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PanMedia – Bringing it all together
FIRST Vancouver 2008

Presenter
Presentation Notes
I want to sharpen our appetites for lunch today by talking about three things.

FIRST, why is it that people, institutions, corporations are so negligent of their own safety and security? I’m going to bring in some extreme examples to show that this carelessness isn’t confined to our world.

SECOND, I want to inquire how far this is our own fault – I touched on this in Seville last year – which leads me to

THIRD, what we can do to improve our effectiveness and our status.

My argument here is that we allow ourselves to be trapped inside a reading of our activities which consistently marginalises what we do, and that we can break free from this reading by turning away from the negative – “we don’t contribute directly to profitability” and embracing the positive “we do contribute significantly – and very significantly indeed – to the lustre of the brand.”
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USSR – “The Great Patriotic War”

Presenter
Presentation Notes
Around the turn of the year I was working with a senior figure in information management and security at one of the big international banks.

“How’s it going?” I asked.

“Dreadful,” he said.

“In what way?”

“The front line troops here are like the Russian soldiers in the Second World War. They’re not only terrified of the enemy they’re fighting on the front line, the competitors who are trying to seize all the business from them; they’re equally terrified of the commissars who are stationed behind their lines to shoot them dead if they falter in the battle or run away; only its worse: the corporate commissars who measure targets, and stretch those targets, and monitor competitive skills, tell them that around a quarter are going to get shot every year, no matter how well they fight.

“And along I come, wittering about security. And not surprisingly, they tell me to get lost.”

Just as, I suppose, the Russian soldier in the great patriotic war would have told someone to get lost if in the middle of the battle for Moscow or Stalingrad he’d started wittering on about the importance of oiled guns, tin hats and boot-sizes.

My client set me thinking about warfare, and suddenly a whole range of analogies to our world and our frustrations kicked in.

So I did some research:
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Crimea – 1850’s

Presenter
Presentation Notes
If you look carefully at some of the most famous – or infamous – campaigns in military history, what often strikes you is an apparently wilful blindness to what are sometimes called the “hygiene factors” – the elementary tenets of safety, security, comfort, good health which are essentials to the preservation of an army – or a workforce.



How did the British Army, for example,  manoeuvre itself into position for the Crimean War in the 1850’s?



Let me quote a couple of contemporary sources:



“The men were put ashore with no more than each could carry. They spent their first night without tents or blankets, soaked to the skin by incessant rain, their sodden uniforms whipped by an icy wind…”



As winter deepened, they were forbidden to gather firewood, even though there was an abundant supply nearby…



“They go down to the trenches wet, come back wet, go into hospital wet, die the same night, and are buried in their wet blankets the next morning…”



PanMedia ‐

 

Bringing it all Together 4PanMedia ‐

 

Bringing it all Together 4PanMedia ‐

 

Bringing it all Together 4PanMedia ‐

 

Bringing it all Together 4PanMedia ‐

 

Bringing it all Together 4

Crimea – 1850’s

Presenter
Presentation Notes
Between October 1854 and April 1855 there was no fighting at all, but the British army suffered a 35 per cent decline in active strength because of illness and deaths from cholera, exposure, malnutrition, scurvy, gangrene and dysentery.



By the end of January 1855 the British army had 11,000 men who were fighting fit – and 23,000 who were sick or wounded.



One army surgeon who complained about lack of medical supplies for a hospital full of men suffering from cholera and diarrhoea was rebuked for making a frivolous complaint.



Why didn’t commanding officers see and understand that a deadly and parallel enemy was destroying their fighting force?



For one thing, they never “walked the job” – up in their field versions of the boardroom, whose doors were, of course, barred against such lowly people as army surgeons, they failed to see exactly what was happening on the freezing battlegrunds outside.



For another, they were protected from information by subordinates who judged what was going on “insufficiently important” to bring to their attention -  subordinates who feared incrimination in a blame culture.



For a third, disease and demoralisation weren’t the “real” enemy – they were shadows, distractions, off-script annoyances which only interfered with perceptions of the mission, the greater strategy, the big picture which exclusively possessed the intellects of the big cheeses.
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Boer War – 1890’s/1900’s

Presenter
Presentation Notes
Fast forward half a century to South Africa and the next major war – an imperial war in which Britain fought the Boer people…



Despite the example and the ministrations of the lady of the lamp, Florence Nightingale, in the Crimea, nothing seemed to have been learned: out of 22,000 British servicemen who lost their lives in the Boer War, 16,000 died from disease – roughly 75 per cent.



Other aspects of the South Africa fiasco are even more germane to our preoccupations:



This was an asymmetric war – British regiments faced Boer guerrillas: but the regiments expected the guerrillas to behave as if they, too, were regiments, and planned their strategies as if they would behave, well, like gentlemen, “playing by the rules.”



This was a technological war: before it began, the Boers bought the latest Mauser magazine-loading rifles, field guns and automatic weapons from the Germans. The British army refused to deploy machine guns, and according to historians of the time, “training manoeuvres  were characterised by a disregard of new weapons… the [British] artillery doctrine was older than its guns, older almost than the Crimea…”



The British, of course, went down to a series of bloody defeats and humiliations… and you might think all this is in the past, and my analogies won’t hold into the 21st century, but they will…
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MoD betrayed troops in Afghanistan, says 

 
coroner

An Oxford coroner criticised the Ministry of Defence 

 
yesterday, accusing it of betraying soldiers' trust by 

 
sending troops to Afghanistan without basic 

 
equipment. Saturday February 16 2008 
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Presenter
Presentation Notes
Here’s a 21st century report from a 21st century war…



We’ve had a ghastly procession of these cases – of deaths and injuries which have been directly attributed to the inadequacies of equipment and preparation -



But here’s the government’s response to a trenchant indictment of its policies and the adequacy of its comprehension of the way that assymetric, technologically-led wars should be fought …
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MoD seeks court ban on criticisms from 

 
coroners

The defence secretary, Des Browne, has gone to the 

 
high court in an attempt to prevent coroners 

 
criticising the Ministry of Defence during military 

 
inquests

Government lawyers yesterday presented papers to 

 
the Royal Courts of Justice asking for a court order 

 
banning coroners from accusing the MoD of "serious 

 
failings" when recording verdicts on service 

 
personnel deaths. Tuesday March 18 2008 
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Presenter
Presentation Notes
Shoot the messenger.



Now, it seems to those who study these unfolding and repeating episodes of incompetence, myopia, meanness, or brutality (or, if you prefer, all four of the above) that there’s a pattern to them – and it might profit us, being, as it were, the army surgeons and technology strategists of the internet, to look at the pattern and think about its relevance to our business.



For what we have in front of us is aberrant behaviour by people in authority when every indicator tells them explicitly, not implicitly, that their actions will cause serious damage and the damage is avoidable. In other words, the catastrophic self-infliction of disaster.



So here are some diagnostics, adapted from the psychologist Norman Dixon: 
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Catastrophic self-inflictions:
main causes

Presenter
Presentation Notes
Key characteristics of organisational incompetence are:

Underestimating the enemy

Failure to learn from experience

A blame culture

Procrastination

The absence of creative thought

Suspicion of “intelligence” – in both senses of the word

Excessive faith, bordering on reverence, for “the way we’ve always done things”

Ignoring evidence which “doesn’t fit” preconceptions

Crippling obedience and the equation of rank with value

Resistance to new technology
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The Naming of Parts...

Presenter
Presentation Notes
Mind you, matters aren’t much better in peacetime – do you remember the poem? -



To-day we have naming of parts. Yesterday,�We had daily cleaning. And to-morrow morning,�We shall have what to do after firing. But to-day,�To-day we have naming of parts. Japonica�Glistens like coral in all of the neighbouring gardens,�          And to-day we have naming of parts.����



http://www.surplusrifle.com/smle/rifledisassemble/index.asp
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Presenter
Presentation Notes
�Actually, my sympathies have always been with the poor instructor, standing on the parade ground on a sunny afternoon, trying to make sure the new recruits learn how to use a rifle without blowing themselves up…

�And this you can see is the bolt. The purpose of this�Is to open the breech, as you see. We can slide it�Rapidly backwards and forwards: we call this�Easing the spring. And rapidly backwards and forwards�The early bees are assaulting and fumbling the flowers:�          They call it easing the Spring.
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The Naming of Parts...

Presenter
Presentation Notes
���



http://www.surplusrifle.com/smle/rifledisassemble/index.asp
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Presenter
Presentation Notes
They call it easing the Spring: it is perfectly easy�If you have any strength in your thumb: like the bolt,�And the breech, and the cocking-piece, and the point of balance,�Which in our case we have not got; and the almond-blossom�Silent in all of the gardens and the bees going backwards and forwards,�          For to-day we have naming of parts.
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The Naming of Parts...

Presenter
Presentation Notes
But no, every heart goes out to the poor, poetic recruits who are being bored to paralysis, and no doubt their toes are going numb as well, by the geek with the stripes with his methodical exposition of rifle parts, and how they work … how they’ll laugh at him later in the bar,



And God help and pity the poor recruit, indeed, if he’s ever trapped between two front lines with his rifle jammed, or disintegrating into parts he can’t name…



��



http://www.surplusrifle.com/smle/rifledisassemble/index.asp
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INPUT
Strategic Objectives/Targets
Management Directions
Team Briefings
Day to Day Variables

Competitor Activity
Staff Levels and Performance
Other Resources

Market Conditions
Media Reports
Industry Briefings

Agent Action Results

Feedback

Misinformation
Gossip
Distractions
Us

Anxiety
Jealousy
“Ticking
Clocks”

NOISE

A Question of Noise…

Presenter
Presentation Notes
But in any case, in wartime or peacetime, this is what it all amounts to – we are marginalia. We – safety people, security people, sanity people – are part of the noise which distracts on the borders of the urgent, the everyday, the exciting, the beautiful, the dynamic.



We are, if you like…



PanMedia ‐

 

Bringing it all Together 15PanMedia ‐

 

Bringing it all Together 15PanMedia ‐

 

Bringing it all Together 15

Being The Ghost….

Presenter
Presentation Notes
Not so much the ghost in the machine, as the ghost of the machine, whispering enigmatically about its own grievances and inadequacies: an almost invisible figure which, if believed in, is feared and misunderstood, and if not believed in, is ignored.

Which leads us to adopt a couple, at least, of vulnerable positions…

If we allow ourselves to be categorised as outsiders, our rank and status will carry little weight, therefore in organisations which equate rank with value, the intelligence we bring is suspect, and the strategies we advance are seen to be of lesser significance – expensive noise, in fact.

Inside the organisation, if we habitually divide ourselves against the rest – “them and us” – we find ourselves retreating behind a dangerous, regressive battle-moan, not battle-cry, which is this: “they just don’t get it.”

Which is the beginning of what I believe to be a delusion that is fatal in any organisation: that there are “us-savants” and “them-idiots,” initiates and peasants.

And that’s why I want us to think constantly about ways we can unify, ways we can dissolve barriers and bring all sides together – because that way we’ll start to move up and assume a proper place in the organisational hierarchy where the acoustics are right and we will, at last, be audible.

And to begin that process, I want us to convince ourselves of a fundamental and critical truth. We don’t just contribute to the safety, the security, the administrative efficiency of our organisations: we are major contributors to the brand.









http://upload.wikimedia.org/wikipedia/commons/d/db/Henry_Fuseli-_Hamlet_and_his_father's_Ghost.JPG
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FIRST and the Brand

Presenter
Presentation Notes
I want to talk about three recognised aspects of branding and insist that Incident Response and Security are in the vanguard of each.

First: the brand is judged by elements or qualities which are seldom found elsewhere in the world…

In the world of Internet traffic, isn’t the safety and security we bring one of the most crucial of those elements or qualities?

Second: the brand gives the individual a new level of activity by suggesting powers or attributes which transcend ordinary vulnerabilities.

Our contribution there is irrefutable. And not a suggestion, but a fact.

Third: the brand individuates, but also brings together – the client of the brand is distinguished from the crowd, but also assimilated to an elite.

Again, it is the vigilance of security experts in an interconnected world which allows the creation of a protected elite.

Three key attributes of a great brand – three key contributions to those attributes by security people.

If we are regarded as interference, it is because we are too modest, and don’t speak clearly, urgently, about the significance of our contribution to the brand.

It doesn’t matter whether we are talking commercial, academic, governmental, military – these days the brand manager is a monarch in any organisation, but without us, that monarchy is one step away from disgrace and mockery.

Now, what you need to do is get back inside your organisations and tell the story which proves your indispensability to their brand in the 21st century – and tell it as a story.�
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“Narrative is the primary human tool for 
explanation, prediction, evaluation and 
planning     ------- Mark Thomas, The 
Narrative Mind

“We live, and call ourselves awake, and 
make decisions by telling ourselves 
stories” ------ Julian Jaynes, The 
Origins of Consciousness

Presenter
Presentation Notes
Why as a story? To echo my talk in Seville for a moment – stories are communications that work; stories are the only way to get messages across.

Stories are the way we think …

Neither Mark Thomas nor Julian Jaynes, quoted here, are drama teachers: Jaynes was an anthropologist and psychologist; Thomas is a distinguished neuroscientist, whose studies of the workings of the brain have revealed this underlying narrative structure patterning the very way we think.

One more quotation on the same theme, this time from a scholar of law, Peter Brooks:

“Our very definition of ourselves as human beings is bound up with the stories we tell about our lives and the world in which we live. We cannot, in our dreams, our daydreams, our ambitious fantasies, avoid the imaginative imposition of story form on human life.”

To emphasise my argument: we do not impose narrative structure on our thoughts: we draw it up from the way we think and recognise its power: the structure of narrative mirrors the natural process of thought
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Once upon a time And then one day

What they didn’t realise Resolution

external or internal forces

critical choices made comprehension

a settled world

Presenter
Presentation Notes
Each one of you will have a story which illustrates how security is at the foundation of the modern brand – this is how you tell it, simply, directly, dynamically…
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Desire

Urgency

Obstacles

Treasure

Story --- One

Presenter
Presentation Notes
I tend to use this version when communicating upwards – talking to executives.

What do they want? Or, what do you want them to want?

Next – why do they have to want it NOW – how will their world change for the worse if they don’t get it?

Third movement – what are the obstacles in the way of getting to this goal? They should be described vividly, dramatically?

Last – what will be the rewards of getting past the obstacles and to the goal, the treasure – what will this new world be like and what rewards will it bring?
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Challenge

Inertia

Temptations

Journey

Destination

Story --- Two

Presenter
Presentation Notes
And I tend to use this structure for communications to staff.

The heroes – that is, the staff, are confronted by a challenge which they didn’t ask for, choose or seek. But they must accept.

The temptation to do nothing, to retreat into the narcotic of no-change, is powerful.

You must describe, again vividly, what the consequences of no change will be: standing still is going backwards – the route through the frozen kingdom to ruin. 

The journey forward is long, is fraught with difficulties and hazards – describe them. It will be a struggle, there will be other temptations to backslide, people may fall by the wayside or defect. Along the way there will be battles fought and triumphs won which can be savoured, and which feel as if they should be a last battle, but are not...

But the rewards of the goal are worth reaching for and are all the more tangible and precious by the heroes struggle to get there.

http://upload.wikimedia.org/wikipedia/commons/4/42/Duel_1895.jpg
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Four Tools

Research Character

Timing Cause

Presenter
Presentation Notes
There are four tools you should have sharpened in your box.

Research: do you know your organisation’s story as a story, and how you as security fit into it? The twists, turns, conflicts in the past which brought you in and which got you where you are now?

Character: Can you tell your story through real characters – making sure that your story is what every story should be – a people story. 

Timing: Information is ammunition if you time it right. You decide exactly when you are going to launch each part of the story on your audience, when is the best time to move it along, when you should wait and when you should act.

Cause: There has to be a moral dimension to the narrative, a cause that’s worth your heroes fighting for. Let’s acknowledge that nobody ever rolls their sleeves up and goes into battle or even works all night for shareholder value.  Remember 3MP, the “third money paradox” – that says that the company which puts “making money” higher than number three in its list of priorities will make less money that the company which ranks “making money” below excellence of service and total client satisfaction. Analysis of the stock movements has proved that the more prosperous company is the one that sincerely wants to make the world a better place and its citizens happier people – so think about it. What cause are you fighting for? You need to demonstrate that yes, better security is going to save and make money, but more than that, how it feeds into the greater good for every stakeholder.





PanMedia ‐

 

Bringing it all Together 22PanMedia ‐

 

Bringing it all Together 22PanMedia ‐

 

Bringing it all Together 22

Momentum

Reaction

People

Three Rules

Presenter
Presentation Notes
Your stories must follow the rules of narrative:

Momentum – it cannot stand still, must move on to the next story point, must use the language of action, be athletic, race, struggle, achieve. The work you do is always driving the organisation forwards



Your stories must be wary of:

Reaction – NEVER simply react to something someone else has said or done: if you do that you are surrendering your story. Every reaction must precede and lead directly to a new action, a command manoeuvre which seizes control of story and initiative.



Your stories, I repeat, must at every stage focus on

People – people stories trump every other story. Product and services stories only work when told through people
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What is the one essential story-factor that 
corporate communicators almost invariably 
leave out of their narratives?

Presenter
Presentation Notes
Conflict is the music of story…

Without jeopardy no narrative is credible

Because no human life that was every lived has been devoid of jeopardy and conflict, and stories are about human life…

There is, I’ve noticed, an habitual tendency to understatement within our community 

Our very name: FORUM OF INCIDENT RESPONSE AND SECURITY TEAMS… talks in a key so low that in the media’s register it’s barely audible

It could be an earthquake, the collapse of an air traffic control system, a terrorist attack, the paralysis of an international banking network or and electronic theft of billions of dollars… to us it’s just “an incident”.

I believe we should bring the jeopardy, past, present or threatened in the future, into the heart of the story and DRAMATISE.
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Presenter
Presentation Notes
I said before that if the acoustic were right, we would become audible – but to revert for a second and last time to my theme in Seville, we will only be audible if we speak a language that everyone can understand – if we purge our discourse of jargon and strive for intelligibility.

But consider for a moment an evening when you are reading a rather dull book, subconsciously debating whether to chuck it aside or not, and you stumble across a word you've never heard before.

Isn’t this word likely to be the last straw which sends that book back to the shelf, library or charity shop?

Consider another book – a real page turner – and you encounter the same word. Aren’t you now leaping up and reaching for the dictionary because you want to get on with the story and find out what happens next?

If your story is good enough, your audience will strive to understand what you are saying; if it’s dull, every opaque words you use becomes repellent and impenetrable.



http://upload.wikimedia.org/wikipedia/commons/6/6e/Latin_dictionary.jpg


PanMedia ‐

 

Bringing it all Together 25PanMedia ‐

 

Bringing it all Together 25PanMedia ‐

 

Bringing it all Together 25

Presenter
Presentation Notes
Orson Welles said:

“I can think of nothing that an audience won't understand. The only problem is�to interest them; once they are interested, they understand anything in the�world.“

What interests the audience, as Welles profoundly understood, is the story.

Think of your audiences as what they are:

Intelligent, perceptive and merciless:

They judge your communications by criteria they import from their external worlds:

They judge newsletters as if that were a newspapers…

Corporate videos as if they were television programmes…

Websites by the standards of Amazon, Opodo, eBay and MySpace… 
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“The only author worth reading is the one 
who doesn’t try to tell us what to think”

Presenter
Presentation Notes
This curious statement of Napoleon’s should make us pause and ponder.

Surely all communications, including all stories, for that matter, are trying to influence our thinking in some way?

But remember the old saying: everyone hates a sermon; everyone loves a story.

You have to put your message deep inside a narrative which illustrates and brings it to life and gives it momentum.

When I started out, I remember a man who became a bit of a guru saying to me: “what do you want your readers to feel, Frank, at the end of your story?”

I began to reply – “I want them to think...”

“No, no, no,” he cut right across me. “You can’t force people to think anything – but you can make them feel something – and feelings are what govern reflection and memory.”

“I feel proud; I feel courageous; I feel alarmed; I feel threatened; I feel reassured…” All are, in their own way, touchstones of character and calls to action.

Feelings last; feelings make us reflect… and then we think… and then we act…





PanMedia ‐

 

Bringing it all Together 27

“Audiences shrink from sermons…”
Akira Kurosawa

Presenter
Presentation Notes
The great Japanese film director Akira Kurosawa said something in an interview which echoed Napoleon’s assertion.

What he said was this:

“I am not consciously trying to teach a lesson or convey a political message, to express any philosophical or political views, since audiences don’t like that.

“They are sensitive to such things, to such ‘sermons’, and rightly shrink from them. People go to films to enjoy themselves…”

But then he added, with a certain oriental subtlety, a postscript that almost passes unobserved:
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“I think that I have made them aware…”

Presenter
Presentation Notes
“I think I have made audiences aware of certain problems without them having had to learn about them directly.”

In other words, he got his message across not explicitly by sermonising, but implicitly: through the arrangement of the story; through a developing structure and arc of conflict and resolution, of aspiration, challenge, and above all, of character, and the adaptation of character to changing circumstances and demands in changing relationships.

The tools, in fact, that even the humblest of story-tellers, in the most comfortable of settings, use to make their narratives interesting, entertaining, emotionally engaging, enjoyable, memorable…
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How can there be a thousand miles between us?
Our Autumn thoughts arise out of one moment.

Po Chu-i, 772-846 AD

Presenter
Presentation Notes
Po Chu-i, foremost of the T’ang dynasty poets, always showed his verses to an uneducated serving woman. Anything she didn’t understand, he re-wrote…

There’s a message for us, here.

We can’t talk in languages people don’t understand.

We have to communicate.

Can I say, with due respect, I’ve found that FIRST people aren’t great communicators.

The rattle of the keyboard and ping of an email, that they like.

The text message isn’t bad.

Phone conversations are okay. Ish.

But face to face communication. Um. Tricky one.

So what I want you to, from this day on, is turn to the outside world and start telling stories, bravely and vividly.

Thank you.
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PanMedia – Bringing it all together
FIRST Vancouver 2008

frankwintle@panmedia.co.uk
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