44]

It also probably explains why | think | saw this in a State of the Sector survey this year. There
seems to be quite a lot of IC teams, either they've reviewed the effectiveness of their channels,
or they're about to review them, because in a different world of work, the old channels aren't
necessarily as effective or may be completely ineffective, | guess. So, that's probably another

essential step at the moment is to sort of check what's worked.

[Liam 24:13]

That's very fair point. | mean, | know the training that | deliver, | talk about, you know, These
are the essential channels you need to think about." And it's probably time to update, because |
think no one really knows. | think it's going to take a while for it to all settle down. But | think if
you keep plugging away, doing what you're doing five years ago, you're probably not going to

have the right mix, are you?

[Katie 24:34]

You quote the phrase, “Come with data, leave with respect.” We've heard that a few times,
actually, I think on this podcast, and you asked the question, who do leaders in your
organisation turn to? You've already talked about this in terms of looking for that unbiased
guidance and a complete picture, Liam, of what's really going on. Where have you got toin

your own thinking about gathering and using data?
[Liam 24:59]

"Come with data, leave with respect.” | don't know, where | first heard that, I'd like to, | think a

lot of people believe that | coined it and I'm not gonna disabuse them, really, if it gets me free
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beers. | mean, | think there are probably a couple of ways of looking at it. One is making sure
that the data and information that you have to demonstrate your mastery or understanding
of the audience is really super important. But, a lot of the time, for organisations, gathering a
lot of data is a major challenge and, indeed, actually doesn't necessarily take you where you
want to go. One of our case studies in the book for Jo Osborn of Reckitt, she says, well, they
gather data, but they're very careful not to get data blind, and they try and leaven the hard

facts and numbers with their instinct and their sense of what's going on.

And, so | think we found it quite easy to talk about running your own intelligence operation. So,
an intelligence operation is, you know, it's split into kind of, you've got three main parts, you've
got the data gathering, or the insight gathering. They've got their sources and methods, and
they're listening to people as well as looking at stats, they're looking at users and what people
are doing, but they're out there talking to people. There's an analysis part of the job where
you're going out and thinking, ‘Okay, what am | hearing? What does this tell me?” And then
there's the third part, which is the reporting part. And, you know, an intelligence agency will
have a reporting officer whose job is to sit down with government ministers and explain what
this implication is, and you know, the implications of their insight is. So, our job is, as
communicators, to run our own intelligence operation and to be the person that senior leaders
in our, you know, our areas, can turn to and know that a) we've been out there talking to
people, b) that we've thought through the implications, and c) we're presenting it in a way that
helps them make communications decisions. One of the big mistakes | think a lot
communicators make is we rock up with data and go, "Hey, look how busy we are. Look how
important we are, we've done, you know, we did 14 podcasts and look at the volume of traffic

we've generated on Yammer and isn't our amazing content on you know, workplace.”

No one cares about that stuff. What they want to know is ‘'How do | get business results? And
how does communications help me get there? And a really good intelligence-led
communicator is someone who's sitting down going, “Well, we did this last month, and this is
the result we got is that well, you want to okay, this is what we're planning on doing next
month? Is that going to get us the result we want? Okay, let's how do we modify that? How do
we work?" And, so, thinking through your data gathering from a standpoint of ‘What's the end
user going to do with it? And how do | get them to make good decisions with it?" is the way
forward. So, think about yourself as an intelligence operation. That means you've got to get

out and about, means you've got to go and have coffees, you've got to be finding reasons for
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striking up conversations. If there are such things as parties anymore, you gotta go to them.

Those sorts of ... so just get out and about. And listen.

[Katie 27:59]

It's interesting, you talk about the difference between outputs and outcomes. And | have this
conversation quite a lot with clients, to be honest about, well, there's nothing necessarily totally
wrong about measuring clicks, likes, shares, dwells, downloads, whatever it is, but, as you say,
that doesn't tell you anything about whether behaviour, understanding has changed, whether
there's a new action as a result of reading any of that stuff. And | keep coming back to and |
just want to check this with you: is there any other way of measuring that, apart from in
qualitative research where you ask people whether they've used, an opinion has changed or
whether their understanding has deepened? Or whether the motivation for doing something is

XorY? I mean, am I wrong? Is there any other way of doing it?

[Liam 28:49]

| don't think there are, | think that, | think the old ways are still valid. It's just that we probably
have a better range of data and tools at our disposal now to see what you observe the
behaviour of people indications terms. So, we can see clicks and likes and dwells and those
sorts of things. But as Jo Osborn, says: don't get data blind. Data is only useful, though, if you
know what it's telling you. And the only way you can make sense of it is actually knowing your
audience better than anyone else, which we said before. | don't know if | mentioned it last time,
one of the best people I've ever had, I've ever worked with. She was a really heavy smoker. And
if she's listening, she knows exactly what | mean. What it meant is if you sent her an email, she
wouldn't just go and you know, wouldn't just reply to them. It would be a cigarette opportunity
to leave the building. We were on, were operating on a big campus up in Coventry. And she'd
go to the other building and she's going to have a chat and then she'd have a cigarette on the
way back and if you bumped into someone, you know, that was another cigarette opportunity.
What it meant was that she knew absolutely everything that was going on on that side. And if
you wanted to know something, you'd just ring her up. And if you saw some data, she will say,
"Well, you can interpret it in two ways, but actually, based on what I know, | think this is the
truth of it rather than that.” So having those connections and that network is what makes

sense of the hard data, the hard facts and figures.

[Katie 30:14]
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And also as you're saying, you know, don't get data blind, look for the actionable insight in the
data. I think that's the thing | always get cross, frustrated by when | see lots and lots of data
from a previous engagement survey or IC audit. There's all these stats and figures, and I'm left
thinking, ‘Well, great, but what's the actionable insight? What can | do that will make a

difference that's buried in these statistics?’

[Liam 30:40]

Yeah. And it's quite interesting and a really good example, actually, because a lot of employee
engagement surveys and the old, old style ones actually kind of outsourced that to managers.
So, they say, 'Here's a bunch of data, come back with your action plan now, or hangin there.’
All you can hear is the sound of hands being washed somewhere in an HR department. And
then managers get this data and go, “Where it tells me that of my 25 staff, 15 are unhappy
and ten are delirious, what am | going to do?” And that's one of the one of the challenges that

a lot of times managers look at it and go, “I've got no idea what to do with this data.”

[Katie 31:13]

An essential part of being an effective comms professional is obviously identifying the real
problem that needs fixing. And this came out quite strongly in your book, how should we
respond to a stakeholder who says, for example, “l want a set of posters and intranet banners
about my wonderful new change programme.” Sue, you mentioned there are three questions

to ask at that moment. Just wondering if you could share those with us?

[Sue 31:40]

| can, | can. | think the temptationis, isn't it... It feels a bit infuriating when somebody comes
along and it seems as if they think they know more about communication than us because our
brains are primed to like status. So, it's quite natural that we would do. I think it's worth
reflecting that it's often suggested that we should start asking ‘why?’. You know, “Why do you
want a poster? Why are you asking me this at the last minute?” It can make people feel a bit
defensive? It's also suggested that we should really learn to say 'no." “No, you can't have your
video. No, you must have it this way.” And, but, given that human beings like status, the people

coming to see us also like status, so it can put their backs up if we start saying ‘why’ or 'no’.
So, our suggested alternative approach is to basically build a bridge between what we want to

talk about, which is the outcome, and what they want to talk about, which is their poster or

video, whatever it might be. So, three steps, the first step is to basically acknowledge that
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you've heard them and say something nice, | like to say. So, if you imagine that somebody's
come and ask for a video, you might say, “Okay, so you want a video, it's actually really helpful
that you're asking me about this at the start of the project, because it does mean that we can
do a great job of the communication. So, thank you for that.” And then you get permission to
ask questions. You know: “l want to make sure that | do a good job here. Is it okay if | ask you a
few questions?” Great. And then you build the bridge. So, you kind of reflect back what they
want. So, you say “Right, so let'simagine that we've made your video. And let's fast forward,
let'simagine it six months from now. Video's gone really well. Everybody's watching it. It's
brilliant.” And then you kind of cross the bridge and you say something like “In business terms,
what do you hope is going to be different as a result?” Or you might say something like, 'What
are you hoping people will be doing differently because they've watched it?” And then you don't

mention the video again.

So, hopefully, people go, “Oh, that's an interesting question”. And they start down and then
you keep them down that track and you start asking them, you know, you do, feel, know, and
kind of what people do now and what have you. But it's just, it's a way of meeting people where
they are and moving them gently on rather than going 'no’, ‘why?" and getting everybody's
backs up.

[Katie 33:53]
Yeah, | like it alot. Can you tell us a little bit about Centrica's tablemat? If | said that to you,

does it mean anything?

[Sue 34:00]

It means something. Ingenious, isn'tit? So yes, Centrica. Again, | think we're trying to address
this idea that when you are in certain ways of working and habits, it's quite hard to change
them. And, one thing that we hear about is something called implementation intentions, which
are kind of like if/then statements: ‘If this happens, | will do that. So, for example, if somebody
asked me for a want, then | will use the bridge bridging statement. But one they use to help
them with this not falling into habits is they literally gave people an A3 pad and on this pad
was printed a whole set of questions so that whenever they went into a meeting with
customers, they would put this pad down and they would work their way down this list of
questions. So, | mean, ideal I guess if you start with an 'l want you do bridging statements.’ So,
it kind of get you to the top of that list of questions. And | think the first question they have is
something like 'What's the business purpose of this? And then it steps them through all the
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questions you'd kind of need to know. And it just keeps them on track because it's there in front
of them. And it gets them into the habit. And | think they said they don't always need the mat
now, because they've got the habit. It's like muscle memory. But | remember Jeff Timberlake,

he spoke to, saying that if he has a particularly difficult meeting, he'll probably take that mat.

[Katie 35:20]
It's become a bit of a comfort blanket.

[Sue 35:22]
Exactly.

[Katie 35:24]

But what | love about that is it puts everyone in a team on the same level playing field because
some people might naturally have that approach. Years and years of practice have got them
into the habit of asking the next question and knowing what the next question is, but slightly

inexperienced people, they've also got those prompts. | love it, it's great.

[Sue 35:43]

Because it's quite uncomfortable, isn't it? If you've got somebody in front of you who wants an
answer and wants the answer now, it's really uncomfortable, actually not to be able to say
"Yes, of course, you can have it.” So, it's just a little bit of extra armour to do that. And | think as
well as, as you say, helping people in the team to do things the same, leaders start to learn as
well. So,  remember years ago, | used to work with a lovely chap who's the group reporting
director, and it got to the point where he'd sit in front of me and go, 'You're going to ask me
what | want people to do, feel and know aren’t you?” “Yes, what do you want people to do, feel

and know?"

[Katie 36:20]

Yeah, | was just, | was reflecting back on a brief | took literally yesterday from a head of IC. And
my bridging question at that point was, and | put it in quite a nice way of sort of, “So this is
more of a question to my team than you, but let's think about how we might measure the
success of this initiative.” And | think just having that conversation, really, really early doors at
the briefing stage also can help. “Right, how are we going to measure that as success?” And
again, thinking about outcomes rather than outputs at that stage as well gets you to that.

What's the business change, in effect, going to be?

-16 -



Yeah, now you have mentioned the Know, Feel, Do framework a few times just then and it's
also in your book. I have to admit, | feel a little apologetic. | don't know why, but in client
conversations when | use it, and we still do use it, | think, ‘Oh, this is not very new, Katie, this is
this is far from new thinking.' But your book suggests | shouldn't worry about the Know, Feel,
Do model. And it's, it absolutely still has utility. Would that be fair?

[Sue 37:26]

Yes. | think when we wrote the book, a little bit of me had a bit of your worry to be honest,
Katie. So,  was kind of looking at the chapter that has that in it and thinking, ‘Gosh, are we
missing anything? Should we go and ask an academic, you know, should we go and find out if
there's some extra research out there? And that's actually when we went to the behavioural
scientist, who thankfully validated and said it's a very useful model. But he suggested, as we
do, flipping it on its head. So, he said, a lot of communication is about is about behaviour
change, so you need to start with the ‘Do’. You know, start by finding out what's the behaviour
you want to change? So don't say ‘Know, Feel, Do." Say ‘Do, Feel, Know." So, your first question
is, "What is it you want to get people to do?” So, let's say the business need is to, | don't know,
reduce accident rates. Why are they happening now? What are people doing? Are they, is it
everyone that's having accidents? Are they happening in certain situations at certain times?
What is it we need to get people to do differently? And then you kind of look to the Feel and
the Know to say, "Well, what's driving the Do?” You know, are people having those, are people
doing those things or not doing those things because they don't know what they should do? Or
they don't know why they should do it? And/or is it something to do with a feeling, so is it that
they know exactly what they should do, but if you put them under a lot of pressure, and every
other one of their colleagues is taking the shortcut, they feel daft doing what you want them to
do? So, he said, you know, start with the Do and then look at the Know and the Feel to see well,
what's driving the Do? So, we kind of got validation for the Know, Feel, Do, but to flip it to say,

Do, Feel, Know.
[Katie 39:07]
| think it's in the chapter where you're talking about planning change. It's there that you

reference the COM-B model. Some listeners are going to know it. Well, many may not. Do you
want to share the COM-B model with us, what that stands for, for a start?

[Sue 39:24]
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spoke to suggested, because he said it's the simplest model really around behavioural change.

Yes, it's another really helpful model. And again, it's one that that Paul Chadwick that we

And it's a diagnostic. So, it's helping you to understand why a behaviour is happening so that
you can change them. So, the B stands for behaviour. The COM stands for capability,
opportunity, motivation, and they're basically the things that might drive behaviour. So, the
principle, if you like, is if you can give people the capability, the opportunity and the

motivation, then you will change behaviour.

So, what do they mean? Well, capability kind of matters to the Know of Know, Feel, Do. So, it's
about, do people, are people capable of changing that behaviour? So, do they know what they
should do? Do they know how to do it? Do they know why they should do it? I'm going to jump a
little bit to the M. So, the M is motivation. So, it would link to kind of the Feel. Is there
something around the motivation that's blocking people from behaving that way? So, are you
asking them to do something that's against their values? Or they're not motivated to do it in

some way? Is there an emotion behind it? So that kind of maps to our Know and our Feel.

The bitin the middle, the O, kind of isn't within communications’ gift a lot of the time because it
stands for opportunity and it's about people's environment. So, it's to say, “Well, I might know
what you want me to do, | might know how to do it, | might really want to do it. But, actually, |
haven't got the budget to be able to do it, or I haven't got the equipment, or every time | try
and do it, my boss stops me doing it because it's not his priority.” So, in these instances, we'll be
saying, “Well, they might not be things that communications can affect.” But going back to
what Liam said earlier, what we can offer here is some insight. So, if we're getting to know the
situation and our employees, we can be going to the organisation and saying, “Look, the
reason why people are not doing this is nothing to do with communication. It's because of X, Y,

Z. And if you can change that, you'll get your behaviour change.”

[Liam 41:28]

As you were talking, | suddenly remembered when we first started doing Melcrum Black Belt 60
million years ago, that was one of the case studies that you used to quite often bring up in the
sessions. You talk about, | seem to remember was about an insurance company where people
were, they'd been asked to introduce a new customer management system, and customer
satisfaction was falling off a cliff even though they'd introduced this new system. And then
when you went in, and started nosing around, you found them passing bits of paper between

them, because the colleagues just had realised that the system that they were meant to be

-18 -



operating, which was designed to deliver fantastic customer satisfaction, was rubbish. And
they were doing their best to deliver great customer satisfaction, but they'd come up with a
manual process that didn't work. And, so, as a result, the unintended effect was a collapse. But
it was the job of the communicator to say, “I've gone and had a look, guys, and | think | can see

what your problemis. And it's not comms.”

[Sue 42:23]

And there will be another example, actually, from the pandemic that Paul Chadwick gave us,
which was around PPE for health workers. And they were saying that when Covid-19 first came
along, there was, for example, a lot of work being done to say, "Well, why are health workers
not always wearing PPE?" You know, “Do we need to do some work around educating them to,
you know, explain when they should wear it, and why they should wear it? And is it around
something around their motivations?” And a lot of the time it came down to “No, they just don't
have the PPE.” And he was making the point that, you know, if that's the situation, then
actually, as a communicator, you can make things a lot worse by going in there and trying to
really go on and on and on at people to say, “Look, we need to educate you about...” and you
know, "You really need to...” when they're sitting there going, “Look, | know, | want to, | really
want to, and | can't because it's not there.” So, you know, he was really saying you need to think

about the context because otherwise you can actually make it worse as a communicator.

[Katie 43:23]

It's interesting around that COM-B model. | often think about it. My colleagues will be sick of
this analogy, but my desire is to get out on my bike more on a sunny afternoon in the rare
moments that we have them. And | think the COM-B model here, you know, capability: can |
physically ride a bike and do | have one? Opportunity: when in the day might | be able to and
can | book that in? And then motivation is often the difficult one, because we've all got bikes,
and we will block out the time to do it, but are we then motivated to get up early in the
morning and actually do it? So, | hope that's the right way of looking at that model. And | often
think then the B is interesting, because has the behaviour, the new behaviour, actually been

properly defined as well? Is that really clear? Would that be a fair question?

[Liam 44:11]
Oh, really good. That's fundamentally it. Years ago, | remember Sue saying to me, “Well, you
know, people say | want, you know, | want a culture change in my organisation.” She said,

"Well, it's our job to say, ‘Well, what do you mean by culture change? Do you mean that you just
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want people to answer the phone within three rings for customers? Or is it there's something
else going on? What is it you actually want people to do?” And, | always think that, you know,
there's that kind of that fundamental thing that goes through the human brain, which is we
disregard 99.99 recurring percent of the information that gets thrown at us, we ignore it
because we'd go you know, go potty. Well, the stuff that sticks is the stuff | need to take action
on. And that's one of the questions you know, the human brain asks when it's ever presented
with something. | think Emma Bridger talked me through it once. If you can't actually say to
people, Thisis what [ want you to do”, but chances are, they're not going to hear you. And if
they have heard you, just make sure it's specific. And Sue just gave the example of if you want
people to wear a face mask, be clear that we want you to wear a mask to cover your nose and
your mouth. We don't want you to wear it as a chin warmer, which is the kind of, that's the
change. So, to make it possible for people to go, “Okay, | getit. | understand what I'm needed
todo. Il crack on with it.” And that's, kind of, the challenge, | think, quite often is that

organisations just assume that people get it.

[Sue 45:34]

And | think, again, it's quite an Achilles heel. | think you've made a really good point, Katie, that
it can be very hard to pin down the Do. | mean, | remember running some training with a
company who, | thought it was quite interesting what they've done. They'd got the comms
team and their stakeholders together in this training. So, we got the comms team and we also
got people from IT and Quality so they could work on real problems. And one of them, |
remember, was something about cybersecurity. And, | remember, we spent quite a lot of time
on this sitting with the guy from cybersecurity. He was basically saying, “Well, | want people to
be really careful on external forums.” And it was going around in circles saying, "Well, exactly
what do you want people to do on external forums?” “Well, | want them to be careful.” “Okay,
so what can they say?” “Well, they need to be careful about what they say.” “Well, what is it
okay to say?” And we just could not get an answer. It's like, well, you can't get the behaviour
then, can you? If we don't actually know what we want people to do, how can we get them to
doit?

[Katie 46:34]
Yes, yeah, it's that old question, isn't it: what does success look like? Paint me a picture of

what's happening as a result of this? Yeah. So important.

[Liam 46:45]
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Yeah and again, okay, what does that mean that people are doing on Monday morning? And
that's one of the reasons why the line managersis such an important part of the equation,
because very often, they're the person that's taking the big corporate message and going “And
Sue, on Monday, we're going to be doing it like this.”" "Okay, | got that. Thank you very much.”
And, and quite often, they get neglected in the whole mix. And/or somehow they're expected
to have some sort of genius translation power without having ever been briefed in the first
place about what the endgame is, whatever. So, yeah, so that's why starting the whole
conversation with Do rather than Know is so important. Because if you start with Know, you're
just hoping that if you throw lots of information at people they will reach the right conclusions
and go off and do the right thing, which, you know, 60 years of telling people not to smoke
cigarettes demonstrates that doesn't work. You know, you have to get people, you have to
start from the ‘Okay, what how do we help people stop giving up smoking? ‘How do we help

people be nice to customers?

[Sue 47:41]

I'm sure I've heard you say as well, Liam, that in times of change, it gives us comfort if we've got
something that we can do. And, again, I've been in an organisation myself where I've got to say
they did a really good job of getting people to see that change was desperately needed. This
organisation was not in a good place, you know, they were, there was a danger they were
gonna run out of money. And they did a very good job of showing people that change was
needed. And people got very worried about it, actually. And were really saying, "Well, what can
we do? What can we do?” And then the organisation was going, “No, don't worry, don't worry,
you know what, it'll all be done from the centre.” And people going “No, no, but..." because they
were worried. But there was nothing they could do about it. So, they were just all sitting there

feeling anxious.

[Katie 48:27]

My reading of your book is that | saw the word 'emotion’ used in several case studies. So,
practitioners talking about being in tune with people's emotions, communicating with emotion.
And I'm just wondering whether the pandemic has prompted us to be more human in our
communication? And related to this, can you talk a little bit about Dr Rita Men? I'm going to

pronounce this wrong: TAEO framework, | think?

[Sue 48:57]
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Because we knew she had done this research. She is a prolific researcher from the University of

| think it's TAEO. She was one of the people we were really excited to talk to, wasn't she?

Florida. And, yes, | think during the pandemic, a lot of leaders that people would never
normally have seen were suddenly there behind a camera, on Zoom, with the kids in the
background, or the cat running in front of the screen, becoming more human. And yes, Dr Rita
Men had done a lot of research around leadership communication. So, at the start of the
pandemic, she said she was sitting there thinking ‘I need to help. I need to do something to
help. | must be able to have a look back at the research and see how we can apply it now.” And
she also was looking at the time what a lot of the leaders were doing and what was working,

what was not working and the timeframe that came out of out of this.

And it stands for transparency, authenticity, empathy and optimism. And she ended up doing
some research on this and she found out that where —it's specifically CEOs, she did the
research on CEOs —when they use these four things employees reported higher levels of
organisational trust, higher levels of psychological wellbeing and reduced feelings of
uncertainty. So, they're kind of words that we know. But | think what she's done is what
academics often do, which is to bring that robustness. So, she said, for example, when we talk
about transparency, we all think we know what we mean by that. She said, “Well, this is what
academics mean by transparency.” | won't go through the whole thing, because it's quite long.
But, for example, the transparency part’s got four pieces. And the first is what she calls
information substantiality, which is about being transparent, but with the right amount of
information. ,So as we said earlier, it was easy to be completely overwhelmed, wasn't it, at the
start of the pandemic? So, the danger is that we think, ‘Oh, we must be transparent, we must
tell people everything.” And the danger is that we just drown people. So, she was like, "Well, you
know, some of the art here is finding out what's the right level, what's the Goldilocks level, if you

like, not too much, not too little.”

Participation is the second piece. So, actually, not assuming that we know what people need,
going to talk to them to find out what for them is the information that they actually need.

Accountability is the third piece, which is about not just telling people the nice stuff, being
upfront. One of the best leaders | ever worked with myself, his favourite phrase was “Tell is as it
is”, which was hugely helpful for us in a crisis, because people believed us because we told them
the hard stuff.
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And then the final thing was timeliness, so making sure we tell people in a crisis, particularly. So
she's got this, you know, the T's transparency, the A's authenticity, the E's empathy, and the
the O's optimism. So, she breaks it down into, you know, quite a lot of detail. But it really is
about saying, if we've got these leaders who are showing themselves as a person being
authentic, actually in the pandemic, being able to demonstrate perhaps more empathy,

because they are experiencing the same challenges as their employees are.

And optimism, you've got to be careful, haven't you, in a crisis? But she says that the Chinese
word for ‘crisis’— | found this quite interesting — it is made up of two characters, the first of
which means danger and the second means opportunity. So, she said, for example, the whole
idea of not being able to go into the office, at first people might have hated, you know,
homeschooling and trying to find a way to, whereas also you might find that actually in the end
you quite like it, and it suits your lifestyle and you can see more of the kids. And, so, she's kind of

saying about having the optimism of looking for, if you like, the bright bit, as well.

[Katie 52:45]

The point you made about the right amount of data | thought was really interesting, because
what | found over the years is when you speak to someone very senior who wants to make a
change, and you're trying to get them to quantify why, to bring data to life, just one very
believable but amazing story is sometimes enough. And the really good leaders will reuse that
story over and over again, won't they? Because they know that you're probably just going to
remember that as a story because it is a compelling story rather than me showing the Excel

spreadsheet, or the bullet points slide. It's so interesting

[Liam 53:21]
Yeah, | mean, that's so true, isn't it? That's what you remember, you remember people who

don't remember the slides.

[Katie 53:27]

We've already talked a little bit here about the importance of doing an IC audit, whether that's
a content audit or a channels audit. I'm hearing a lot more IC teams are wanting to do that or
are in the middle of one at the moment. You must have conducted many, many audits over the
years. Are there some very common pitfalls that people can fall into when either designing or

delivering, deploying an audit that you've seen over the years?
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[Liam 53:55]

From my point of view, there are probably three things to think about, but I'm gonna throw it
back at you in a second, Katie, because | know that you do an awful lot of auditing, and you're

probably, in many ways, probably a bit more of an expert than I am.

But the first pitfall is not doing it. Now, you can't audit all the time, but actually not taking the
time occasionally to sit down and go, ‘Have we got the right thing in place? And | think we were
talking a little bit earlier about, you know, the pandemic experience kind of told us all that it
was probably a good opportunity to reset and rethink "Where we need to go?’ So not doing the

audit is pitfall number one.

Pitfall number two is not starting from a place of saying ‘What does the organisation need?’ It's
quite easy to start from place of, “You know, we've had Yammer for a while, how does that
work? And we're happy with it.” Come on, let's step back and start with "What does the
organisation need us to do?’ You know, 'Why are we doing comms? What's the outcome?

What's the result we want? And start from that point. So that's pitfall number two.

And pitfall number three — this won't come as a surprise because Sue and | are probably
starting to get a bit boring on so it —is not starting from the audience. Not starting from the
point of view of, “Okay, who are we talking to? What do they receive? What do they
understand? What channels work for them?” but start with the audience in mind. It's very
tempting just to start with your palette of different channels and tools, and get stuck into, you
know, stuck into the rut. You know, you'll end up just replicating what you had before. But as |
said before, I'd be really interested to know what kind of pitfalls you're spotting people falling

into.

[Katie 55:25]

Because | think we've got four under way right now. So, by about 10 o'clock last night my head
was just full of data. And | was almost kind of dreaming about the gin and tonic. What do |
think? I think that you're absolutely right about starting with "Why are we doing this? What
assumptions have you made? Because we're going to test those assumptions." And | think
that's really important, but being clear about the end game, so that you know what questions
to ask because | think there's this, | think most people recognise now that you can'tinundate
people with questions, that's not fair. And the danger is that they'll either give up halfway
through the survey, especially if they can't see the progress bar moving as they do it, so they
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don't know where the end is. But, also, that they just go ‘neutral, neutral, neutral’ on everything,
because they just want to get to the end to get the free prize draw or whatever it is you're
offering. And sometimes it does help to, to offer some sort of prize or something just to entice
people to doit. So, | think that's one thing about, you know, how you structure it and what you

do to begin with.

The other thing is that the wording of your questions matters so much. And just one twist on a
word can really make the difference between whether someone answers it in that way or
another way. What are you really asking? And why are you asking it? So, | have this rule, if
you're not going to do anything with that data that you've got from that question, please don't
ask it. You're wasting your time and their time by asking it. So be really ruthless with your

choice of questions and mindful.

And the other thing people often forget is the demographic questions at the end. Again, you

don't want to ask none at all, because then you can't do the wonderful pivot tables that tell you
that people with five-year's service are thinking like that, whereas people with one year service
think something else, or that people in a certain age group think very differently from people in
a different age group. But, then again, don't ask demographic questions when you haven't got

the channels to target specific segments, because what are you going to do with that data?

| think the other point is that people often confuse satisfaction and effectiveness. And they're
not the same things. So, | can be hugely satisfied and happy. But that doesn't mean that what
I'm doing is truly effective. That's a different question altogether. And | think in a beautiful
ideal world that we don't live in, what you do with every channel, is you would measure it
against its core purpose or objective. But often channels grow up, you know, evolve, and there
isn't a core purpose or objective for each one that you can measure against, because it's all
become a little bit blurry and channels are used for lots of different things. But, nevertheless,
you're not necessarily measuring how happy or satisfied people are with their channels, but
whether they're effective at doing a specific job, and it is worth thinking about what that job is.

[Liam 58:17]
Yeah, that's a really good point. Because | think people forget that satisfaction is made up of
experience and expectation. And then, you know, you might have a great experience but if you

expect it to be rubbish, you'll probably be satisfied. If you expect it to be fantastic and it's just
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‘'meh’, you might be very unsatisfied, whereas in fact, it's probably all right, you know? And

yeah, | think we can learn alot from how consumer research operates in that area, can't we?

[Katie 58:40]

Yes, absolutely. So, chapter five is about managing meaning, how we craft compelling
messages and narratives. Sue, I've heard you say that actually some IC folks simply struggle to
understand what you even mean by a message. In some of your training sessions you've come

across this. What is it that we're finding hard to grasp when we talk about crafting messages?

[Sue 59:07]
| think it's the word. | think quite often, when people hear the word message, they think it is the

actual, you know, it's the email or it's the letter or it's the actual thing.

[Liam 59:19]
They've got the picture of kids passing notes to each other in class, haven't they?

[Sue 59:23]

As opposed to kind of, the key messages, if you like. And it's funny, isn't it, because we spend a
lot of our time as communicators writing messages. And people tend to think it's quite easy,
and they're quite good at it. But once you, for example, say “Right, now we're going to do it
with a very clear set of communication objectives that says it's got to try and get people to Do,
Feel and Know this” and "Here's a persona that we're going to write this message for” suddenly
it's not as easy. | mean, the outcomes should be better. It should be a much better message, as
in ‘set of key messages’. But it's not so easy anymore, is it? And | think there's a narrative

framework, Liam, that you talk about in the book.

[Liam 1:00:05]

Yeah, so there's a very simple exercise you can do in the book, that you can work through either
with your team or with some stakeholders to get to ‘What's the underlying core idea | want to
get over? But | think that's... | do find it quite strange that we live in a world where we're used
to looking at advertising. And advertising doesn't just say, “Buy a washing machine”, or, you
know, "Buy this soap powder.” It sells you a dream, it sells you a motive, you know, taps into
your motivation as a parent to send your kids to school looking clean, and all those sorts of
things, but in communications terms, what we quite often find ourselves doing is we say, “Go to
the canteen on Friday, because it's half price chips” you know, rather than actually exploring
why people might be motivated. And it comes back to the COM-B model, which is you need to
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understand what the motivation is of your audience and actually talk to that, and actually
show people how the behaviour that you're trying to promote is going to match with their

motivation.

And a lot of the time, if you write a message that is just a straightforward, you know, “We're
doing cheap chips”, you know, you're missing the point. And a lot of the time organisations will
then hide their message in a forest of trees. So, you know, do you want to say to people, “We're
doing a new pensions consultation”, “There's changes to the way we're structuring Learning
and Development”, or ‘There are opportunities to transfer between different offices”, or are we
trying to say, “Work here for a great career”? And what we'll very often do is, we'll just hide
everything we're trying to say, in this big ‘meh’. And if you don't manage it, people will create
their own meaning for it. And you can't guarantee that that meaning that they're creating is
going to be the one that you hope to, you know, to set out. And you'll have leaders go, “Well, |
don't understand why our staff are unhappy, we give them, you know, we give them training,
we believe in pensions, we give all these other things.” That's because the comms people
haven't wrapped it all up and said, "This is what the total package looks like. This is what the
total story is.” And | think that's really, really key is to sit down with your stakeholders and
actually talk them through is. Don't let's just look at the compartmental components or the
elemental components, let's look at what's the big story we're trying to tell here? And how does
that relate to what people really care about? Which brings you back to "You need to
understand the people.

[Sue 1:02:28]

We used to do this exercise in training courses a while ago, where | used to ask people to
imagine that they were two friends out shopping. And I'd make them go and buy an outfit. And
one of them was going to buy the outfit and the other one was the friend. And | used to say,
"Okay, your friend has brought you into a shop you've never been to before. Great outfits, just
what you want, but it's like five times the price. So how you feel at the moment is you're not
going to buy it.” And then | give the other person the task, as their friend, to persuade them to
buy and kind of set them off and it would be "You look amazing.” And they'd start talking

about cost per wear and blah, blah, blah. And there would be loads of energy in the room...
[Liam 1:03:11]

Can ljust say | think there might have been a gender split on the way those people responded
to this.
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[Sue 1:03:16]

| used to do it with leaders, and then I'd make cars, | have to say. So then, you know, lots of
energy in the room, and then I'd kind of stop and tell people they've done really well, but
actually, | was the chief salesperson in the store. And | was now going to show them how it was
done with my many years of sales training. And I'd rock up and go you know, “You're obviously
in a very prestigious organisation here. Our prices are quite expensive. But you know, we're
we're pressing a very difficult market environment right now. And right now, you know, our
revenues were about 25% down what they should be, and we still have to demonstrate quarter
on quarter market execution. And we've got to, you know, delight our shareholders.” And |
come out with all my lovely corporate spiel about markets and shares and blah, blah and then
go "So please buy the dress because we really need you to help the profits.” And they'd all be
kind of standing there with their mouths them and I'd go “Is anybody buying?” And they'd go
“No”". And we talk about what was the difference between what their friend had just done and
how they tried to appeal to the person to buy because of things they cared about, and what |

just done and made the point that often that's what we do in organisations.

[Katie 1:04:23]

It's so interesting, we had a Steve Crescenzo on the show, who's amazing. It's one of my
favourite episodes ever because he is so funny, so droll, but so true as well. And he talks about
how too many messages are written for the approver not the audience. We want it signed off
by the stakeholder, but we haven't thought enough about —and | don't like the phrase 'how it's
going to land’ because to me that's not understanding, it's not about just landing the plane -

but anyway, yeah, it just makes me think about that so much.

[Liam 1:04:57]

Yeah, I'd forgotten about that because | remember when we used to do it, the temperature
would just change immediately in the room. Because about halfway through when you were
doing your corporate-y spiel, you'd see everyone in the room just “Yeah, okay, we've got it.
Okay, got the point” because it was just like, everyone just got it. And it was just, yeah, so
brilliant.

[Katie 1:05:17]

Let's turn to the chapter on purpose, because there does seem to be a lot of conversation just

now about the importance of organisations having a defined, differentiated, meaningful
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purpose. Can you tell us, Sue ,about some of the changes you might have seen in this area
since the first edition of the book?

[Sue 1:05:34]

Yes. | actually spent ages reading up on this because | found it really interesting, not actually
about communication, but about the environment that businesses are operating in. And quite
alot has changed in the three years. So, what | confess | hadn't really understood until then, is
this big debate, we might say, that's been going on for years about what is the purpose of an
organisation, between, on the one hand what's called shareholder theory or shareholder
primacy, which says the purpose of an organisation is to make money for shareholders. And
that's what leadership teams are there fore, they're there to look after shareholders pure and

simple.

And on the other side, stakeholder theory that says, you know, organisations might have lots
of different purposes, but they're not there just to make money. You know, that's an outcome
of them delivering the purpose. And what we've really seen is a shift in what's in favour, if you
like. So, | think it's important to say that it's different according to where you are in the world.
Butin the UK, in the US, we've followed quite a similar path. And for years, it's been about
shareholder primacy, you know, you put shareholders first. And you can imagine, the whole

argument for having a purpose which is not about profit doesn't fit very well with that.

But in the past three years, you've seen kind of a shift with people starting to say, “Well hang
on a minute. Not so sure about that”. So it started off actually a lot when we had the financial
crash, when people were saying, “Well, thisis not right.” And in that time, since the first edition,
you've had some quite public statements of saying “We need to be thinking about
stakeholders.” So, for example, Larry Fink, who has the BlackRock, very large investment
organisation, always puts out a letter every year to his CEOs. And he did one in 2018, which
was all about the importance of purpose and saying, “We need to think about all of our
stakeholders.” In the UK, there's been a programme, a big piece of research done from 2017 to
21, soit's quite recent, called The Future of the Corporation Programme, which again, was
looking at what's the role of business in society? And | love the phrase they came up with, which
said, “The social responsibility of business is to create profitable solutions for the problems of

people and planet, whilst not profiting from creating problems for either.”

[Katie 1:07:52]
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That just slightly blows your mind, doesn't it?

[Sue 1:07:55]

And then Davos. So the whole Davos manifesto came out, and that was also saying it was
about the universal purpose of a company in this century, and it was saying it's about
stakeholders, basically. And then there's also a thing called the Business Roundtable in the US,
which represents 200-odd, | think, of its biggest companies. And they literally had had a
statement for years, almost 20 years that said, “businesses are about shareholders”. And
they've actually said, I"t's a mistake to think they're not”. You know, it's nice to think about
employees and everything, but actually, what matters is shareholders. And then, in 2019, they
changed that. They said, “Actually, we need to think about a range of stakeholders.” So, this
was kind of changing. And what you're starting to see as well, alongside that is governments
and, for example, parts of Europe saying, “Well, maybe we should even legislate, maybe we
should start to have regulation that says 'you must have a purpose statement, you must think
about purpose.” And of course, alongside that, you've got the Great Resignation (let's see if it
continues) but people saying: “I want to work for a company with purpose.” You've got
consumers saying, “l don't want to buy from nasty organisations .| want to buy from companies
with purpose.” So, | think what's really happened in the environment over these few years is
there's now a lot more pressure on companies to say, you have to think about this, which in a
sense, is very good. And, at the same time, | think you'll also have some management teams
that really don't want to be thinking about this, but they're being pressured to think about it.
So, the danger is we have lip service, because you know, you've got to have a purpose

statement. Find one and put it on the wall.

[Katie 1:09:37]
And thenitis done. Yeah, absolutely. And it becomes like values. It's another thing that's

writing on the wall.

[Liam 1:09:44]

But your point about consumers punishing companies now, | mean, just look at you know, we're
recording this, you know, two weeks into the Ukrainian war. And, looking at corporations that
you know, have been slow to withdraw their operations from Russia, consumers are starting to
punish them. And you know, Sue referenced earlier on a UK company that, you know, treated
its staff appallingly with a large redundancy programme. Consumers are saying “l don't

necessarily want to use their product.” And, so, | think people's expectations, people expect

- 30 -



more now from their corporations and their organisations than they ever did. And | think, as
employees, we kind of think “Well, do | want to go home and tell my family that | work for this

bunch of so and sos? No, | want to be able to tell my family | do something cool.”

[Katie 1:10:36]
And | think we've seen quite a few, particularly in the US, staff walkouts as well actually, where
organisations you know, at Google, Activision Blizzard, other places have sort of said, “You're

not doing this in my name” and, and walking out.

[Liam 1:10:52]

It's quite interesting, because in the States, there's a kind of quite interesting tension now
between people who've got very strong moral views about certain things. And, a lot of the
Black Lives Matter programme debate, actually have led to a fair degree of tension within
organisations about well, what is our stance on this? We're not assuming that all workforces
are progressive. Many of them will have quite conservative views. What's a corporation to do?

And how does a communicator navigate around that? It's a really interesting challenge.

[Sue 1:11:25]

Itis. And | think this is where things like purpose and values actually, if they're done correctly,
can be the glue, isn'tit? We were talking to, I'm now going to forget his name. Who do we talk
to, your friend? Neil Griffiths was talking about the fact that you can have, for example,
organisations who operate in all over the world. So, there will be parts of the world, for
example, where diversity and inclusion, it's not on the agenda, is it? Whereas, he was saying, in
that case, use something like your purpose and your values to say, "Well, it doesn't matter
where you are in the world, actually. This is the purpose. These are the values. And they
override your personal views, they override where you are in the world.” And it's about you
know, if we do make this a very compelling purpose, that we've gone about putting it together
in the right way and we've involved people, and we found things that people can buy into

together, can we use it as the glue that overrides the other things?

[Liam 1:12:27]

Yeah. And it'simportant for the communicator to be able to say, “Well, actually what matters
here? Are we going to have a different purpose for, you know, for the UK, where diversity and
sexuality are, you know, really important? Or to one we might have in a country where, you

know, homosexuadlity is still illegal?” So it's an interesting challenge for communicators, to
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actually be able to say, “No, this is what we stand for.” And | think actually, Neil's point, when
we spoke, when | spoke to him, | don't know if we put it in the book. But Neil did say to me that
his experience was that actually, by and large, individual employees will be drawn to a
particular company, or an organisation, because the values and the purpose appeals to them,
and will sometimes disregard what the social context is in their country. So, you might have,
you might live in a country where trans rights are unimportant and would be ignored. But
people will say, “No, that's, that's my country, | work for this company. And we value ,you know,
compassion and respect, and all those sorts of things.” So he said, it's, you know, don't
automatically assume that people who live in one country or in one social milieu will
automatically subscribe to views of that media. You need to be understanding of your

audience and accept the fact that some people will come and some people will go.

[Katie 1:13:43]

That reminds me that we had a client who was a train operating company, and it had female
train drivers in a country where women at that time were not allowed to drive. And they were
immensely proud of being able to take thousands, maybe millions of people, to work every
morning in a country where, they presumably very proud of their country, but knew actually it
didn't allow them to drive. So, it was they were drawn to the organisation. | think my
conversation with the guys at IKEA very recently said the same, that they work on the principle
that one of their values is wanting contribution from everyone. Everyone having a voice, but in
certain countries that's possibly not so obvious and endemic in the culture but within IKEA,
they're drawn to IKEA because that's possible. So, what you're saying absolutely rings true, |

think or what Neil's saying there. It's really interesting.

[Liam 1:14:40]
| may be paraphrasing him, but yeah, essentially, he is saying “Have a bit of courage about

your purpose.”

[Sue 1:14:45]

It's a big topic, isn't it? Because, as we said, the danger, | guess, is the whole idea of purpose
washing. So, because with the environment people are drawn into having a purpose, but | was
reading a piece in one of the national newspapers this weekend. | can't remember which one.
But they were talking about is the Great Resignation going to become the Great Regret?

Because people are making the move because they're saying “l want to work for a company
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with purpose, | want to work for them”, but when they're getting into these organisations, it's

not necessarily like all the nice words.

[Katie 1:15:19]

Yes, my 30-year-old niece just a couple of days ago said, “I really want to work for an
organisation with the right values. And that matters more than what they do. How they do it
matters to me more. So, I'm just drawn to the purpose, their values.” She was talking about B
Corp organisations. And she was sort of looking at me, and | was thinking to myself, ‘Well,
actually...’, and we've had these examples, I'm going to use the BrewDog example, because it
does come to mind, of an organisation that on the outside looks like they've got all the right
values, but actually, unfortunately, it would appear that inside they're not necessarily living up
to them. So, how do you find out? And it comes back to the point you made very early on about
talking to people who are actually living the day-to-day reality? Because they're the litmus test
at the end of the day, | guess, aren't they?

[Sue 1:16:08]

Yeah, | mean, that's certainly one of the things we've said in the purpose chapter, is it's really
easy, to be honest, from the centre, to find the nice stories, to find the examples of where
purposes works really well, and to get the leaders to stand up and tell their stories. But,
actually, we do need to know what's happening on the ground. And to know, is it really like
that?

[Katie 1:16:29]
Can you just briefly tell us about what Unilever did, because | think that case study is really

lovely as a way of bringing to life purpose and making it meaningful.

[Sue 1:16:39]

Yes. So, Unilever, as we probably know, does an awful lot with purpose. So, we could have had
any number of stories from them. But what they told us about was an initiative where they
helped people to find their own personal purpose. So, like they were trying to help people join
their own purpose and values up with the company's purpose and values. So, they got people
together in workshops, very safe spaces. So, they make the point that you've got to be very
careful, because you're very, you're talking about people ,talking about their basic values, and
what matters to them in life, really. And they got them to prep some stories. And they gave us

some topics. And the topics, | think were things like "When | was young’, ‘A moment that

-33.



changed me’, you know, ‘A success story’. And then they got people in the small facilitator
groups to tell their stories, and their colleagues listened to them. And in listening to them, their
colleagues kind of held up the mirror back to them and said, “This is what we hear”, you know,
“These are the themes we hear from your stories.” And they would help people to tease out
their own personal purpose. And, of course, it really brought to life this whole idea of purpose
and what it meant to people at that very personal level, and then they would take it back into
their teams. And the teams would talk about, ‘Well, what's our team purpose?” and, of course,
because they could each talk about their language of their own personal purpose, they've got

that depth of relationship as well in the teams. So, it's a great case study, isn't it?

| think what also really struck me in that kind of same area, in that chapter, was some research
that was done, | think, by Bailey and Madden, who had looked at that everyday meaning in
work. And what they found was that it's not that people, for example, have a job that they find
meaningful, they don't go into work every day and think, ‘Oh, I'm so glad that I'm a, | don't
know, | work wherever, because it's so meaningful.’ They don't get meaning because their line
manager’s fantastic. They find their meaning when somebody gets them to sit down at a later
date and says, “Tell me your stories.” You know, “Tell me what you've done in the past month
that's felt meaningful.” And at that point, they go, “Oh, yeah, actually, this was a meaningful
moment.” Or when they might, say, have finished a big project and their manager or the
organisation makes them pause and says, you know, “Let's have a look at what we've achieved
here. And let's talk to a customer, about what it's meant for them.” And, actually, it was only in
kind of stopping and getting people to tell those stories, share those stories, have those
reflections, that people realised, actually that was meaningful. It's not the job itself. It's not the

line manager. It's not, | guess, the things we tend to think about, | found that quite interesting.

[Katie 1:19:17]
And that's a great role, isn't it for communicators, to help people pause and celebrate those
meaningful moments when the purpose of the work, the deeper meaning behind the work,

comes to life? | think that's a lovely role that we can play.

[Sue 1:19:33]

Yeah, and | think it doesn't often happen. So, | remember aleader saying this to mein a
workshop. | wasn't trying to make this point come up. It just came up from a conversation
where | got these leaders to bring an image. | just said, “Bring me an image or a photograph,

and use it to talk to me about what inspires you about working at this place.” And people
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brought all sorts. So, one guy brought literally a picture of the logo and said, “Well, I'm inspired
because | work for this organisation that everyone knows and | can say 'l work here.” Another
person, because this person, this company, made construction equipment, brought a toy
tractor, and said, “You know, | loved these as a kid. And now | get to make them and it's
fantastic.” And we had all these great conversations and it was really uplifting, you know, when
you've got a lot of energy in the room. And then one of the leaders said, “We never have these
conversations in our team. You know, when we sit and reflect about what we've achieved in the
year, we talk about the cost savings we've made or, you know, the objectives we achieved. But
we don't have these conversations. Isn't it terrific, you know, to look at the meaningful
moments or the differences we made to people? Or, you know, why we enjoyed being here?’

And | thought it was a really interesting point.

[Katie 1:20:44]

That exactly is the point you made about the saleswoman trying to convince you to buy the
dress by saying "We must protect our margins. Please buy it.” So true. Finally, before we go to
those quick-fire questions, you said, Sue, one thing in particular about listening that's really
important that | think we ought to mention, when we spoke before this podcast, about what
your intention is going into a listening exercise. Can you just share that with us, because | think

it just sort of rounds off the conversation?

[Sue 1:21:15]

Yes. So, | think it maybe goes back a little bit to what Liam said earlier, when he talked about
being data blind, that we can tend to collect data, or we can tend to go in and listen because
we think that we should, rather than having an intention to understand. So, there was a
definition of communication that | read a lot of years ago, and I've never been able to find it
again. I had a feeling it came from the CIPR, but | don't know. And it talked about
communication being about a mutual understanding between two people. | always liked that
definition, because | think the danger is that we think our job is to help people understand the
organisation, you know, we communicate, because we want people to understand the
strategy or understand why we're making this change or understand what we need them to do.
But this definition says, actually, it's just as much about us understanding them. And, actually,
where's our effort? You know, are we putting that 50/50 effort into understanding our people?
Orisit all about just trying to help them understand the organisation?

[Katie 1:22:22]
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Fascinating. Well, if you've got time, | would love to go to those quick-fire questions, a new set

of quick-fire questions.

[Sue 1:22:30]
Your quick-fire questions are really hard!

[Katie 1:22:34]
What's the one piece of advice you would give an ambitious, say, mid-level IC professional

seeking to increase their influence and take their career to the next level.

[Sue 1:22:48]
I'm going to say, get involved with a professional organisation. If you're not already, get

involved, volunteer, | think you get a whole new perspective outside your organisation.

[Liam 1:22:59]

Know your audiences better than anyone else. Don't let anyone else be the expertin your
audience. And don't let anyone else tell you how to communicate with your audiences. If people
can rely upon you to know the audience, they can trust you to communicate with them. And,
so, spending time talking to people, going out on the front line, if your company has trucks go
outin the trucks. Do the job and understand what's going on. And that will just pay dividends

every time.

[Sue 1:23:23]

See, what he said.

[Katie 1:23:27]
What topical trend, issue, is sparking your interest at the moment? It doesn't have to be

comms related.

[Liam 1:23:35]

| think one of the things that I'm finding really interesting at the moment is | keep having
conversations about mindfulness and the equanimity of the profession as a communicator. So
people like Kareen Griffiths, the work that she's doing around mindfulness in the workplace, |
just find that really, really super interesting, about not getting sucked into the noise and
actually, because you know, the audience better than anyone else, being able to say, “This is

what's really going on. And this is how we should manage it.”
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[Sue 1:24:05]

Very poetic, isn't he? I'm going to say it's still behavioural science and habits for me. | find it so,
I've always been fascinated by what goes on in people's heads. | think it is an absolute goldmine
of an area. And I'm trying to, at the moment, I'm trying to apply the whole behavioural science
and the science of habits to myself, you know, fitness habits, food, blah, blah, blah. | figured,
‘Well, maybe if | can make it work for me, | can, kind of, figure out how to make it work for

other people.’ But I really think it's a huge, untapped area.

[Katie 1:24:39]

Yeah, it's fascinating. We've had two behavioural science experts on the show. Hilary Scarlett,
who I'm sure you know, is quoted in the book, and also William Leach, who is American
behavioural science, that's really applied behavioural science in senior marketing jobs and,
yeah, they're fascinating people. So, for listeners who might want to go back, we'll make sure

the links again are in the shownotes.

[Liam 1:25:05]
I'm terrified Hilary's going to ask us for royalties the number of times she's quoted in the book!

[Katie 1:25:11]
What's the one phrase, saying or quote you tend to use more than any other (and | was slightly
tempted to get each of you to answer the question for each other here, but maybe that's a bit

cruel).

[Liam 1:25:24]

Oh, | can definitely do it for Sue. Sue's favourite phrase, and has always been ever since I've

ever worked with her is " That's really interesting, Liam, but how do | put that into practice?”
You've said it a lot more aggressively than that. “That sounds like waffly BS” you've said on a

regular basis.

[Sue 1:25:49]
| do not! I'm a nice person.

[Liam 1:25:51]

But your point you always come back to, and I think the thing that I've always really valued in

the conversations we have about things is, how do you actually implement that idea? You
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know, how does a communicator take that bit of theory and use it in the workplace? And you
know, that was the philosophy behind when we created the original Melcrum Black Belt, was
around saying, “Okay, there's a lot of theory knocking around, but how do we actually

translate that into something that people can actually do on a day-to-day basis?”

[Sue 1:26:18]

| think Liam is very practical these days. I'm not, | think that's a phrase he would be equally
likely to say himself. So, | was actually gonna say the phrase that | use more than anything else
is "What | think I hear you say is...”  do say that a lot. And | think we have to say it a lot to each
other. Because we do come at things. | mean, Liam, as we said last time | think, Liam is big
pictures, ideas. I'm practical. And both of those things are valuable. And | think some of our
conversations are sometimes these affairs where we kind of stop and go "Okay, right. So that's
interesting. So, what | think I heard you say there was this...” and then the other person goes,

“Yeah, right. Well, what | actually meant was..."

[Katie 1:27:04]
Checking for understanding. And then, finally, you get to complete this sentence however you

like to complete the sentence. 'World class internal communication is...’

[Sue 1:27:17]

Mine is really simple. I'm gonna say '...connecting people." And many, many, many, many years
ago, a guy that | think we all respect immensely called Bill Quirke wrote a book called Making
the Connections. When | was thinking about this, | thought 'It's still true. It's still about making

connections. And it's still about making connections between people and connecting people.’

[Katie 1:27:39]

When we were talking earlier about models and theories and the Black Belt Programme being
about connecting it into the real world, | was thinking of Bill's joke that he has told a number of
times, | have to admit, but it's funny every time to be fair to Bill, which is a consultant is
someone that sees something working in practice and wonders if it'll work in theory. It's a great

joke. Liam, how would you complete that sentence?

[Liam 1:28:03]
Well, funnily enough, | don't listen to the Bill show. But my, | was actually going to pick on
another Bill observation, which is Bill said once one time, he said “You can't take someone else's

medicine” and quite often great communicators. So | would say ‘World class internal
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communications is writing its own your own prescription.” And, actually, understanding that
you can't take something that worked brilliantly over there and try and apply it over here,
because it just won't work. And the key to it is, obviously, understanding the patient you're

working on, understanding the audience. So, write your own prescription.

[Katie 1:28:41]
| like it. Thank you so much, Sue and Liam, for appearing on the show again. That was a

wonderful conversation.

[Liam 1:28:47]
Well, thank you for asking us!

[Katie 1:28:51]
So, thatis a wrap for this episode of The Internal Comms Podcast. For the shownotes and the

full transcript of the show, head over to our website. That's abcomm.co.uk/podcasts. And if

you did enjoy this show, I'd be really grateful if you could give us a review on Apple Podcasts.

Apparently, that's the very best way of helping other IC pros find our show.

We have some great guests still lined up for this season. An 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 you for choosing this show. And especially to
those who reach out to me on LinkedIn and Twitter to say how much you're enjoying the show.
Your feedback means the world to me and | do try to respond to every comment. Thank you to
our producer John Phillips, our sound engineer Stuart Rolls and my wonderful, wonderful

colleagues at AB for making this show possible.

So, my lovely listeners until we meet again, stay safe and well, and remember: it's what's inside

that counts.
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