
Libby Varcoe: Hi everyone. My name is Libby Varcoe. Thanks for joining me today. I 
am coming to you from my home today in country New South Wales, in a town you've 
never heard of, which is about three and a half hours Northwest of Sydney. I'm a 
content leader at Atlassian, which is a global software company. We have our head 
office in Sydney and offices all around the world, and we create products such as Jira 
and Trello. 

My story today that I'm going to share with you is about turning the Titanic on large-
scale content transformation. Before I begin that, I would like to acknowledge that I am 
on Aboriginal land today, in the traditional country of the Wiradjuri people where I'm very 
privileged to live. My story predominantly will be told in three episodes, and it's really 
about my experience working for the Australian government where I worked at the 
Digital Transformation Agency for four years and more recently with Atlassian, where 
I've been for about 10 months. 

I'm going to tell this story in three episodes. I'm going to slip in a bit of Titanic history, 
just to keep the thing going. This is a picture of a steering wheel. I'm sure the steering 
wheel isn't the right word for the Titanic's wheel, but anyway, it's a wheel found on the 
bottom of the sea. The story behind this wheel and behind that fateful night is that when 
the order actually came through to turn hard to starboard, the person who was 
responsible and at the helm of that wheel panicked and became really stressed out, as 
you can imagine, and actually took the wrong turn and headed straight to the ice. 

This picture of smooth sailing waters really reflects what never happens in content 
transformation of large scale. There are definitely patches of smooth waters and they 
always should be celebrated. Most of the time it really is about navigating really large, 
chunky icebergs, around icebergs and difficult situations where people are really relying 
on you often as well to find your way through, find the team's way through some pretty 
big seas. 

I think it's really important that today, what I really want to share with you is that this is 
my perspective from a leadership perspective. This information is hopefully useful to 
other people working in big companies, and for emergent content leaders as well 
because we really do need some really great ones. There's a lot of work for us all to do. 

Episode one is really around my experience of what I'm going to call making some early 
right turns. We are, particularly in this particular case, navigating a very large iceberg. 
When I first arrived to work at the Digital Transformation Agency, we were faced with the 
task of bringing together 44 million pages of government citizen-facing, public-facing 
content. 

Most of that content, pretty much all of it, was created in silos. It was very disjointed, it 
was not connected. It was often written in a very formal language, typically at a 
university/college reading level. We were very much aware that the people that really 
needed this information, which was the concept behind the work we were doing, were 
not necessarily people who had high literacy levels necessarily, or people who even 
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wanted to be looking at government pages. People typically don't seek government 
information unless they actually really have to or need to. 

We ambitiously set out on the journey. It was going to be great, amazing—gov.uk had 
been up and running I think around about three years at that point and we were very 
inspired by the work that that team was doing, by consolidating government information 
to create digital services that were really contemporary and available to everyone. It 
was called gov.au and it was going to be really big. 

Despite a valiant attempt by many, many people, our plan A failed and, at that time, 
there was no plan B, so it was a pretty interesting time. We came very close to skidding 
onto the ice, but with I think a lot of tenacity and perseverance, which is often a really 
big feature and key of the kind of work that content requires, we were able to really tap 
into the amount of interest from content people across government who were all highly 
aware of the difficulties and problems and situations that they were facing in their work 
and the experiences that we were delivering out to the rest of our fellow citizens. 

What we did at this point and one of the really key learnings actually, before we went 
anywhere, was to really acknowledge that what we had done wrong, which was really 
not engaging our stakeholders in the right way, not identifying who the key players really 
were, not involving enough people. We had actually, possibly inadvertently really 
worked out that there was enormous appetite for change, and to bring together people 
who were already on this journey in their own departments. Many had started some 
really excellent work. Others were wanting to but didn't know who to talk to. 

One of the things that we really kept doing was building the community. We knew that 
we needed to do something about our content problem, if you like. We knew we couldn't 
do this by ourselves. We no longer have the remit to start with, and we were heavily 
reliant on the people across government to help us do this work. 

One of the really important things that we did was co-design a strategy, which was 
about a content strategy for people working in government to help them roll out the work 
that they needed to do within their organizations. We did this by forming squads. We 
could have gone and bought Kristina's book, which we all did anyway of course, and we 
even had a chance to speak to Kristina at that time. 

We knew that if it didn't have a flavor of what the specific pain points our audiences 
were dealing with, it wasn't going to land. We also knew that there was specific 
information to the Australian government, particular things around policies and 
governance and regulations that we needed to bring in. Accessibility is a really good 
example of that. We also knew there was amazing knowledge and braintrust that was 
read across the whole of government and we wanted those people to work together. 
What we did was we brought them together in squads, to co-create this big piece of 
work, which eventually was published, I'll show you that in a moment. 

The problems that we were trying to solve were normal problems that any organization 
times a thousand would encounter. Unclear responsibility, duplicated effort, that was a 
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huge problem across government. You could have the same piece of content served up 
12 times with a slightly different angle on it, which was very confusing if you were a 
citizen searching for that particular bit of information. Very long production times, 
maintenance plans often didn't exist. 

When you got a governance model, a very standard one, knowing who's responsible for 
what, who's the approver, who's the writer. Having consistent processes and bringing in 
those efficiencies and compliance. In government particularly, there was a very big 
problem around sign-off processes. We encountered situations where content would 
move from the editors, the web editors through to the publishing point, there'd be at 
least 15 people who would have to review. Often that would change, mess up, even, the 
information, so that by the time it was published, it was quite different to what it looked 
like when the professional who had put it together started out on their journey. 

That was a specific problem. We were really looking to at least reduce those sign-off 
processes, by measuring the inefficiencies and the cost of doing that over vigilance 
around information. Having said that, it's a really critical part of government content, 
because we don't want to publish the wrong things. No one wants to be that person who 
ends up on the front page of the national paper. 

This was the actual guidance that was produced. It's still available today. It's the digital 
guides for the Australian government content strategy guide. We also had a content 
guide, which was the style guide. We put this together, as I said, and once it was 
published we did release it early. We were very much, as I said, co-creating and making 
sure that we were capturing early feedback and edits. When it became live it gave the 
people— Once again we needed to do this work with us, for us. It gave them the tools. It 
validated the work they're doing. Suddenly content strategy was a real thing that the 
Australian government was actually talking about. 

It was even mentioned probably mistakenly or almost but in certain estimates as a thing 
that the organization was doing. I'm pretty sure that's the first time content strategy has 
ever been said in the Australian parliament. That's pretty exciting. 

We created a groundswell of change through our community building by bringing people 
in, by working together. We had meetups. We helped with critiques. We set up online 
forums where people could come together and share what they were working on and 
troubleshoot. This had never really happened across content communities in 
government previously, to my knowledge, and what we did, we also were able to tap 
into different layers of government. 

Australia has three levels of government, so we were able to bring in people who were 
working at a council level as well as people who were working at a state level because 
typically, some user experiences will cut their way through all three levels of 
government. It was fantastic to see that we were actually able to work with our peers 
across the country, in quite a way, an unexpected way. 
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Top-down support and that bottom-up, top-down support when those two things meet in 
the middle of that's the sweet spot. The top-down support came a little bit later in this 
particular situation, probably because content strategy was such a new thing and what 
we were doing was, it was cutting new ground. It did actually hook them in, though, and 
we actually ended up getting some fantastic advocates at very senior levels, who saw 
that the work that we were doing was important and why and they understood its value 
and connection to the work that other departments were doing. It came second and it's 
something that I've really recognized since then is something that we really need to start 
out as soon as we can to get that top-down support as well. 

Four things we did right: I think we hired really great people, that was such an important 
part of it and that really meant taking the time to understand the hiring systems, 
particularly in government, which are fairly easy to use and can be quite difficult to 
understand if you haven't worked in that system before. By taking that time, we were 
able to then preempt the hurdles and get really good at making sure that we were able 
to recruit quite seamlessly and that we took the time to bring in the best possible talent 
that we could find. Worked with some pretty amazing people too. 

The other thing we did was we helped others hire really freaking great people. That was 
important because once again, we couldn't do all the work, there was absolutely no way, 
and anyone in a big organization knows that feeling. You cannot be responsible for 
every single team across the organization, but you can help others hire really good 
people and set things up as best they can, contributing to things like job descriptions, 
attending interview panels, we created training standards, anything we could think of to 
do to make it easier for others to hire the kind of people that we recognized had the right 
skill set. 

We really empowered our community. As I said, this was such an important part of the 
success that we had. We made people feel confident, was typically a very closed 
environment, we were able to encourage people to share what they were doing. We 
openly admitted our mistakes, which was refreshing, for a lot of people, and then others 
followed and did the same. We disclosed challenges, we shared learnings and this 
really was a fantastic way of escalating the change management, if you like, that was 
required for us to actually get cut through to do this work and deliver the work that we 
wanted. 

We got pretty good at talking about risk. This is something I learned and it's a very 
genuine thing. Often, no one really cares about the content strategy part at a very 
senior, senior level, or certain pockets of executive leadership, but everyone cares 
about organizational risk or risk to the business. Where we were able to demonstrate 
what the risk of not doing a particular thing regarding that amount of content, it might be 
about closing down or archiving or cleaning up websites so that people could actually 
find the information they were searching for. We always really made sure we were 
framing it in terms of risk where that was applicable. 

Four things we could have done better: this list would probably be 100 things we could 
have done better, but four things that stand out to me in my memory, as I mentioned 
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before, bringing in executives earlier and really making sure we were seeding those 
learnings and insights and hooking people into what was bothering them the most. 
Taking that time to understand their agendas and their strategies and their policies. That 
way, we were able to lasso the work we were doing into the pain points that they were 
experiencing. 

Modeling agile reporting. Agile was quite new to government at that time; we were 
bringing in, we were setting up ways of working that hadn't quite been done in that 
particular way before. There was also a lot of misinformation around agile at that time, 
in terms of it was something that was seen as a bit of a flash in the pan kind of thing, a 
bit of a digital groovy concept and that it was associated with failure. It was quite an 
interesting lot of tension around agile delivery and something we believed incredibly 
strongly in and I still do today. 

What we could have done in hindsight where there was that ambiguity around how we 
were working and what we were doing and why, was to really model hooking reporting 
around agile into the traditional reporting systems that were set up but often were quite 
close parallels and things like bringing people together for scrum of scrums was not 
something we managed to do, so bringing teams in from different government 
departments to actually come together, which was really to discuss any red flags. 

We were able to bring in some cultural changes but the next thing we should have done 
was get really good at making sure that the way that we were reporting was able to 
hook into the way they were expecting their reporting to be done. 

Baselining. Baselining is something I constantly talk about, and I still do, I'm always 
bothering my team to say, have we baselined this? It meant at that time, we were in 
such a rush that we didn't baseline half as much as we should have. This meant that as 
we were able to improve and see change around us, we didn't have the metric set up 
properly. Telling that story was actually really hard because, of course, people are 
looking for evidence. How many different things have happened? How many websites 
have been shut down? How many user experiences have been improved? 

They wanted that, they wanted the data, and we weren't able to do that; we could only 
do it anecdotally and by bringing through the stories that we knew were happening and 
that we were hearing about, but it did make it a lot harder. 

To that point, celebrating success. We were able to, we knew there was amazing work 
starting to happen around it, but it just started to mushroom, and mapping our own work 
to that more consciously and directly would have served us well. Celebrating that work 
is something we always tried to do and we saw but once again proving its relationship to 
the work that we were doing. We were enablers; enabling is a really hard thing to 
measure and prove. If we had actually dummies as I say in line with the baselining side 
and then also just really got a little bit louder, I think, around where we were seeing the 
good work as well. 
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I'm going to move on to Episode Two. This second section is called Thinking Ahead and 
Not Forgetting the Binoculars. This is a picture of a beautiful iceberg. It's got such 
gorgeous light and the size of it is incredible. Another story from the Titanic that I read 
about as I was putting this presentation together was that there were no binoculars on 
the Titanic when it hit the ice. There was a cupboard full of binoculars and the key was 
actually in the pocket of a crew member who had left the ship at the previous port. No 
binoculars. 

Atlassian, as I mentioned, makes Jira, Confluence, and Trello, and many other amazing 
products, and I've been with Atlassian now for 10 months where I joined back about this 
time last year. Atlassian is a really interesting company. It's had incredible growth and 
success and with that has come enormous content challenges as well. We now have 
4,000 staff; we were founded in 2002 by Mike and Scott, our founders who are still very 
actively involved in the business, and we now are across nine countries. Jira is our 
flagship product, and that's used across 290 countries and 65,000 customers growing 
by the day. 

Our software is seen as, we are seen as industry leaders so our tools are used by 83% 
of Fortune 500 companies and expansion is a very regular thing. We're regularly 
acquiring new companies, 20-plus to date, and with each of those companies, and they 
can be small or big ones, they come with their own content and content challenges as 
well. We have a lovely mission which we believe that behind every great achievement, 
everything that everyone is working on, there's a team, a team of people and it's 
unleashing, unleashing the potential in every team is our driver. 

We also have some really good values and these really guide what we do, why we 
create, who we hire. We're an open company, a no BS company, we play as a team. 
Building with heart and balance, be the change you seek is a really interesting one 
around the innovation that we're encouraged to pursue and drive and certainly embrace, 
and not missing the customer is the golden rule, and noting that our customers are the 
reasons that we basically form ourselves together and have our other values. 
Everything is based around the customer. 

As I mentioned, we've had enormous success and growth really quickly and with this 
has come an enormous amount of content as well. This is content that relates to 
Confluence, one of our other products, which is basically created by different teams in 
different areas, in different time zones, in different countries. We have some enormous 
challenges around the way that we organize our content and the way that it's served up 
as an experience to our customers. 

Some of these things might sound familiar: We have a lot of content. Some of it can be 
really hard to find, it competes with each other on search often. It is created in different 
silos, different parts of the organization who may typically not be working directly 
together. Some of us are, we try very hard to, but others aren't so we might have 
content produced at different points of the pipeline by different teams. 
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We have really high-quality content; our practitioner level is pretty impressive, I must 
say. We certainly are very strong in this area but the pace of delivery and moving very 
fast as my experience in government was as well, it's often unmeasured, so I'm trying to 
prove and validate the work that we're doing can be actually quite hard to do. 

I spent probably my first six months at Atlassian looking for the key, looking for the 
binoculars so I could see it myself, kind of see through and try and get a clear line of 
sight. Also, help others see what I was recognizing as things that needed to happen for 
us to get on the front foot with our content transformation. 

Of course, others had also seen some wonderful peers across, other leaders in content 
as well. In service design and research we’re also seeing this as well. Most of us were 
from content specifically and we really recognized that we needed to come together to 
amplify this conversation. We weren't just in a silo, in our own silos or a vacuum yelling 
out for and what we saw is, what was needed to change. 

As I mentioned before, we have a lovely value which is "Be the change you seek." This 
is a really interesting value because it certainly does mean that there's a lot of action at 
Atlassian and a lot of things happening. For me, when I was thinking about, well, how 
do I— where do I go with this? How do I actually work out what my next steps are as 
someone who's in a leadership role to bring together and try and unite our content and 
our operations in a way that is much more efficient to the business and much more 
useful to our customers? 

Be the change you seek was the value that I tapped into and certainly came together 
with some wonderful people across the organization. We have an enterprise architect 
who's worked very closely with us to lead this work. A content strategist, of course, 
Karen Bywater, as well and other wonderful managers who I work with have been able 
to come together and mobilize ourselves to really show something. 

There's a huge appetite at Atlassian for content strategy, 38 and counting so different 
teams have really embraced this, but these are done at the moment fairly separately. 
We also knew we needed to do some [unintelligible 00:23:08] because we did an 
audit and we found 66 voice and tone guides, 55 style guides, 54 glossaries. We've 
flagged which ones are useful and we're now at the point of really trying to retire and 
consolidate and bring our information back to what our users, our internal users are 
asking for. This is a really big job and I know that Michael from Intuit is doing a talk on 
exactly this subject as part of Confab, which I'm really looking forward to seeing. 

We also had new customers and team members just arriving by the day. We now have, 
I think, 70 content designers across the globe in multiple time zones and that number is 
growing very quickly. The lovely part about the work that we have been doing at 
Atlassian is that there is definitely very committed top-down support for this work. 
There's still a little bit of cloudiness around what it actually is but I do think certainly my 
own manager, Karen Cross, has done a brilliant job of making sure people that have a 
very senior level understand that this is something that we need to get on top of. 
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As I mentioned before, there's amazing bottom-up support. We have a very active, 
inspired community that we— [phone rings] My phone just rang and I knew that would 
happen. 

That's my son calling me. I'm just going to pop that there for a minute. We knew that 
we've got amazing people around us who really want to see this happen and everyone's 
trying to cut the— [phone rings] I'll try and cut that out. I'm probably not even going to 
because I'm pretty short on time right here now so I'm just going to keep going. It's 
[unintelligible 00:25:00] time. 

Finding the sweet spot between this top-down support and our bottom-up enthusiasm, 
this is really the challenge, I think, in any large scale content transformation exercise. 
It's where we can harness the energy of those two groups and also help them connect 
and understand each other's world a little bit more. 

We knew we needed to find a common language across the teams to drive upfront and 
ongoing alignment. That common language is a really important part. Marketing, brand, 
product, university, community—we have many different areas all doing very similar 
things with different goals, different objectives, but the end goal is the same. We needed 
to link people to that thread that we all actually have together. 

One of the things we've done is we've just set up a content council, a coalition where we 
have heads of different content areas coming together to talk about what we're working 
on and having a backlog of work that we're doing together as well. We're chipping away 
at it and it's very hard to bring people who are as equally as busy as ourselves together 
but it's something everyone is really committed to and they see is something that we're 
all going to get something from. 

We needed to really establish, I think, a sustainable content ops model that other teams 
can adapt. We've been able to identify our weak spots and I'll show these to you as well 
and this is where we're really actually focusing our pilot that I'm about to talk about on. 
The easiest part was getting just at the right opportunity to pressure test your ideas. We 
were presented with a bit of rogue content that is a very high impact content that is 
slightly ownerless that we recognize was at the perfect opportunity to demonstrate our 
thinking because once again, we're trying to show something tangible that others can 
see with their binoculars. 

How are we doing this? We've developed a capability model and my next slide is a 
picture of that. This is, as I mentioned, being driven by our systems architect and the 
team. It really models and labels and groups together all the universal content functions 
and outputs that the organization collectively has. We identified our high-impact, 
problem-child content and this particular content has multiple team touchpoints. 

It's very easy to measure which is good, really motivated content gatekeepers, which is 
wonderful because we need people who are frustrated enough in some ways to help us 
drive this through, and it comes with lots of problems, which, of course, is what we 
wanted. If it was easy, it wouldn't be an interesting story. 
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We've put together a tiger squad so we have the right people, the right subject experts, 
the right people across that pipeline where the content flows through the organization. 
We've engaged some content strategists here in— not here exactly but in Melbourne, a 
content arc who are very strong in governance and workflow to have great experience 
and expertise. 

We've also seized the day with Atlassian invested in a new CMS content for which we 
are partnering with the team, the IT platform team who oversee the tool. We can 
actually work together and I've talked about it being bringing this work to the well so 
where other people are wanting to use the CMS, positioning ourselves to this piece of 
work in particular at the well so that others can also benefit, hopefully, that's the goal of 
this as part of their onboarding to using the new content management system. 

This is a framework that really— it's our enterprise content management framework that 
we have worked together on. It basically outlines from birth to death the lifecycle of 
content, what are those particular things from our business's perspective, not dissimilar 
to many others, that will happen at a certain particular point. 

The blue outlines are where we have identified, these are our weakest spots. As I 
mentioned before, analysis and measurements are really setting things up and making 
sure that that information is shared and it's accessible, and then it's used to improve the 
experience as we go forth. The storage and maintenance side of it, so that ties into the 
ongoing, that the life of the content and what happens, how do we keep the content 
optimized while it's still alive? 

The policies and governance part, so how do we actually make sure that we're retiring 
at the right times? What are our standards that we're actually bringing in to make sure 
that, as I mentioned before, we have an enormous amount of standards but no one is 
always sure which ones are the right ones to use. Accessibility is another area that 
we're very interested in improving and making sure that we're doing the right things in 
terms of our content design as well. 

These are the areas that the pilot is going to cut through. Parts of it will be done by the 
teams on the ground where we know, for example, that they're authoring and we're 
really strong in certain areas as well. The delivery part of it is something we will look at 
as part of this as well. In fact, that you've had a blue outline as well. 

Four important outcomes we are seeking. The main goal is a bit of a straw man/straw 
person, content ops model. Atlassian flavored workflows and continent governance 
processes in the same way that the work we did for the Australian government was very 
much designed around the user needs and the business needs, and the pain points that 
our audiences in government had. In this case, it would be to do with the challenges 
that our teams that it lessee and have that might be to do with the way that we're 
structured. 

It could be to do with the way that we, the pace of how we work the different areas, the 
different time zones, and systems we're using. We really want to make sure that 
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wherever we land with this is something that it has been measured twice so that others 
can cut once. 

Improving sentiment is a really big part of this as well. The current team who are 
involved in this work, like many people who are handling chaotic pipelines of content, 
they do feel worried and they do get overwhelmed and they do feel incredibly 
accountable for this experience that they know is not optimum. Moving the needle and 
we will be measuring, we are measuring the cinch, this instrument as well as of the 
team as well, to see if we can shift it from being quite chaotic to more in control. 

Measurable risk, as I said before, you know, the content creation process, the cost, the 
inefficiencies, the time to complete tasks, these are things we're measuring early on. 
We're baselining right now, and we will measure them on the other side of the delivery 
of the process as well. 

Importantly, this comes back to the binoculars analogy. We want to really make sure 
that we're, we're creating and quite consciously delivering a compelling story that we 
can shop around and it will explain what we did, why we did it, how we did, and where 
we landed. The goal of this is really to help others understand this work, where it can be 
still a little bit unknown for those that may not have worked in this way before and to get 
that buy-in and help others feel confident that makes sense to them as well. 

Have we found the key? I don't know yet. We're going to have to talk later on about, but 
again the key itself is something that we will be able to hopefully find. If nothing else, 
jiggling the lock is where we're at right now, which is a very positive sign. 

The final episode, and I'll let you get back on to the rest of the conference in a moment, 
is just my reflections of being a leader of content change. When I say content change, I 
think about my own experience of coming into content, which is many eons ago where 
content was seen as the afterthought. A lot of people would probably recognize that 
sentiment. It still does exist today, sometimes, but I think the role of leadership is to 
bring it closer and closer to the front, to the center stage so that others are really 
understanding and invested in it as well. 

My reflections, I think bringing others on the journey, that's a really important part of it. 
It's something that doesn't stop. It has to happen over and over and over, where you 
might have thought, "Yes, that was a really good presentation. I'm pretty sure that 
group's invested or they're understanding what I'm doing." Not necessarily. Finding 
different ways to explain what you're doing is a really important part of it and sharing 
your learnings as well. 

It really pays to be generous with what you know, and what you're learning, helping 
others share your mistakes and insights, sharing articles, pieces of research, mistakes, 
things that have just happened in a meeting that have given you that aha moment. I 
think the people around us who identify with the work we're doing, whether they're in 
content roles or not, will always respond to the information that it gives them more, 
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paints the picture as to what this strategy or this thinking or direction that you're bringing 
in is, where it's going and how it's evolving. 

Knowing thy stakeholders. I saw on Twitter the other day, it was Jonathan Coleman, had 
a tweet that reminded me, working with stakeholders early makes it so much easier at 
the end of the journey. Stakeholders have so many different needs. I really think 
understanding their nuances and as I mentioned before, understanding what bothers 
them and how this work can be useful is really important. Another thing I've learned is 
never assuming that one stakeholder is the same as the next. Everyone's different, and 
everyone will see content strategy quite differently depending on their own experience, 
of course. 

Love thy allies. Allies are a wonderful thing. Certainly when about all of the people that 
I've worked with across both government and Atlassian, who share that common drive 
to bring in change and to improve content systems and standards and ways of working, 
are people that I really honor. I do think that in government, particularly, I had some 
wonderful allies that weren't in content roles, but they recognized the value of the work 
and they were able to help me open doors that I didn't know how to open because I 
hadn't actually worked at that level of government before. 

People like that are champs at whatever level they are, whether they're working on the 
coalface or whether they're in a boardroom, I think they're very important to really honor. 
Protecting teams from the noise is a really important part of leadership. We really want 
them to stay laser-focused. If I think about the content operations work we're doing at 
the moment, it's very detailed, they've got to get into the weeds, they've got to unpack 
things, they've got to— It's messy and they need to focus. 

I do think that around us in any organization, there's always things that are changing, 
whether that be team restructures or organization, executive team changing priorities, or 
whether it's a change of government, these things are always going to be happening. 
Finding a way to make sure the teams have just the right information to do what they 
need to do, that they know that they can trust you as your leader to bring them into 
whatever they need to know, working openly is incredibly important, but not overloading 
them with all of the stuff that goes on at that kind of senior level. 

I think holding the line when you know you're right is a really important one and it's 
something I've got a lot better at, as I've got older. I do think even that recognizing the 
feeling when you think you know you're right, whether you get to hold it or not is very 
important. Experience will teach you a lot and as you get older, apparently, the brain is 
much better at identifying passions. If you're experiencing a feeling where you 
recognize, you recognize this, I've been in this situation before, it's a very different one, 
but I'm going to hold the line on this one. 

Equally as importantly, is being the first to admit it when you get it wrong. I get things 
wrong all the time and I really, really want to make sure that when I do get things wrong, 
that I'm owning up to it. Owning mistakes is a really important part of showing good 
leadership. This is a really crap attempt at a drawing. Learning how to draw. I'm going 
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to, this is an early mental model of the content guidance ecosystem in Atlassian that I 
did in my first few weeks here I think. I am going to get really good at drawing this year. 
It's my isolation goal. 

Drawing's a really important thing. It certainly helps communicate my ideas at a very 
simple level, but what it also does is, it's not threatening. It's not coming in with a 
presentation saying, "This is what we're doing and why." It gives you an early way to, we 
use the word spar or critique ideas with other people. When I was in government, I used 
to, when I was trying to bring in some really fairly big changes around the way the 
teams were structured in the work that we were focusing on, I would literally walk 
around with a piece of a big piece of paper with a drawing on it into meetings, which 
really helped because it wasn't as yes, threatening in some ways, especially because 
my drawing is so bad, but yes look at do something. I really do highly stress, for those 
that can draw, I admire you so much. 

Another thought is really I guess about creating openings between those who are 
empowered. The people that we are connecting to are content champs, our content 
warriors across the organization in different pockets, on different teams. Making sure 
that those that have powerful job titles either know them or can see they have visibility 
of their work and vice versa, because before I mentioned that, that top-down/bottom-up 
approach, so really that kind of service design thinking around we're designing our 
communications, is to make sure that we're able to connect them where we can help 
join the dots where we can. 

Recognizing that content is information and information is power is really important. 
When I was in government, sometimes I'd find myself in really uncomfortable meetings 
around the content we were trying to publish, the information we were trying to get out 
to the public. There was tension around that because with that information came a lot of 
power that was built into that. 

It really helped me by understanding that there were, this is something it's not just a bit 
of word on a page, it's what it represents and using that well and honoring that and 
making sure that we were doing the right thing, has always been something that I've 
really wanted to build upon. 

Finally, you can see my head's kind of at the bottom here now. Seizing a Titanic turning 
moment when you spot it. I began this talk by talking about turning the Titanic, content 
transformation at a large scale. When those opportunities arise, it's really important to 
campaign for them, to push for them, to have conversations with the right people and 
get them excited about what you're seeing as an opportunity. 

Opportunities don't come by, every single day of the week, but they are there in every 
large organization. I think instinctively the people in leadership positions can be very 
good at spotting them. I really encourage you if you are in a role in a big organization or 
if you're setting out on your own journey of content transformation in any-sized 
organization, knowing when to move and move a little bit faster than the Titanic was 
able to, is a really important thing. Thank you for listening to me today. I hope you have 
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found this useful. I really wish I had been in Minneapolis with you all. I was very excited 
about my trip, but I will come back. I will make a valiant effort hopefully when this 
situation is over. 

I hope everyone stays safe and well, and I will go to the Slack channels. I know that the 
team has done so much work to make sure that we can hang out on Slack together. I 
am in a different time zone, but I would do my very best to have a conversation if 
anyone's interested. I'll work out how to do that after this. A little final message is, oh, I'm 
on Twitter too. Please, you can chat to me there as well and I am on LinkedIn. A little 
final call out to Kristina and Tenessa and Amy and the amazing team happy birthday. 
Thank you for everything you do for our community across the world, so many people I 
know have had career-changing moments by interacting or engaging with yourselves or 
the presenters that you are able to curate and just the great all-around awesomeness 
that you all do. Thank you. 

[00:43:57] [END OF AUDIO]
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