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The Internal Comms Podcast – Season 9 
Episode 77 – Shane Hatton, Here for the culture 
Transcript 
 
 
Katie  00:03 
The Internal Comms Podcast is brought to you by AB, the world's first specialist internal 
comms agency. For nearly 60 years, AB has worked hand in hand with internal comms 
leaders around the world, to inform, inspire, and empower their workforces, building great 
organisations from the inside out.  
 
Katie  00:30 
If you'd like to discuss new, effective, exciting ways to connect with your people, please get 
in touch. Visit abcomm.co.uk. And if you do, I look forward to meeting you. And now on with 
the show.  
 
Katie  00:51 
Welcome to The Internal Comms Podcast, where it is my privilege to explore ways we can 
make communication at work, work. I'm Katie Macaulay, and I've dedicated a career to 
helping organisations better hear, inform, involve, and ultimately inspire their employees. 
I'm going to keep my preamble short for this episode, because it's just so good. I can't wait 
for you to hear it.  
 
Katie  01:25 
Shane Hatton is many things: an author, international speaker, trainer, coach, and also a 
podcast host himself. But most importantly, for this conversation, which we managed to 
record in person, Shane uses his background in business, psychology and communication to 
help organisations around the world develop remarkable leaders and remarkable cultures. 
Having read both of Shane's books as preparation for this show, Lead the Room and Let's 
Talk Culture, I thought this conversation would be pretty good. But genuinely, it completely 
exceeded all my expectations. I hope you find it as informative and thought provoking as I 
did. So without further ado, I bring you Shane Hatton.  
 
Katie  02:25 
So, Shane, welcome to The Internal Comms Podcast. 
 
Shane  02:29 
It's so nice to be here and be in person, not on Zoom! 
 
Katie  02:31 
I know, what a treat for both of us. I have read both your books, loved them, really excited 
to talk to you about both of them, particularly your latest book, Let's Talk Culture. In that 
you talk about your journey. And you write "my journey is best described as a long collision of 
marketing, leadership and psychology." And I was just wondering if you could share with us 
how that career journey evolved, what led up to that collision, and what that collision looks 
like in terms of the work you do practically on a day to day basis. 
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Shane  02:35 
I think collision is a good word because it feels chaotic. I think that's probably the way that 
the word collision resonated for me. I think if you go back and look at my career journey, do 
you find that there's journeys that you go on, nothing makes sense, as you're doing it until 
you look back and you see all of the things seem to somehow align to what you're doing 
now? That definitely describes kind of my career journey.  
 
Shane  03:30 
So when I finished school, I remember not knowing what I was going to do with my future. 
And I was actually doing an electrical apprenticeship in Australia. And I was out there 
working wiring houses, and it was kind of this workspace. I lasted for weeks in that work 
experience and realised I never want to do that with my life. But it was around the time 
where applications to university was closing. And I said to my girlfriend at the time, who's 
now my wife, we've been married for 15 years. I said to her, "what are you doing with the rest 
of your life?" And she said, well, I'm thinking of going to university and studying business. And 
I said, "could you just enrol me in that because I have no idea what I want to do." And so 
that's why it felt very chaotic. It felt very colliding.  
 
Shane  04:07 
But I found myself in business, and just was attracted to marketing. And so I went and did 
my degree in marketing. And it was just something about messaging. It was something 
about connecting language to people. And that really kind of triggered this, I guess, 
fascination with communication. But then when I left university, I was working in a 
marketing job and I worked in an event management job. I was working for local 
government and I was coaching community leaders how to run community events. And that 
was involving gathering groups of people and volunteers, coaching volunteers, mobilising 
them around a key idea or a movement. And I never fully understood how that connected to 
anything that I was doing.  
 
Shane  04:44 
So fast forward to what I do now. I now help people capture ideas and messaging and 
mobilise people around those ideas, and then build cultures that make people want to stay 
and be a part of those ideas. And so, all through my career I've had these moments. Now I 
went on and worked in other jobs, I worked in communications in a not for profit, I worked in 
student recruitment in a university. So all these things, it was all about marketing, it was all 
about communication, it was messaging, it was culture, it was coaching, and all of these 
things I just feel like collided to the work that I do now. So it was never planned. But it's all 
ways been really helpful. 
 
Katie  05:18 
I've had other guests say, Yes, 'life is lived forward, but understood backwards.' 
 
Shane  05:24 
That's a much simpler way of saying what I just said, Yes, I will say that in the future, I think. 
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Katie  05:30 
But it's interesting, isn't it, because it means for listeners who may be feel they haven't got 
that really clearly crafted plan of where they go next, and where they go after that. 
Actually, your story is suggesting that you don't need that necessarily. Possibly, what you 
need to do is just make the most of every opportunity and find the thing that you're 
passionate about in the thing that you're doing, because that will probably guide you on to 
the next thing, if that makes sense.  
 
Shane  05:55 
Yeah. I have a mentor who sat down with me. And he drew three circles on a page. He was 
recruiting for a CEO at the time. And he said, "Shane, the things that I look for in a CEO are 
these three", he said "it's experience, it's expertise and it's essence." And he said, "two people 
could have the same experience but they take away very different expertise. But they also 
have very different essence." And so when I'm looking at my career trajectory, and the kind 
of work that I've done, it's not just experience, I must say, so what did that teach me? What 
did it, what I learned from that? And what expertise can I gain from that? Who did it shape 
me to become so that my essence is who I am? And so I always think that those three things 
now whenever I'm looking at my work, I'm like, it may not make sense now. But what's the 
expertise I can draw from this? And how has it shaped the person that I'm becoming? 
 
Katie  06:39 
Let's start with your first book Lead the Room. When we spoke previously, I think you 
explained that Lead the Room began as a management development programme, am I 
right? This is the origins of the book. And I think it was about how to enable people to move 
from a fairly senior level, but to a much more senior executive level. Is that but is that the 
origin? 
 
Shane  07:04 
The origin? Yeah, it actually started as three programmes blended into one. And it came 
because a HR leader reached out to me and said, "we've got this layer of leaders that are 
senior level managers, but haven't been able to make that jump to an executive level 
leader." As a result, they're recruiting externally. And when you recruit externally, you dilute 
the culture that you have, you have to kind of lose some of your organisational knowledge. 
And yes, there's advantages, but you lose some of that real development pathway. And she 
said, "Shane, could you help us create a programme that would help people make that 
jump?" And she said, "What are the core skills you think people need in order to be able to 
make that jump?" And I thought about it for a moment and kind of reflected on my 
experience, expertise and went, you know what, I think there's three things that help people 
navigate that jump. And I used it as a metaphorical space. And it was a room at the time. 
And I said, "I think leaders need to know how to lead in the conference room, the meeting 
room and the lunch room." And that's really where Lead the Room started.  
 
Shane  07:59 
And the way I unpack that is, leaders need to know how to lead in the conference room, 
which is those most obvious moments of leadership. It's the ones where you're standing in 
front of your staff. It's a big group environment, it's public speaking, it's presenting 
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messaging, it's vision casting, it's all of those collective leadership moments. But then there's 
the less obvious ones. It's the individual. It's in that meeting room. It's the one on one. How 
do I coach my team? How do I develop my team? And then the one that feels a little bit 
more abstract, which is obviously where I went with the second book, which is the lunch 
room. Which is that cultural leadership. How do I create culture when I'm not in the room? 
How do I have a culture that's so strong that everyone knows what's expected of them when 
I'm not even in the room? 
 
Katie  08:38 
I love that thought. And it's reminding me of a piece of coaching advice I was given when I 
first became a Managing Director. And it's such a simple, it was just a simple insight. And I 
thought, "oh, Katie, you're so stupid for not realising this." But my coach said to me: "never 
forget, the eyes are on you all the time." If you get up from your office, in those days, we had 
offices, and walk across the building, people are watching you. And I don't know why. But I 
thought well, I'm, I'm only visible when I'm in a meeting speaking on stage, but you're not are 
you? People are looking to you all of the time. In every moment of interaction. 
 
Shane  09:17 
One of the things I say to people is, "as you move through different layers of leadership, 
especially when you've got bigger organisations, you can't see everybody." One of the things 
that's great when you first start your first management, or you might have two or three 
people on your team, you can meet with them weekly, you can meet with them daily, 
almost. But then you start to oversee a department. And now you see three to four people. 
have a team of 20 or 30 people and then you start seeing an organisation. And now I can 
see again 10 to 12 people out of an organisation of 100,000 people. So you can't see 
everybody but you can be seen by everybody. And people are watching. They're always 
watching. 
 
Katie  09:51 
The focus of that book, I think is really smart and it can be best summed up by 'intent before 
content.' I think when I picked that book up, honestly, I thought this might be another one of 
those books about how to have shorter bullet points on your slides or how to wave your arms 
around less or more, or make contact with the audience. It's much, much smarter than that. 
And you include a really fabulous quote from Dolly Parton. 
 
Shane  10:20 
Wow, source of truth is also true wisdom. 
 
Katie  10:23 
"Figure out who you are, then do it on purpose." What a great line! Can you explain this 
whole idea of intent before content? 
 
Shane  10:34 
Most people I talk to when it comes to either preparing a presentation, something as basic 
as that, or even writing a book or, you know, preparing a messaging for an organisation. 
They always sit down and they gather all the information and all the content, and then they 
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go, how do I now distil this down? And they try to add to the kind of equation. And I 
remember an experience we had a few years back, we were travelling through Italy, we 
went to Florence. And when we were in Florence, we went on a tour through the museum 
there and saw the statue of David for the first time. And the tour guide that was with us, 
told us a story. Now whether it's true or not, I don't know. But I liked the story. He said 
Michelangelo believed that the sculpture was always within the stone. And it was his job to 
remove all the superfluous material to reveal the statue that was already there. Most of the 
time, when we think about communication, we think about it as a process of addition: get 
more information, get more and get more, get all of that content together. And what I try 
to encourage people to do is strip it back to find that intention: "what do you really want to 
achieve? What does success look like?" And then remove everything which is unnecessary 
that gets in the way of that intention being achieved.  
 
Katie  11:38 
And the other thing about that is you then under asking questions, like, "do we want our 
audience to feel excited, involved, concerned? You start with that intention, and what was 
from it, but always keep in mind, your central focus of what you're trying to achieve. 
 
Shane  11:55 
Yeah, I think you may have read Chip and Dan Heath's book Made to Stick, that was one of 
the concepts where I learned about commander's intent. And I remember reading that in 
the book in America, and I'll unpack that for people who haven't read it yet. I reached out to 
my friend in Australia andsaid, "Please tell me this is not just an American thing, please tell 
me this is something much bigger than that." He said, "No, no, we use it. Absolutely." And 
since then, I've worked with a lot of emergency services and police organisations, and they 
use it as well.  
 
Shane  12:20 
Commander's Intent is ultimately a one line statement of success. So for an organisation, 
like the military, that are conducting an operation, they always want to define what success 
of that mission looks like, before they start anything else. Once that's been defined by the 
Commander, it gets handed down through the ranks and the operational plan, the tactical 
plan gets attached to that intention. But at any given moment, any single person in the 
chain of command can go back to the top of the document and see the Commander's 
intent. So everybody knows what success looks like. And so whenever I talk about intention, I 
always ask people, "What do you want people to think, know, feel or do by the end of this 
messaging presentation, when we get this across?" Because that defines success.  
 
Shane  13:02 
So when people hear that I coach presenters, I'll go and see a keynote speaker, they get off 
the stage, they go, "how did I do?" What they're asking is, how did I perform? Was that 
entertaining? Was I funny? Was I engaging? And the question I asked them is, "what was 
your intention?" Yes. When they tell me then the next question is, did you achieve that? 
That's success. Yes, you can improve your skills. Yes, you can be more entertaining. Yes, you 
can be more engaging. But did you achieve your intention? Yes, that I think that's success. 
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Katie  13:32 
The other thing about that Commander's Intent is also that it's one line. And how often are 
we presented with "Yes, what we're trying to achieve are these seven objectives, nine KPIs..." 
and you're lost already. But the idea of it being one single minded idea, concept, I think, is 
really clever. And everyone can rally around that.  
 
Katie  13:55 
Let's just stick on Lead the Room just for a moment longer. There's another really great 
quote, oh, my goodness me, you've got a gift haven't you? These wonderful quotes. This is 
James Humes is a speech writer for five American presidents. 'The art of communication is 
the language of leadership. Every time you speak, you are auditioning for leadership.' Now, 
many of our listeners will be responsible for advising leaders about how to be better 
communicators, essentially. I'm just wondering, and this is really tough question. It's 
probably an unfair question. But what is the most powerful piece of advice we can give 
leaders to become more effective communicators? We've talked about intent. Is there 
anything else that those listening can say next time they're in the room with their leader, 
they could give them this piece of advice or something even just to ponder?  
 
Shane  14:51 
I love that. I'm still hanging up on the quote, to be honest. It still carries this heavy weight on 
my shoulders and for people who are listening. They're probably hearing that going, "Oh, no 
pressure. You know, every time I speak in public, I'm auditioning for leadership, no pressure." 
 
Shane  15:06 
The thing that I love about this quote is it reminds us that every opportunity to speak is an 
opportunity to lead. Whether that's a team meeting, whether that's a town hall, there are 
some that are really obvious, but then there's others, which are less obvious, that every 
opportunity to speak is a moment to lead people. It's an opportunity to take people from 
where they are to where we want them to be. And I think that's the power of 
communication.  
 
Shane  15:30 
When it comes to giving advice of what we could do, I think typically, when people think 
about communication, or speaking or leading people with our words, the temptation is to 
always ask the question, how? So how do I wave my arms around in a way that exerts 
authority? How do I project my voice? How do I deal with confidence? How do I structure a 
presentation? How do I have great looking slides? And I think that stuff's important, but it's 
a small part of much bigger picture. 
 
Shane  15:59 
More important than how, is who. It's the leader. And I often use this example. Imagine 
people who were listening to this, I showed up to your door today. Now, London's a bit 
different where we are because nobody has cars. But in Australia, everybody has cars. But 
imagine if I showed up into your doorstep today, and I just said to you, "Hey, Katie, would 
you mind just jump in the car with me? I'd love to take you for a drive." Immediately, you 
would be like, "No, thank you. I don't know who you are, I have no reason to get in the car 
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with you." And if I told you, "Katie, but I'm a really great driver, I'm a sensational driver," you 
will say "I don't care how great you are at driving the car. I don't know who you are. And I 
don't know what reason I have to get in the car with you." You can be a really good driver, 
you can be exceptional at your communication skills. But people don't trust you. You don't 
have something valuable to say, you haven't made a clear intention. So they have no who 
and they have no one, even though they have a house. And so I'd say the best piece of 
advice I can give is don't just focus on on how, focus on who? How can I build trust with my 
team? How do I build trust in the organisation? How do I become aware that I'm being seen 
by the people in the business, the way I walk into reception everyday and I say hi to the 
receptionist, or to our team as I'm walking through the corridors. If I ignore them, if I'm rude 
to them, and then I have to stand up on a stage and say, "let's go on on this journey 
together" and everyone says, "well, I don't want to because I know who you are." So who, not 
just how. 
 
Katie  17:19 
And I think the other thing is really important to say is, if you treat PAs or frontline workers 
as invisible, you just ignore them, you don't engage with them. It's not just the disrespect 
that you're giving to those in those moments of opportunity where you could have engaged 
and could have actually kind of moved those people forward with you. You're missing out 
on. Other people are watching that behaviour and not liking it too. It isn't just those 
immediate people. The reason I love that analogy so much is that also you've got that idea 
of "I might get in a car with you, you're telling me you're a safe driver, you're over time as you 
you're convincing me that you are a trustworthy person, but you still haven't told me the 
destination, have you?" So that analogy is really clever, in kind of getting the leader to think 
"Before we set out on this journey this is where we're going, this is what the end result looks 
like, kind of where we're plotting a course to somewhere." Yeah. Which I think is quite a nice 
idea to think about as well, actually. 
 
Shane  18:22 
Yeah, and giving them a compelling reason. Because I could say, "I'm going to take you for a 
drive to Edinburgh." And you might go "well, I don't want to go to Edinburgh." But I've got to 
actually tell you, "Hey, here's why we're going to Edinburgh, this is why it's so important. This 
is why you'd want to get in the car with me, this is the reason that you'd have to get in the 
car with me."  
 
Shane  18:39 
So I would say it's almost like three circles in a venn overlapping each other. And right at the 
centre of all those of who, what and how, is that really compelling sense of leading people 
with our messaging, I remember working with an organisation and they were rolling out a 
policy around bullying and how they wanted to eradicate bullying. And they were putting 
really firm guidelines in place around this. And it was the days of conference calls before 
Zoom, where it's just a microphone on the table. And they had all of these satellite offices. 
And the person who was leading it was on the phone in their main office. And there was a 
branch that was a satellite office all gathered around a table around the microphone. And 
this leader steps up and starts saying, you know, "we're going to eradicate bullying" and 
they just pushed mute. Everybody in the room said, "This is ridiculous. He's the biggest bully 
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in our organisation. How can he do that?" It undermined the entire messaging of that 
because of his behaviour and who he was. And I often say to people, this one phrase 
'reputation speaks long before you do.' 
 
Katie  19:32 
But it can work the other way as well. I remember with one of the biggest banks, one of the 
first gender equality sexual equality campaigns was headed by a guy who's probably well 
known for being an ex rugby player, quite a macho approach to business. But he put his 
hand up and said "no, I want to lead this," and it was so powerful. So the other way works. 
 
Shane  19:56 
Yeah, it's the who. When we connect with the person then the messaging comes alive. But if 
we disconnect from the person, the messaging can be world class and it can fall to the floor. 
 
Katie  20:07 
Again, just sticking with Lead the Room for a moment, you write "one of the mantras I share 
with the leaders who have to speak, is simply this: Don't answer a question that nobody in 
the room is asking." I thought that was a brilliant piece of advice.  
 
Katie  20:26 
Let's talk a little bit about listening. What role does listening play in leadership 
communications? And I was wondering if we could get practical here. have you seen any 
actual examples or initiatives around listening that you've particularly liked? 
 
Shane  20:41 
I think the listening component of it plays into the overall messaging piece of this. And let 
me kind of unpack what I mean by that. When I finished writing Lead the Room, I spent four 
months teaching people how to speak. At the end of the book, I was invited to participate in 
a another book that somebody was writing where they reached out to a whole lot of 
communication professionals and said, "What's your number one piece of communication 
advice?" And they put it together in a book. And I just spent four months teaching people 
how to speak. And I thought about it for a moment. And I boiled it down to this one line, 
which was that 'Good leaders know how to speak and great leaders know when not to.'  
 
Katie  21:16 
Yes. 
 
Shane  21:17 
And for me, there was a power in speaking, but there's also a power and listening and 
knowing when not to speak. And so I think about communication as a tension and resolve. 
And typically, we would go into a presentation or to deliver some messaging with a resolve, 
or an answer or a solution. But we haven't first walked ourselves backwards and ask what's 
the question that people would be asking? Or what's the problem that people would be 
experiencing? As a result of that we walk in, and it's like that old adage, tell people what 
you're going to tell them, tell them and then tell them what you've told them. It's like going 
to a movie and saying, show them the end of the movie, then show them the movie, then 
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show them the end of the movie, like well, there's no tension, and there's no resolve. But the 
greatest messaging has tension and resolve. But the only way you can fully do tension is to 
understand problems, to understand pain, to understand questions, to understand 
challenges, and you can't understand those without listening.  
 
Shane  22:09 
The greatest entry point to communication is through empathy. And empathy is by sitting 
with people and understanding their stories, understanding their experiences. And so 
listening is such a vital part to communication. In terms of the practicalities of that. I know 
that you do a lot in terms of your work, I will be really curious to hear what you've seen about 
the actual organisations that are doing it well. What I've seen work well in organisations is 
actually less about how they're listening. It's actually what they do with what they've heard. 
 
Katie  22:40 
Yes, because people stop giving feedback pretty quickly, when they realise it's just going 
into the ether, or somebody's bottom drawer. Never to be seen again 
 
Shane  22:49 
Yeah, or an inbox that's never checked.  
 
Katie  22:50 
Exactly. Exactly.  
 
Shane  22:52 
Well, I mean, have you seen organisations that are doing that? Are they doing listening 
circles? Are they doing think tanks? Are they, how are they engaging with people? 
 
Katie  22:59 
One of the biggest listening exercise was an international bank. I'm not going to remember, 
they branded this listening exercise something. And there is a case study, we will find that 
case study, listeners, and put it in the show notes.  
 
Katie  23:13 
Groups of people, they decided they all had to be on the same level from a hierarchical 
point of view. But the idea is they would meet in rooms with no agenda at all. And these 
were just listening circles, you could bring up any issue, any topic. And for my book, I 
interviewed the person who architected this whole listening campaign, which I think 
eventually went internationally. And I remember saying to him, "what happened?" And he 
said, "Well, for the first few months, most people sat there really uncomfortably. They 
weren't used to a) having the space, not having the agenda, realising they could speak 
about anything." It did take time, and  it wasn't a switch on the wall that they could flick and 
all of a sudden, spontaneous, genuine feedback and, and conversation would flourish. Once 
people realised this was serious, it wasn't going away, they could speak up, it started to 
happen. But the crucial thing, and I think the thing you're mentioning here, which we have to 
come back to, is that someone in the room, protecting people's anonymity, was recording 
the issues, the challenges, the solutions, the ideas. And this went into a big system, a very 
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sophisticated Excel spreadsheet. And then they worked on these problems and initiatives, 
and had that feedback loop going on. So that became meaningful and change resulted at 
the end of it. What I hear a lot of when I speak to clients, when I talk about listening, they'll 
say, "oh, when we have our pulse survey, we have our engagement survey. That's another 
one-way communication exercise. That's still not really a conversation. And what we're 
talking about here is really a conversation. 
 
Shane  24:54 
I've seen so many organisations use different things. They've used their engagement surveys 
with the comments to be able to capture information. They've done listening circles. They've 
done small groups. They've had their CEO out talking to people. They have had external 
representation come in so that people can feel that when they don't feel safe to talk in front 
of their CEO. They've done all these tactics and tools. And they've gathered such incredible 
information and insight and data. And all of that data goes into a presentation to the 
executive team. And they say, this is how people are feeling, this is what they're 
experiencing. And they go and make changes behind the scenes. And then that's it. And 
people say, well, we never saw anything as a result of that. And yet, there's all this change. 
And so it's not just listening, it's actually feeding back to people. What did you do with what 
they shared?  
 
Shane  25:38 
The way I've framed it to people is that there's a difference between letting someone speak 
and helping someone feel heard. Listening circles, tools, surveys, all those things, let people 
speak. Doing something with it, taking action and telling people what you did with, that 
helps people feel heard. 
 
Katie  25:54 
Let's talk about your next book, which is called Let's Talk Culture. So perfect segue. Now this 
starts with a story. Some listeners might know about three goldfish. It's part of a 
commencement speech by David Foster Wallace, can you share that story? 
 
Shane  26:13 
It's not related to culture. But the story and the metaphor is definitely applicable to culture. 
It's a story about two goldfish who are swimming along in a bowl and having a conversation 
and another goldfish swims in the opposite direction towards them, and says, "morning, 
boys, how's the water?" They kind of politely nod and keep swimming on, pause for a 
moment, look at each other and go, "What the hell is water?" I love that story. I tell it all the 
time. And it takes us so long for people to register what's taking place that story in a 
keynote. So let people sit with that for a moment maybe pause the podcast and reflect on 
what that actually means. 
 
Katie  26:48 
I love it. The reason that's such a good start to your book is there is this intangibility. There's 
this almost amorphous nature about culture, we kind of know it's important, and we know 
it's there. Your research suggests that a lot of people who fundamentally actually can 
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inform and change culture actually believe they can't they don't even know how to get a 
handle on it. Would that be fair?  
 
Shane  27:13 
Yeah, we studied 1000 Australian managers. And when I set out on the journey to write Let's 
Talk Culture, I didn't want to give an opinion on what culture was because there's so many 
opinions on it. I wanted to look at what the research was telling me about culture. And so we 
intentionally engaged an organisation to help us run a study of 1000 managers, and not 
executive leaders and not kind of frontline leaders like right in the middle, like these middle 
managers, the people who are living it out day to day. And when we ask them, just 3% felt 
fully confident to be able to build culture.  
 
Katie  27:44 
Wow.  
 
Shane  27:45 
3% of managers. That was confronting. 
 
Katie  27:49 
That's just incredible. You right, that you're never surprised when you talk to leaders and 
hear there is conflict at work. You write :I'm more concerned when they claim there isn't." 
 
28:02  Shane 
Yeah, because usually when someone says, "oh, no, our team is fantastic. We don't have any 
conflict in our team." Then there's a good chance there's conversations that are happening 
beforehand, it's under the surface, it hasn't bubbled up to the surface yet. I have a friend of 
mine who is in New Zealand, and her name is Alicia Mackay. And we were sitting down 
having a conversation about great teams. And she said, "Shane, I think great teams have 
one meeting." And I was like, "Okay, tell me more." She said, "I think great teams talk about 
all the things they need to in the one meeting." She said, "Dysfunctional teams have three 
meetings. There's the meeting before the meeting. There's the meeting. And then there's the 
meeting after the meeting." Because people don't feel confident to actually say what they 
need to say in the meeting. And that's kind of why when I hear people say, "Oh, we don't 
have any conflict on our team, we don't have any challenges on our team." When you pull a 
team together, a team is made up of so many different personalities and backgrounds and 
experiences. And human beings are so vastly different. When you put those differences in a 
room together, you can't help but create some tension or conflict. And we actually need 
that. Differences are advantages for our teams. But differences need to work. 
 
Katie  29:10 
Do you think there is a reason that people leaders feel that sort of emasculation? I'm trying 
to think of a better word than that, that inability to inform and influence culture? What is it 
that makes them feel that they can't do that? Or they can't see a way to do that? Is that just 
training? 
 
Shane  29:29 
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Well, you know, it's interesting, we asked people how often they were getting training on 
culture, and people were saying they're getting training a lot. They were getting a lot of 
training.  
 
Shane  29:39 
The challenge with that was they struggled to understand what culture is. I mean, if you 
thought culture is being able to have a difficult conversation with someone on our team, 
and if you see that as an element of culture that if you had crucial conversations training, 
we had culture training. So I think a lot of people overestimated how much culture training 
they had, and they just incorporated everything into culture training.  
 
Katie  30:00 
Right. 
 
Shane  30:00 
When we said, how often are you getting specific training on how to shape culture, very few 
people were actually getting that kind of training.  
 
Katie  30:08 
Right.  
 
Shane  30:09 
So I think the biggest challenge is a couple of things. There's two parts to this. The first is 
because they don't understand culture, they don't see what they do on a day to day basis as 
having that influence on culture, we asked people who's responsible for culture in your 
organisation. And it cascades down from the top. They said, "We believe that the CEO or 
the head of organisation is responsible for setting the culture, the C suite or the executive 
team is responsible for leading the culture and people leaders are responsible for 
addressing cultural inconsistencies, communicating that culture and living it out every single 
day."  
 
Shane  30:43 
Now, if you look at those things that are actually shaping the culture of an organisation, it's 
not telling people what the culture is, it's not trying to even just live it out yourself. It's all of 
those core elements of addressing the inconsistencies, communicating it to people and 
sharing it with people, By actually living it out every single day, that's the middle managers, 
and they're touching every aspect of the organisation. And so because they don't see 
themselves as those people who are influencing culture in that way, they feel very powerless. 
And so part of the shift is helping them understand what you do every day is actually 
changing the culture of your organisation. 
 
Katie  31:17 
I've realised now in this conversation that we have shifted to talk about culture, we haven't 
defined it for people. And in your book, if I remember rightly, you have a whole chapter on 
defining it. But I think at the end of it, you say, "Look, we can spend a lot of time deciding on 
what the absolute right definition is, we need to move on to actually working out how to 
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build it, manage it, foster it, and all the rest of things." Probably a more useful enterprise to 
be doing that.  
 
Katie  31:46 
Having said all that, is there a definition that you particularly like? What sticks in my mind 
for a while, probably about three or four years ago, maybe a bit longer, people would 
wander around and say, "it's the way things get done around here." Or "it's the way we do 
things when no one's looking." I don't know. Over to you. 
 
Shane  32:06 
Yeah, I mean, I've heard it's the way things get done around here. It's the soul of our 
organisation, it's the vibe of the place. It's the soil in which our, you know, organisation 
grows... The answers to those definitions is they're all correct.  
 
Katie  32:19 
Right.  
 
Shane  32:19 
So as it stands now, there is no universal understanding of what culture is, there's no 
universal definition. And I think that's what makes culture so confusing for people. When I 
did the research for the book, it was kind of like the early 90s. I think, before we start getting 
everyone has an opinion on Google. So looking at academia, there were 54 academic 
definitions of culture.  
 
Katie  32:37 
Wow.  
 
Shane  32:37 
And as I sat down, I went, what do all of these have in common? So rather than trying to 
define what culture is, what does everyone's universal kind of understanding of culture look 
like? And there were four things. The first one is every time culture is mentioned in academia, 
it's always referencing a collective group. It's always collective. So it's not my culture, your 
culture, it's our culture. I guess the why that's important to understand is that if you have a 
team, you have culture, whether you've done something about it or not.  
 
Shane  33:08 
So that's, I guess, something for people to understand who are listening. You might go, "Ah, 
look, I need to design my team culture." Like, well, no, you have a culture already. It's now 
creating the culture that's more by choice rather than by chance. So it's always collective.  
 
Shane  33:22 
The second is that there's two elements, there's an unseen element, and there's an 
observable element. So culture always has an intangible quality to it, which makes it so 
ethereal and abstract. Because people go point to our values, and seems to point to the 
walls, you know, you point to your meanings, or assumptions or your beliefs, you can't point 
to them, they're there, they influence culture, but you can't touch them or feel that. But 
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there's also an observable nature to culture, when you say, what are the behaviours or our 
systems and our practices and our policies? They shape culture, but you can point to them, 
you can touch them, you can feel them.  
 
Shane  33:57 
And then the last thing is that culture is is learned. And it's shared learning. So when we get 
culture, we learn it by being around other people.  
 
Katie  34:04 
Yes.  
 
Shane  34:05 
So you can go into a team. And this is typically how culture works. I'll join a team. And I'll look 
at what's happening around me to try and learn. And so how do I do that? I observe 
observable behaviours. And I look at what people do. I look at how they treat each other in 
meetings, I look at how they say hello to each other when they walk in. And I use that 
observable information to make sense of what I can't see the unspoken, the invisible, and I 
got all these people value collaboration, these people value connection, they value these 
things. So in order for me to belong in the collective, I must also value these things. 
 
Katie  34:38 
Yes. The other light bulb moment for me reading your book. And this might sound a bit 
strange, so I apologise. Was a round expectation. You talk a lot about being very clear 
about what your expectation is. And I think you even talk about writing those down.  
 
Shane  34:54 
Yes.  
 
Katie  34:55 
That was for me as a leader albeit of a small enterprise. I thought "Oh, I do have 
expectations. I don't think I've ever written them down." And I don't think I've even used the 
language of "this is what I expect." Can you just unpick that for us a bit? 
 
Shane  35:10 
I would say all of our biggest frustrations or disappointment in life can be boiled down to a 
misalignment of expectations. So for example, you go to see a movie and someone says, 
"You should see this movie it's fantastic." You see it, it's miserable. You go, "That was a 
disappointment." You go into a team meeting and you contribute an idea. And somebody 
shuts down your idea and you walk away feeling disappointed, it's because you expected 
when you went into that meeting, in that you share ideas that people would build on those 
ideas that they would add to those ideas, not shut them down. So there was a misalignment 
of your expectations.  
 
Shane  35:41 
The challenge is, we walk around with expectations, like an invisible rulebook that we use to 
govern our life. And we judge everybody else, according to our rulebook, not realising that 
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their rulebook is different. And so, in Let's Talk Culture, I talk about making the unspoken 
spoken, because it's about bringing out those expectations of one another and framing 
them as expectations. Because it's different to say, "Oh, well, I would like somebody to do 
this," because it allows the interpretation of preference, or "I'd prefer if you do that." But 
when you say, "I expect you to do that," that allows you to do one of two things, be very 
explicit with people what you want, or for you to hear it said out loud and go "maybe that's 
not helpful."  
 
Katie  36:22 
Yes.  
 
Shane  36:23 
So maybe you say "I expect that everybody would be supportive of my ideas." When you say 
that out loud, you go, Oh, okay. It's preferable, I like it when people are supportive my ideas, 
but do I really expect that every idea that people would support? Maybe I don't want that. 
It allows us now to reframe that in a more helpful expectation. 
 
Katie  36:44 
Do you think in a world of hybrid working, that we are going to have to get a lot more 
explicit with culture? We are going to have to sit down and write these things down to be 
very intentional about the things we need to build. Because all the things you talked about 
about observable, and it's so interesting, I don't think people even realise that doing it 
necessarily, but we're soaking up the way things are done, as you say, from the moment you 
walk into reception, even, and the receptionist greets you and you greet them back, are we 
going to have to get a lot more intentional than we ever have done? 
 
Shane  37:22 
I think we have, to some extent, because of COVID. So I'm not sure what it was like here in 
the UK. But in Melbourne, we went straight to working from home for a long time. And 
unfortunately, Melbourne was one of those locked down cities in the world. As a result of 
that, everybody had to get really clear on their expectations of people. What does it look 
like when you're working from home? When I can't see you, when you're not around the 
office, what do we need from you? And this sort of surprised a lot of people, but two thirds 
of the people that we surveyed in our study said that culture had a moderate or massive, 
positive impact on culture.  
 
Katie  37:59 
Right. 
 
Shane  38:00 
Which was so surprising.  
 
Katie  38:01 
COVID did? 
 
Shane  38:02 
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Yeah, what most people, when I talk to senior leaders, they say "COVID killed our culture." 
But their middle managers saying "COVID helped our culture," generally speaking. And 
when we dug deeper into that I was going, "why are they saying that?" And I think for the 
first time in a long time, leaders became very explicit about what they wanted of their 
teams. They increased levels of trust and autonomy by being able to let them work from 
home. And they showed up more than they ever did before, and communicated. And so yes, 
it was challenging. Yes, it was hard. And I'm not saying everything about our culture's 
became better. But the elements that strengthened culture, trust and autonomy, high levels 
of communication, explicit expectations, all of those things improved during COVID. And 
they're things that we can continue to maintain. 
 
Katie  38:48 
I had to guess, Neil Griffiths who's wonderful, who said, yes, we're no longer living in a world 
of a work life balance, but a work life collision. Coming back to that collision word again, we 
also did see a little glimpse into people's homes as well. And I wonder if that, I think just 
added to that sense of humanity coming together. You know, I can't say as one, this is far 
too rosy a picture for an awful pandemic. But there was something about us connecting on 
a slightly different more human personal level as well wasn't there? 
 
Shane  39:23 
Yeah, there was shared experience. There was something... I remember years ago, I was 
working with a volunteer organisation, and we had experienced a lot in our team. So we've 
experienced really great successes. We achieved some really great goals. And our team had 
formed and bonded. And then in 2013, one of our team members was taking a helicopter 
ride through the Yarra Valley and he was killed in a light aircraft crash. And I remember 
bringing back the team and getting the team together and we went through this journey of 
grief together.  
 
Katie  39:53 
Yes.  
 
Shane  39:54 
And there was something about, I would never wish that experience upon anybody, but 
what It created an our team to have experienced something together in a different way, 
formed our team in a way that I could never explain. And we'd experienced success, we'd 
experience achievement. But there was something about this collective grief experience 
that bonded us in a different way. There was something about COVID, which is a collective 
grief and trauma. That is, it's been a horrible experience for so many people. And yet it has 
bonded people in a way that is really unusual. And it's different than us having achieved 
something together. So it's just been quite an interesting experience. 
 
Katie  40:31 
You're making me reflect on the fact that not all experiences in business need to be rah, rah, 
rah, super positive, we've done it again, let's celebrate, to be bonding and meaningful. Yeah. 
And that's important to remember as well, isn't it? 
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Shane  40:48 
Yeah, because I think the temptation is to want to move on quickly from failure, or move on 
quickly from grief or quickly from the things that are less comfortable. There's a great 
quote, one of my favourite quotes was from a man who was travelling around New Zealand, 
interviewing families with children who had additional needs. He finished his journey and he 
was so inspired by these families, and he said, what I've learned of these families as this, 
they've learned to be grateful for the things that they would have given anything to avoid. 
And the same is true in business. And same is true in your team, there will be people who are 
listening to this who go, "we've had some really challenging experiences. And I would never 
want to live those experiences again, I would have given anything to avoid them. And yet, 
somehow, we found something great in those experiences." 
 
Katie  41:37 
You also say, let me get this quote, right. "Before you can have a culture conversation, you 
need to have a culture of conversation." We've already talked a bit about the listening, but it 
is coming together, maybe more often, to share how we feel in the moment about 
something as well. And having and being comfortable and allowing people to do that must 
be so important.  
 
Shane  42:01 
Yeah. And it's also the, I guess, the foundation of psychological safety that sits around that. 
I always say to people, "you can only go as deep as your conversations are safe." And if you 
think about the depth of a conversation you can go to you will only go to the depth of the 
safety which the team feels. And so if you haven't created the safety, which comes through 
consistency, and time, and bringing the conversation deeper. When you're ready to have 
these deep conversations about our culture, and our mission and what we're working 
towards, you can't get to that depth because there's no culture that sustains that in the 
beginning.  
 
Shane  42:36 
So I always say to people, "before you start having these conversations about culture, start 
to have a culture of conversations." There's simple things you can do, as personal– this is a 
really practical tip– ask personal, non intrusive questions of your team, when it comes to 
your team meetings. Give five minutes at the start of your team meeting to ask a personal 
non intrusive question. And what I mean by personal non intrusive is don't go "hey, what 
does everybody think about the politics at the moment? What does it think about religion?" 
Or all the kinds of sensitive topics. But as people, if you were to think about a characteristic 
of somebody in your family that you really admire, who comes to mind, and what's the 
characteristic? What that allows people to do is to decide how deep they want to share with 
a group, and it's not intrusive, or you might– and it's not about themselves either. 
 
Katie  43:21 
Yes, smart. 
 
Shane  43:22 
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So you could ask a question like, "What for you has been one of your things that life has 
been teaching you lately?" Now, it could be that you know what, "it's been horrible weather, I 
need to pack a raincoat." Or it could be "We've just lost someone in our family, I've realised 
that family is really important." The thing about a non intrusive personal question is it's 
personal, not work related, but it allows the person to decide how much they want to share 
with the group. And you'll be you'd be surprised if you just get into a regular routine of asking 
these person non intrusive questions, you can bring the depth and the safety of those 
conversations and the vulnerabilities conversations a lot deeper. 
 
Katie  43:55 
Really, really interesting. You're just making me reflect again, because yesterday was 
Thursday, which is when on a Thursday, at the end of every month, we take everyone out for 
a drink. And it's just that moment to get together and...  
 
Shane  44:08 
I love that. 
 
Katie  44:09 
...talk.  
 
Shane  44:10 
What happens on your Thursday sets up everything happening in your work, which I love 
that you're making that intention because, there'll be moments that when you're having a 
drink where you're sitting beside somebody and you go, "Hey, how are you doing?" "Yeah, 
uh, you know what, it's been really tough."  
 
Katie  44:24 
Yeah. 
 
Shane  44:24 
And when you see them in the office, you go, "Are you doing okay?" That means the world to 
people. 
 
Katie  44:29 
Yeah, it's really... 
 
Shane  44:29 
I really love that. 
 
Katie  44:31 
Yeah, it doesn't sound terribly strategic. But when we think about taking it away, we 
absolutely can't do that.  
 
Katie  44:37 
Let's talk a little bit about values and behaviours, because we have touched on this already. 
And I don't know whether it's just me being incredibly stupid. But another lightbulb moment 
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for me was that link between values and behaviours. And maybe that's where organisations 
are going wrong. Is that, Yes, we've got the values defined, they're on the wall, we've all kind 
of aligned around them, they seem to fit the business strategy. Yes, we've got a programme, 
maybe for example, of storytelling to kind of bring these values to life. The link that you 
make really clearly is they've got to be translated into behaviours. 
 
Shane  45:18 
Yes. So important. I think one of the things that we know, and people who've been listening 
in know, there's this concept of layers of abstraction or hierarchies of ideas. What it means 
by that is we get ideas that can be very abstract, and it can move down through layers of 
abstraction to be very concrete. If we were to look at values and behaviours, they sit at 
opposite ends of those spectrums. Values sit high in abstraction. So if you talk about 
collaboration, it's so wildly abstract. That if I talk about, in meetings, plussing or building on 
ideas as a behaviour, it's very concrete and tangible, practical. Expectations sits right in 
between those two. Expectations is like the middle layer of abstraction.  
 
Shane  46:04 
So when we get teams together to define their culture, we always start with expectations. 
There's a great example of this, I was talking to someone, I said, "What's an expectation 
that you have somebody that you've maybe never said out loud?" She said, "I expect that 
when other people go make a cup of tea, they'd make a cup of tea for me, too." And I said to 
her, "Okay, what's that expectation about for you?" and she said, "collaboration." It's the 
first time, in my life, I've ever heard that making a cup of tea for someone is about 
collaboration. But what she did is she took an expectation, and she chalked it up to an 
abstraction that it was almost a value of collaboration. But it was, if you went down to the 
detail of that behaviour, it's like, okay, when we catch up for our team meetings, and we're 
making tea, you know, we're doing our team meeting, and one person is making tea, we 
expect that they would, you know, make a cup of tea for everybody. Again, that's a 
behaviour.  
 
Shane  46:04 
So one of the problems with organisations is that we go really abstract on values. And in 
doing so we align everybody, because because it's so abstract, it's inclusive. But we don't go 
concrete into behaviour, so nobody knows how to put it into place. And as a result of that, 
people, they really hate values. Yeah, I don't know if your what your experience is like, but 
people often say values are useless. Don't have them on your walls. They're pointless. have 
you ever experienced that? 
 
Katie  47:22 
Absolutely. Absolutely. Because they seem too intangible.  
 
Shane  47:25 
Exactly. And that's the reason. It's because they intangible, but the values align people. 
What they need is the behaviours now.  
 
Katie  47:32 
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Yes.  
 
Shane  47:32 
And the behaviours actually look different throughout the organisation.  
 
Katie  47:35 
Yes.  
 
Shane  47:35 
So for example, if we say in our organisation, we have a culture of autonomy and flexibility. 
Let's say we're working for a bank. If I was working in the IT department of the bank, I could 
have full autonomy and flexibility in my role, meaning I could work from home 24 hours a 
day, whenever I want to. And I could say we have a culture of flexibility, autonomy. But if I 
was working in a branch, and I was behind a teller and I was at a desk, and I was serving 
customers every day, you can't work from home. So we can't say that we have a culture of 
working from home.  
 
Katie  48:09 
No. 
 
Shane  48:09 
We need to say we have a culture of flexibility and autonomy. But that looks different in our 
behaviour from IT to HR to customer service.  
 
Katie  48:16 
Exactly.  
 
Shane  48:17 
So we need to have the alignment around values, but the flexibility and adaptability around 
behaviours to make them personal for each department; for each team. 
 
Katie  48:27 
Yeah, I really like that a lot. In fact, just this week, I was speaking to a comms manager in an 
engineering type organisation. And just naturally, he was briefing us on something and he 
said, "one of our values is operational excellence, which we deliver by continuous learning. 
So I like the approach of built into this because it's got that learning loop." And I thought, 
"Oh, that's so clever. You've given us the value, and then you've given us for your area of the 
business exactly what it looks like." And I understand continuous learning, I understand that 
whole idea of, you know, the sort of the virtuous circle. So yeah, that's amazing, 
 
Shane  49:03 
I think one of the things that people will be concerned about doing that is that they go, "well, 
if we take a value, like collaboration, the list of behaviours is endless." And that's where 
people can get overwhelmed. And I think the thing about behaviours that are attached to 
values is they don't need to stay the same all the time. They kind of rotate in order of 
priority. So what you can do with your team is you can say, "we want to build a more 
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collaborative culture, let's decide on three of the behaviours that if we all as a team commit 
to, would create a more collaborative culture in our team." And if we do that together, and 
we say the things that we think are to create more collaborative culture, is that when we get 
to team meetings, we've done our thinking before we get to the team meeting. Let's 
practice that for six months. And then in six months go, "did that behaviour help us create a 
more collaborative culture?" And we might go this behaviour is now embedded in our team. 
It's part of our everyday behaviours. What now? Let's change it. So you're not changing the 
culture of collaboration. You're changing the behaviours to help move the needle towards a 
more collaborative culture.  
 
Katie  50:01 
Yeah, that's super, super smart. Is that also what you mean by lowering the water level?  
 
Shane  50:06 
Yes, yes. I love this because there's obviously people like Ed Shine, who, who talked a lot 
about culture is like an iceberg metaphor. There's the things that are observable that above 
the kind of the above the iceberg. And then there's the things that are below the water. 
Where that came from, as I was talking to a head of HR at a global fashion brand. And 
they've got 19,000 employees. And she said, "Shane, only two years ago, did we define our 
organisational culture, up until then it was all interpretive. We kind of knew, we kind of didn't 
know, we knew some things were okay, some things weren't okay." And she said, "when we 
showed it to our executive team, and our senior leaders, they said, I wish I'd had this 10 years 
ago, when I started the organisation, it would have made it so much easier to feel like I could 
fit in and belong."' And she said "Shame what we did by bringing to the surface, some of 
those explicit behaviours was lower the waterline so people could see the things that were 
below the surface," Yeah, which are typically those those underlying hidden elements of 
culture. 
 
Katie  51:06 
You're making me wonder how aspirational we can get in our culture statements. And I'm, 
I'm asking for a friend now – no I'm not, I'm asking for me. We have a really, really strong 
culture at AB, which is bizarrely strong. We've been around for nearly 60 years, we started 
off as a family firm. And we were that for 40 years. And that's still, I think, in our DNA. And 
we need to define it at some point, although I think everyone kind of knows what it looks like 
and what it feels like. But how much should it also have an aspirational element of where we 
want to get to as well? It should, shouldn't it? 
 
Shane  51:44 
Right, right. Yeah, absolutely. So it's finding those elements of your culture that you want to 
put your foot down on the gas. Yeah, basically. 
 
Shane  51:44 
Entirely. So one of things I say to people is "culture is averages, not aspirations. But culture 
should be aspirational." If you have 10 people on a team, and eight are collaborative, and 
two are not. You have a collaborative culture. Generally speaking, the average behaviours 
and values of the team is that we're a collaborative team. What will quickly happen to the 
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two is that they will feel like outliers on the team. And they'll either adapt their behaviour to 
be more collaborative, or they'll leave. Hopefully, they'll leave, or they'll stick around, maybe 
cause some issues. But you if you have two people on your team who are collaborative, eight 
who are isolated and Lone Ranger's, you don't have a collaborative culture. But you can say 
we aspire to be a collaborative team. And these are the behaviours we're gonna commit to 
as a team to create that. 
 
Shane  52:37 
Yes, priorities. Yeah, priorities. Yeah. And so that I would say the same thing is would when I 
typically get together with teams, and we're facilitating, especially when culture has been 
very unhealthy for a long period of time, and the leader gets up and says, "We want to 
create a culture of safety, and psychological safety" everybody immediately goes, "That's 
not us." And I say "it's not. But if we have a conversation today, and we decide on what's 
psychologically safe culture looks like, and we create a picture together of what that could 
be. And we're all aiming at that same target, we could create that." But it's going to require 
all of us deciding what we're going to do, and we prioritise three, four or five behaviours. 
And we go after those behaviours, and we ruthlessly celebrate them when we see them, and 
we ruthlessly hold each other accountable to them when we don't.  
 
Katie  53:28 
Yeah, and that's another thing that comes across really, so importantly in your book is, 
when you see something that is countercultural, that's anti-cult, you've got to call it out. It's 
so important. 
 
Shane  53:41 
So important. One of the things I found is when you grow up, whatever, people who are 
listening, whatever their family situation was, parent/guardian... You typically learn what's 
okay and what's not okay, in your home by one of two ways: "Don't do that. We don't do 
that here." Or "well done." Good. Yeah. well done. Yeah. Thank you a really meaningful, 
thank you. We never forget those two things. The same as a team. If you're in a team 
meeting, and somebody shuts down another person's idea, and everybody feels 
uncomfortable but says nothing. Everybody else in the room says, and the leader doesn't 
address it, they say, that must be okay. Yeah, we allow it and it continues to go. And on the 
other side of it is if someone does something fantastic, and it gets unnoticed, unrecognised 
and unrewarded, they're like, does it really matter to our team? Is it really important? So it's 
both confrontation and celebration. 
 
Katie  54:32 
Very important. Many of our listeners are going to be responsible for messaging, creating 
messaging around culture. So I'd like to talk to you a little bit about language if I may, and 
memes, yes, the proper meaning of memes, which is kind of a unit of cultural transmission. 
Not necessarily that the silly things that appear on social media. What can comms 
professionals do when crafting messaging that how build a stronger culture? So the real 
language of culture, and what's sticking in my head here is the tofu example by let you go 
there if you want. 
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Shane  55:08 
Yes, the tofu example came up in our research. So one of the things we asked in our research 
was 'what are the ingredients that contribute towards a healthy culture at work?' And we 
gave people a whole lot of things. And what I really hoped would come through was the 
importance of language. And what came through the least, was language. I was so 
surprised by that, because I have come from different contexts in which, for me, language is 
so powerful. Creating phrases or mantras, or what are called team memes, memes that are 
just these ideas that stick in the back of your mind. 
 
Shane  55:40 
I thought it was so important and very, very few people believed that it played a role in 
culture. And so for me, it was a great reminder that it's a missed opportunity for a lot of 
organisations to really craft through language, especially for communication professionals. 
Like this is a great opportunity for you to kind of work with the organisation to craft some of 
these. And so we did kind of, in our interviews, dive deeper to see if anybody had any, I think 
what they what we realised is people had them they just didn't know. Tofu was a good 
example, which is this phrase, 'take ownership and follow up.' It was just this kind of phrase 
of, "hey, we need to tofu on this." And again, it can feel a little bit like jargon, sometimes, or 
it can feel a bit like meaningless acronyms.  
 
Shane  56:21 
And so when I describe team names, it has two things in common. The first is that it's 
memorable. And when it's memorable, it's sticky. It kind of captures people's, it sticks in 
people's minds. But if it's kind of memorable, but not meaningful, it becomes jargon.  
 
Katie  56:36 
Yes.  
 
Shane  56:36 
And that's where we get all these acronyms. And people go, "I don't understand what that 
means." Or they got cliches, phrases or things like that. But if it's meaningful, and not 
memorable, that people are touched by it, but it doesn't stick.  
 
Katie  56:48 
Yes.  
 
Shane  56:49 
And so I think team memes are both sticky. They're memorable, but they're also meaningful. 
I think the way that we make them meaningful is, I find the most powerful way to create 
memes is to tell stories. And as communicators, we tell stories, we're storytellers. And not 
just business stories, but personal stories. And there's a there's a fantastic story that I use in 
my book from one of the great executives in Australia, about her father who was competing 
in the trials for the Olympics. And that story is so profound, because basically the story, the 
short version of it is the father was swimming in the trials for the for the Olympic Games. 
And as he was swimming, he did his turn at the 100 metre mark. And he missed the blocks. 
He missed the pad, and he kept swimming. And as before the days where they would 
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register it through technology. And he had a split second decision, does he go back and 
touch the wall? Or does he continue to swim? Oh, he chose to go back and touch the wall. 
Had he kept going, he would have broken a world record. And he would have made the 
Olympic team.  
 
Katie  57:50 
Oh my goodness. 
 
Shane  57:51 
As a result he missed out on the Olympics 
 
Katie  57:54 
But through integrity  
 
Shane  57:55 
Through integrity. And he said to his daughter, he's never regretted that split moment. 
Wow. He said because it was his integrity that cause him to go back. Now, that story is 
when told by her is so profound. But as a result of that story hurt when she shared that story 
with her team. What someone on our team said, "Do you reckon this is our touch the wall 
moment?" And that became a team meme? Because they had an organisational value of 
integrity. So we could say our values our integrity, that everyone goes, Okay. Sure. They say 
"Is this our touch the wall moment?" That's amazing. 
 
Katie  58:35 
That is so powerful. I'm guessing because you're from a similar part of the world that you 
might have worked or at least know Gabrielle Dolan, who's been on the show? 
 
Shane  58:45 
That's that's where I first heard about Ann Bennett's story was with Gabrielle Dolan. Yep, 
she's a great friend of mine.  
 
Katie  58:52 
She's sogood on storytelling.  
 
Shane  58:54 
She is a world class leader at storytelling.  
 
Katie  58:57 
Listeners, links to that show in the show notes, as ever. I'm gonna come on to one of my 
favourite questions, which is not necessarily directly about your books, but more about you. 
And it's this little theory that I have, which is that this has been an amazing conversation.  
 
Shane  59:16 
I've loved it too.  
 
Katie  59:17 
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But what I often think about people who are clearly very knowledgeable, inspirational, clear 
sighted. What inspires you? Where do you get your drive from? 
 
Shane  59:30 
Oh, my gosh. I had an interview on my podcast a few years back with a man by the name of 
Franz Johansson, and he is a world leader in creativity. And he said this phrase and it's in a 
book called The Medici Effect. He said, "Our greatest creativity comes at the intersection of 
disciplines." It's where art and science collide. It's where engineering and education and all 
these, photography... If you can find things at the intersection of these disciplines, you can 
take experiences from other disciplines and use it in your own. So for me the things, 
naturally as an ideation person, the thing that inspires me is doing something that is 
completely out of the realm of what I know and understand. So I love doing things. So a 
year and a half ago, I did a course in stand up comedy.  
 
Katie  1:00:22 
Oh, wow. 
 
Shane  1:00:22 
It was the most terrifying thing I think I've ever done in my life. But I did it because I wanted 
to do something that was outside of what I was always used to doing. I started getting into 
biology and looking at plants and flowers during lockdowns because we were restricted to a 
five kilometre radius. And all I could do is wander my neighbourhood. But I started taking 
photographs of plants. And I started learning things by studying that that could apply in my 
business. So the things that I take inspiration for are things that allow me to get outside of 
my own understanding. 
 
Katie  1:00:50 
So you are a naturally curious person by nature. 
 
Shane  1:00:54 
Yes, I'd... my description. When someone says describe yourself. I said, I'm a Queenslander 
by birth, which is where I'm from, Melburnian by choice, curious by nature and a creative at 
heart.  
 
Katie  1:01:00 
But I think it's worth saying I think this was a point made by Malcolm Gladwell recently on a 
podcast that we tend to think of curiosity as a trait. We can make it a habit if we choose to. 
Which I thought is really really powerful. We can build it into our daily practices to go 
looking for things we don't know about or to take that next level down into a depth of of 
knowledge about something. I think that's that's really quite important . 
 
Shane  1:01:30 
It is. There's a story that I wrote about in the book. It's very quick one about that kind of 
illustrates this idea. That was the story of the is that the Great Ormond, great. There's the 
gosh hospital here in London.  
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Katie  1:01:40 
Yes, the Great Ormond Street Hospital District Hospital.  
 
Shane  1:01:42 
That's it? Yes. When they were doing the handover procedures from the ICU, they were 
having a lots of errors when it came to the patient handover procedure. And they were 
wanting to improve their systems around patient care. And they could have done anything, 
they could have gone to any hospital in the country to try and learn how they could do it 
better. And they chose to go to the Formula One team for Ferrari. And they, the team from 
Ferrari came in and video the entire process, their pit crew showed them, they documented 
the entire process. And as a result that changed the way that they did patient handover. 
That for me is one of those stories of curiosity at an intersection of disciplines.  
 
Katie  1:01:42 
Yes.  
 
Shane  1:02:02 
And so there will be people who are in internal comms right now who are listening to this 
podcast, there are communication professionals, you're looking for the idea that could 
transform your business right now. And the default is to reach out to all of your professional 
network in the communications field. I would say make a list of the top five people that you 
would go to for advice. Take that list, scrunch it up, throw it in the bin, find five people that 
you would never go to. And ask them what they think. And ask people from engineering, ask 
people from education, ask people in the arts in entertainment, ask them what they think 
that you should do in a communication role. And who knows what you might find. 
 
Katie  1:02:58 
I love that. And some of our really my favourite guests have not actually come from the 
world of comms. They've been police commanders, for example, of course, have been 
professional communicators, but they will never call themselves that.  
 
Katie  1:03:11 
I just want to dig slightly deeper into your F1 story because I have a ridiculous knowledge 
about F1. And I know our producer sitting here, so quite like the race. But what happened, I 
believe, having read that case study too, is one of the things that the Ferrari team said, 
Having watched the video of what happens and thinking about pitcrew stops, because this 
was a thing that they were comparing it with. They said, "Ah, I think we found your problem." 
So with a pit crew stop, the car stays still, and everyone rushes around the car, rushes off 
again. And they said "I think you can improve things, by everyone going to the patient in 
handover and it all being done in one place and not moving the patient." They were actually 
looking, I think that pit crew's change over and what can be achieved in was it, John, six 
seconds? Two? 
 
Shane  1:04:06 
Very quick, very quick. See, I love that. So that story is a perfect example of of drawing 
inspiration and creativity from something which is just at the intersection of this. So The 
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Medici Effect by Franz Johansson is a great book. They tell the story about I can't 
remember his name, but he designed the east gate building in South Africa. I'm not sure if 
you've ever heard of the East Gate Building before. So the East Gate Building is a building in 
South Africa that was designed without being able to have the budget for air conditioning. 
Now in the climate, you don't want a building without air conditioning. Now the architect 
who designed it had a background in termite ecology.  
 
Shane  1:04:45 
Oh, wow. 
 
Shane  1:04:46 
He designed the building to operate like a termite mound. And if you look up a photo, I'll 
show you later. I mean, just Google that East Gate Building for listeners and have a look at 
it. It looks like a termite mound, they cool the building by opening and closing corridor 
chambers in the building and it's naturally air conditioned.  
 
Katie  1:05:02 
That is so clever.  
 
Shane  1:05:04 
Yeah, that's the intersection of disciplines. 
 
Katie  1:05:07 
Of course, I guess we've got to then talk about one final one for listeners, which is the 
Unilever story, how to get toothpaste, whiter how to get teeth whiter. So you know, I believe 
it's Unilever, because they have so many different divisions. And so the chemists with the 
toothpaste couldn't really work out the next level of whiteness until they spoke to their 
friends who were making detergent products, the Persils, or whatever it is that Unilever, 
sorry Unilever listeners, whatever brands they were. And of course, the detergent people 
had known for years that they put blue dye in things to boost whiteness. So that is how it 
informed... There you go. So it's that intersection thing.  
 
Katie  1:05:50 
have you got time for our quick fire questions?  
 
Shane  1:05:53 
Absolutely. 
 
Katie  1:05:54 
We may have touched on this answer already. But let's double down to check: what trait or 
characteristic do you possess that, above all others, has most led to your career success?  
 
Shane  1:06:06 
Oh, it's interesting talking about yourself. It's interesting question. I would like to think that 
it's generosity. I think what I've learned over time is there's been moments where I could be 
generous or not, and that generosity is always returned in some way down the track. 
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Katie  1:06:21 
Fabulous answer. How would you complete this statement? World class cultures are... 
 
Shane  1:06:30 
By choice, not chance. 
 
Katie  1:06:31 
Oh, excellent. Is there a book that you would recommend all comms professionals read? 
 
Shane  1:06:38 
Great question. Lead The Room. Let's Talk Culture... Look one of the books, which seems 
like a strange one is Malcolm Gladwell's Talking to Strangers. I think, as a book about 
communication, tt's not explicitly about communication, but it's a book about 
communication, it is a deeply profound read.  
 
Katie  1:06:55 
It is. it's, and they're also he's, I think he's spoken about it on a number of podcasts as well, 
which is worth listening to. And finally, we give you a billboard, for millions to see, you can 
put a message on that billboard, any message you like, even an image, whatever you like, 
what are you going to put on your billboard? 
 
Shane  1:07:13 
There's a mantra meme in my life that I carry around. And it maybe is a little bit 
disconnected from the conversation we've had. But if I did have a billboard, that's the 
question. So this is what I put on is that "I think the greatest gift we can give other people is 
to really see them. And the greatest gift that we can give ourselves is the courage to be 
seen."  
 
Katie  1:07:32 
Oh, I love it on lots of levels. Shane, this has been an absolute delight. Thank you so much. 
 
Shane  1:07:40 
The feeling's so mutual. Thanks so much for having me. 
 
Katie  1:07:45 
So that is a wrap for this episode of The Internal Comms Podcast. If you enjoyed this 
episode, please, if you can, give us a rating on Apple Podcasts. That way, you are giving the 
algorithms a gentle nudge, and helping your fellow comms professionals around the world 
find this show.  
 
Katie  1:08:08 
Thank you. For the links to all the books, other podcasts and many of the other things Shane 
and I mentioned, head over to AB's website. That's abcomm.co.uk/podcasts. You'll find the 
transcript for this show there, the show notes, and our entire back catalogue of 77 episodes.  
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Katie  1:08:36 
My thanks to Shane, our producer, John Phillips, sound engineer Stuart Rolls, and my lovely 
wonderful colleagues at AB, thank you for keeping this show on the road. And finally, my 
thanks to you for choosing The Internal Comms Podcast. The show would be nothing 
without you.  
 
Katie  1:08:56 
So until we meet again, stay safe and well my lovely listeners. And remember, it's what's 
inside that counts.  
 
Katie  1:09:07 
This episode of The Internal Comms Podcast was 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 and campaigns that have caught 
my eye during the week. I always limit myself to just five nuggets of news. So you can read it 
in record time, but still feel a little bit more informed, hopefully 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 is super easy. Simply go to abcomm.co.uk/Friday and you just need to pop in your 
email address. It is equally easy to unsubscribe at any time. So give it a whirl that signup 
page again abcomm.co.uk/Friday. And if you do choose to be a subscriber, I look forward 
to being in touch. 
 


