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Context to the nugget

Andrew speaks about how we all have intellectual and emotional biases when we make decisions
and he speaks about how we can minimize being influenced by the biases during such moments. He
speaks about some tactical tips around how one of the organizations tackles this by unearthing prior
biases that different people in the room might have towards a situation.

Transcription
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Deepak Jayaraman (DJ): Let’s move to the next one Andrew which is detachment, right? You talk
about identifying and then challenging the biases and you talk about two types of detachment:
emotional and intellectual. Talk to us about what you mean by each of these and how leaders could
address these?

Andrew Likierman (AL): Well, this comes | think back to your earlier comment about the role of
values. This is also heavily involved in this area. So emotional detachment | hope we can all
recognize this, we approach many issues, most issues arguably with an emotional viewpoint. We
either like or don’t like somebody, we like or don’t like an issue, we know we feel about things, we
don’t just approach as automatons and it’s important | think to understand exactly where one is with
this. If | just give an example, you know, somebody might ring you up and say, you know, can | talk to
you about so and so and your reaction might well be subconsciously | don’t actually like this person
and | don’t think | want to do this but nevertheless | am going to listen politely or there might be oh,
| am so pleased to hear this person, | am looking forward to what they have got to say. One starts off
with lots of emotional views about people and about issues. On the intellectual side one approaches
things knowing what one knows and one has facts, one has experience and so on and you can be
honest | mean in terms of saying well, you know, am | looking at all the facts here and am | looking at
all the arguments in a way that is analytic, is detached analytically or am | just getting around that
and ignoring that. So, | think these are the two elements here, the emotional and the intellectual
and | believe we approach every choice even quite trivial ones with both these things being relevant.

DJ: Once again, like the last time to make it tactical for the listeners, could you talk a little bit about a
few things that you see effective leaders do to ensure that their biases don’t come in the way of a
decision?

AL: Yes, | talked to one company and this is an extreme example where people were encouraged
before a key discussion to declare their biases, in other words to say look, | come to this, | have been
working on this for five years, of course, | believe this is a great project. So, | just want to let you
know that before | start whereas somebody else might say, you know, coming from Finance say,
well, no, this looks terribly expensive to me and | don’t think we have got the resources. So, my
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immediate reaction to this was well, actually | don’t think this is a very good idea because | don’t
think we can do it. Now, | think that’s remarkable in a way, it’s a well-known company, | am not able
to quote it but if everybody’s heard of the company but | think that’s a very interesting idea. Most
often and more usually if we talk about for example a discussion between different functions you
would expect the Marketing function to look at marketing aspects to say well, look, | think we can do
this, | think we can do that, this is a great opportunity and so on and know in one sense everyone
around the table says oh that’s marketing, of course, they would say that, wouldn’t they in the same
way as they might say well, finance is always conservative and they don’t like taking risks and so on.
So, | think that somebody who is in the business of saying | will gather views around me has to know
where everybody’s coming from so that they understand that what is said is not said necessarily at
face value but is colored by the biases that they have. And so, if it’s not just words as it was the
matter, it’s also the sentiments behind the words that | think somebody who is getting to grips with
what’s relevant for this particular choice has to do. | mean, if | just take, | am steering well clear of
politics here but | think we all know that when a politician in any country says something there is an
agenda there, usually means politicians in general talk because they believe in a set of ideals and
ideas and we understand that and so after a while we get to know where their biases are and we
take account of that. Of course, if we agree with them, they think it's wonderful, you know, that’s a
different matter.

Reflections from Deepak Jayaraman

DJ: I am reminded of the insight from one of my earlier guests Jennifer Garvey Berger (JGB), an
Executive Coach based in London who has written a book about the traps we fall into because our
human operating system is not wired to cope effectively in the world we are in. One of the traps she
speaks about is the fact that often when we think something is right, it is actually an emotion and
not a cognitive process.

JGB: “In a brain scan we see that the arrival of the emotion of certainty comes before, not hours
before but milliseconds before the cognitive part of our decision-making actually comes online. And
so this shows that we feel certain and then we figure out why as opposed to we feel like we don’t
know and then we figure out what we believe. Now, of course sometimes we absolutely do it the
other way, but by and large we don’t.”

DJ: | went to ask her how as leaders we can overcome this trap. This is what she said.

JGB: | have us look for what certainty feels like and begin to notice that as separate from a cognitive
process like what does it feel like when you feel certain. You can often notice some things your body
does like | move forward in my seat, | start thinking ahead to how | am going to defeat the
disagreement or the perspectives of others, like | have a sense of righteousness in me. Now when |
notice those things | am able to say oh wait, wait, wait, this is an emotion, this is closing me down to
new possibilities, new data, and | could totally be wrong here. So asking myself what is it that | am
really believing right now, not what’s true but what | believe is true and then how could | be wrong
about this allows me to listen in a new way not to defeat the other person, not to listen to win or
listen to fix their ideas, but to listen to learn from them to hold my mind open as a practice, as an
intention or practice as opposed to just going with this emotion that bowls over my capacity to
learn.”

DJ: Listening to learn can help us understand the multiple perspectives in the room and the various
biases that are at play including ours and then help with the decision making.
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Thank you for listening. If this topic is of interest, you might like the playlist Judgment where we
have insights from leaders across domains speak about their take on this topic. This ranges across Zia
Mody who speaks about judgment in a legal context, Amit Chandra who speaks about on judgment
in investing, Vinay Sitapati who speaks about Narasimha Rao’s sense of judgment, and Dr
Ramachandra Guha who speaks about Gandhiji’ sense of judgment when he took big calls and so on.
To access this, please go to playtopotential.com/tags/judgment (/t a g s /judgment)

End of nugget transcription

3k 3k ok 3k 3k %k ok ok %k k

Nugget from Jennifer Garvey Berger that is referenced: Trap 2 - Feeling right doesn’t mean it is right.

RELATED PLAYLISTS YOU MIGHT LIKE

Listening: When you talk, you are only repeating what you already know. But if you listen, you may
learn something new”. This is a quote by Dalai Lama. Several leaders talk about their experiences
with listening and how they have grown with it. More specifically, leaders also reflect on the
criticality of listening when transitioning into a new context. You can access the playlist here.

Judgment: Judgment is a key trait that differentiates the great leaders from the average ones. How
do you make decisions and exercise choices in a world full of options and grey areas with multiple
stakeholders around you. In addition, the playlist has nuggets that discuss how one creates a climate
for the people around you to exercise good judgment. You can access the playlist here.

SIGN UP TO OUR COMMUNICATION

Podcast Newsletter: Join 1000s of leaders who benefit from the Podcast newsletter. Not more than
1-2 emails a month including keeping you posted on the new content that comes up at the podcast.
High on signal, low on noise. Sign up for the podcast newsletter here.

Nuggets on Whatsapp: We also have a el [ 1SRN EYLETo o Mo [E g1 o U1 lo] W= (Lo T N E-h 13 b U By i 1)

where we share 2-3 nuggets a week from the Podcast archives to provoke reflection. If that is of
interest, please click here and send a message stating “INTERESTED”. Do also add this number to
your Phone Contacts so that we can broadcast our messages to you when we share a nugget.
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Sir Andrew Likierman - Nuggets

e 60.00 Sir Andrew Likierman - The Full Conversation

e 60.01 Sir Andrew Likierman - Defining and measuring Judgment
e 60.02 Sir Andrew Likierman - Listen attentively; learn critically

e 60.03 Sir Andrew Likierman - Seek diversity, not validation

e 60.04 Sir Andrew Likierman - Keeping track of judgment run-rate
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e 60.05 Sir Andrew Likierman - Identify, then challenge, biases
e 60.06 Sir Andrew Likierman - Question the solution set offered
e 60.07 Sir Andrew Likierman - Judgment during COVID times

About Deepak Jayaraman

Deepak seeks to unlock human potential of senior executive’s / leadership teams by working with
them as an Executive Coach / Sounding Board / Transition Advisor. You can know more about his
work here.

Disclaimer and clarification of intent behind the transcripts

This written transcript of the conversation is being made available to make it easier for some people
to digest the content in the podcast. Several listeners felt that the written format would be helpful.
This may not make sense as an independent document. Very often spoken word does not
necessarily read well. Several of the guests have published books and the language in their books
might be quite different from the way they speak. We request the readers to appreciate that this
transcript is being offered as a service to derive greater value from the podcast content. We request
you not to apply journalistic standards to this document.

This document is a transcription obtained through a third party/voice recognition software. There is
no claim to accuracy on the content provided in this document, and occasional divergence from the
audio file are to be expected. As a transcription, this is not a legal document in itself, and should not
be considered binding to advice intelligence, but merely a convenience for reference.

The tags that are used to organize the nuggets in the podcast are evolving and work in progress. You
might find that there could be a discrepancy between the nuggets as referenced here and in the
actual podcast given this is a static document.

All rights reserved. No part of this document may be reproduced or transmitted in any form or by
any means, or stored in any retrieval system of any nature without prior written permission.
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