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Inclusive Leadership – Fleur Bothwick
As EY’s EMEIA Director of Diversity and Inclusion, Fleur has extensive international experience of this
agenda, and has been recognised for her leadership with an OBE. As well as an informative talk,
Fleur presented a number of slides that were jam-packed full of key ideas and learning points. Many
of these slides speak for themselves, so I have included many of the slides, and some with relatively
little narrative on my part.
Fleur kicked off her presentation by giving us all a sheet of jumbled up numbers. She asked us to tick
them off in numerical order and shout out when we had finished. Many of the audience were very
surprised when one participant shouted out first, and a long way before others had made much
progress.
Fleur then explained why one person had achieved such a remarkable performance; ie they knew
the rules of the game. She then explained that she had briefed two participants before the start of
the session and explained the order of the numbers to them.
This short exercise was a metaphor for inclusion, ie it is about everybody knowing the rules of the
game and creating a level playing field.
In football there are two teams
and the point of the game is to
get the ball between two
posts. There are lines on the
field, the teams have the best
talent, there is a referee, and a
rule book that is transparent
and clear, ie it is a level playing
field (quite literally!)

The changing nature of work and the role of HR
To improve diversity, we need to have a business case that is embedded in what the business is
trying to do.
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The business case must be about the future
of work and contribute to the business
strategy, ie recognising the transition from
the machine economy to the gig economy.
The business case must also recognise how
the talent pool is changing, such as new
recruits in EY no longer wanting a 15 year
career to partnership, but looking to join
organisations which provide teaming,
collaboration, and care for the environment.
This is also a big change for the role of HR, with the focus and opportunity now being on developing
talent and inclusive leaders.
In the current 4th Industrial
Revolution, many traditional jobs
are disappearing.
The World Economic Forum
predicts a net loss of 5.1 million
jobs by 2020. Many of these jobs
were done by women, and many
professional jobs are ending as
they are replaced by AI.
Many new jobs have emerged in
the last few years, such as
bloggers, brand amabassadors, app
developers etc. The way that we
work has changed dramatically, as
outlined in this graphic.
Fleur emphasised that EY doesn’t sell products; their people are genuinely their most important
asset. Therefore, EY rigorously uses data and analytics to understand their people and carry out
scenario modelling. Their data demonstrates that groups with best in class engagement in their
Global People Survey outperformed groups that were least engaged.
This has influenced EY’s people priorities of Retention, Reputation and Revenue; EY aims to be the
best in the market and attract the best talent.

Diversity and Inclusion agenda
To support these priorities, the Diversity and Inclusion agenda focusses on three main themes:
1. Unconscious bias
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2. Career watch
3. New ways of working
Fleur was very open about sharing the outcome of research and actions they are taking on each of
these topics …..
1 – Unconscious bias
She recognised that there is
much debate about the pros
and cons of carrying out
unconscious bias training.
However, she believes in the
value of this type of training,
provided that it is linked to a
process such as recruitment or
performance reviews.
She emphasised the
importance of being aware of
language, eg the comment “she
looks busy” could be seen as a
negative or a positive
comment.

She went on to describe how
important it is to be careful about
casual comments that set women up
to fail.
This is illustrated in this slide citing
research carried out by Quinn and
Spencer.

2 – Career watch
Fleur shared an interesting history on this, ie for a number of years, EY had run a 2-day
leadership programme targeted at women. However, they observed that it was only
relatively senior women who went on the programme, and when they returned to their
“day jobs”, many found it very difficult to transfer the learning into the workplace.
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They recognised that they
needed a different approach
and developed the
“Accelerate@EY” programme
and rolled this out across all
geos. This programme is
targeted at more junior women
and comprises a suite of
interventions to accelerate
women in their careers.
They also recognised that this programme needed the support of the women’s line
managers. Rather than directly targeting the managers, the programme was marketed to
the women who then proactively asked their managers to
get involved.
The most critical aspect of the
Accelerate programme is senior
sponsorship of each participant.
This is a different role from
coaching or mentoring; critically,
it can be carried out without
needing significant time or
budget.
Fleur also made some other observations about how important it is to be vigilant about
creating a level playing field for women. For example, she:
•
•
•

•

Shared examples of a graphic in EY’s Daily News where all of the pictograms were
male.
Emphasised the need for fairly and proportionally representing their existing talent
pools in ratings, promotions and development opportunities.
Shared the EY policy that external hiring should not dilute the current talent pool.
This is particularly important in an organisation that recruits a high percentage via
referrals from its current people. Inevitably, people tend to refer people like them,
so that can exacerbate the existing imbalance.
Talked about “no regression”, ie EY ensures that overall activity promotes growth of
diverse talent pools.
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Two other key factors that Fleur mentioned are that:
•

•

EY has recently had a year-end talent assessment which assessed everything they
could think of relating to people. They have agreed that 50% of future talent
assessments will related to diversity and inclusion targets.
They have also put a lot of effort into getting managers to manage better, on the
basis that if they train the managers to manage women better, they will then
manage everyone better.

Fleur ended the first half of her session with a lively and engaging Q&A, before we all took a
coffee break.
Returning from coffee, Fleur moved on to the third main theme of her D&I agenda – new
ways of working
3 – New ways of working
Fleur particularly likes the adoption of new
ways of working because, whilst many D&I
activities are targeted at women, everyone
benefits from new ways of working.
There are four elements to the new ways of
working strategy.
Fleur was very open in discussing the
challenges and reality of the long hours
culture in EY, and the ongoing question
about whether that culture is really
necessary or whether it is habitual.
A major part of the new ways of working strategy is to introduce and extend the use of
flexible working. The business case for this is based on people feeling empowered to decide
when and where they work, and therefore being significantly more engaged. Fleur
emphasised that this is as much about people feeling that they have a choice, even if they
don’t actually act on that choice.
Fleur cited different research findings that supported the benefits to the business of flexible
working:
•
•

More engaged teams were more profitable.
Exit surveys have demonstrated that the most frequent reason given for leaving EY is
to improve work-life balance.
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However, there can be a downside; our knowledge of the Ultradian Rhythm demonstrates
that people perform better when they take a short break every 90-120 minutes. When you
are working in an office, people get up every so often, walk around and have a chat. This
needs to be replicated when people are working from home, so they are encouraged to take
(ideally) a 20 minute break every 90 minutes, but at least 10 minutes as a minimum.
Fleur emphasised that flexible working is not all about working from home; it is about
making lots of small changes that allow people to work more flexibly.
Fleur then reflected on the
international challenges of working
from home. She gave examples of how
national differences need to be taken
into account, eg the Italian legal system,
Russian lack of technology, Indians
being surrounded by family members in
their own homes, and Parisians living in
tiny flats. So, in many cultures, people
want to come into the office to work so
that they can be productive.
However, the biggest challenge to EY implementing flexible working is that their clients
typically want people to be working on-site. However, this pressure to be on-site is also
changing due to the clients’ own real estate challenges.
To aid the use of flexible working, EY has
introduced six behaviours which are key to
making this a success.
Fleur showed us a video to promote
flexible working and these six behaviours.
I think that we were all entertained by this
video, and the use of animals to make key
points, eg bees doing a waggle dance to
communicate the source of nectar, and dolphins feeding by working in a highly co-ordinated
and intelligent way with common goals.
She also discussed a number of activities that had been carried out to shape and implement
their flexible working strategy, eg:
•

Running an ideas jam.
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•
•
•

Identifying small things that people can do that make a difference, eg Fleur changing
her calendar default to 45 minute meetings rather than 60 minutes.
Running half day workshops with intact teams to talk about the business case and
generating ideas that they can implement locally.
Challenging people who say that a job can’t be done from home.

Fleur also took some time to emphasise that there are mental health implications for people
working from home; there is some evidence that people working 100% from home are at
the biggest risk of mental health problems. For example, these can be the result of people
working excessive hours and not separating work from home life, and lack of exercise and
physical well being.
She also pointed out that it is critical to ensure that leaders act as well as speak in support of
the strategy. She gave an example of how a leader could easily undermine these changes
when they look for someone in the office; when they realise that the person is working from
home, they ask someone else who is in the office rather than contacting the person at
home.
Fleur finished her presentation
with this rather neat graphic to
emphasise the path from
equality to equity to the new
world of inclusive leadership,
and how important it is to find
ways to achieve real behaviour
change.
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Joseph Bikart – The Art of Decision Making
Joseph kicked off his presentation by talking about why he had set off down a path to uncover the
secrets of better decision making. This had come about as a result of his personal quest to solve his
own procrastination habit and find a more productive way to make decisions.
This led him to his own quest to find better ways to make decisions, and his session was about
sharing those methods and techniques. Talking to other attendees after this session, I found that
many participants had been truly inspired by his presentation, and had many lightbulb moments
about how they could approach their own decision making.

Setting the context
To get us thinking about our own personal attitude, Joseph asked us to close our eyes and think
about what comes to mind when we hear the words “decision making”. From the audience, people
spoke about 2 arrows going in difference directions,
the decision about whether to have cream with the
tarte tatin at lunch, or an emoji of juggling balls.
Joseph presented us with an image of the Situation
Room at the White House at a key decision
moment, and shared these two really powerful
quotations from Peter Drucker and Ralph Keeney.
Having set the scene, Joseph advised us that he was structuring his presentation around these three
elements of the art of decision making:
1. Why – ie why we struggle with decisions
2. Where – ie where we get stuck
3. How – ie how we can come unstuck
He then started us on our own journeys of tackling some of our own decision making processes.
As an example of why decision making can be such a challenge he discussed a shop selling jam; at
one time they had 24 jams on display and at another time only 6 on display. When there was more
variety on show, the display achieved far more customer interest, but resulted in far fewer sales.
Customers were overwhelmed by the choices and having to make a decision.
Joseph used the jam example to illustrate that decision making is taxing and tiring. He has read
many self-help books and watched numerous videos on this topic, but they fail because they don’t
recognise that simple decisions for some people are very complex for others. He cited examples of
Senior Execs who can make big decisions in business but can’t (eg) manage the family budget or
choose paint for their living room.
He then referred to his model of Why, Where and How as “Decisiology – the Art of Decision
Making”.
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Having set the scene, he moved into the rest of his session by inviting us all to think about 3
important decisions we need to make in the near future, and rate them on a scale of -3 (struggle) to
+3 (walk in the park). We were invited to buddy up with another participant and discuss our three
decision challenges, and then to pick one of the ones in the “struggle” zone to work on.
However, before we started to go deeper, Joseph focussed on the biggest decision we have to make,
summed up by Hamlet’s “To be, or not to be, that is the question”, and visualised by different actors
putting different emphasis on completely different words. Joseph’s point was about us thinking
about how we show up to these choices; when we struggle, what are we slaves to, and what are we
in power to?

Why we struggle with decisions
The physiology of decision making
Starting with the physiology of decision making, he looked at the
origin of the word “decision”, from the Latin word meaning “to cut
off”.
We know from psychology that when we make a decision and hence cut
ourselves off from an option, our brains can experience this as a loss.
Joseph asked us to consider if the pain of making a decision is cutting us off
from the pain of losing an option. or cutting ourselves off from the pain of
indecision.
Our brains use a phenomenal amount of energy – we typically burn
320 calories per day in decision making.
In addition, it is interesting that “Decision” in Greek mean crisis or
logic. This led Joseph to the observation that when we are in crisis,
our deciding mind can become illogical.
Joseph also pointed out how decision making can challenge
our future self-continuity, ie the extent that making a
decision will cause disruption between our present and
future selves. Pychyl has demonstrated that our brains
prefer continuity of the present self versus our future self,
and that different parts of us may want different things.
Joseph then asked us to think about our decision, and try to identify at least three parts of us that
may want different things.
Our defence mechanisms
This laid the groundwork with our own decision for Joseph to present a number of defence
mechanisms that we typically use to avoid making decisions, ie:

Fleur Bothwick and Joseph Bikart

Inclusive Leadership and the Art of Decision Making

1. Mono-living – exemplified by Mark Zuckerberg who always wears the same grey trousers
and t-shirts, thus avoiding decision making about his outfits.
2. Outsourcing – when we let someone or something else decide for us, eg using astrology, or
“why don’t you decide” which sounds polite but it can be a defence mechanism.
3. Procrastination – based on our personal myths that the time delay doesn’t matter.
4. Perfectionism – when we keep seeking more information before we decide. This can really
drain our psychological energy.
5. Osmosis – where we become known as the person who doesn’t make decisions and believe
that about ourselves as well.
Back to our own decisions, Joseph prompted us to
reflect on our own challenging decision and identify
which defence mechanisms we may have used so far.
He also emphasised that our defence mechanisms
protect us from fear. However, the danger is that, like
the Maginot Line, they can be very complex but are not
necessarily effective.
This is well-illustrated by this quotation from MarieLouise von Franz.
The 7 fears of decision making
Joseph then went on to discuss the 7 fears that hold us back from making decisions.
1. Choosing the wrong option – this comes from us believing that decisions are right or wrong,
rather than recognising that there are many shades for grey and therefore there are many
non-binary options.
2. Rejecting a better option – this is driven by FOMO (fear of missing out). A good example of
this is when we buy things that are in a sale.
3. Fear of failure – this can blind us and we become immobile. To overcome this, think of all of
the possible outcomes and decide what to do about mitigating them.
4. Fear of heights – this can hold us back from stepping up the ladder at work, eg fear of what
will happen if I get that big promotion.
5. Fear of identification – this is driven by our belief that we may be negatively identified with
our actions or failure. In reality, other people don’t care.
6. Fear of lack of recognition – our belief that if we take a particular action, we won’t be
recognised appropriately.
7. Fear of selfishness – ironically, our fear of being seen to be selfish can hold us back from
taking action.
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Life traps stemming from our early childhood experiences
These 7 fears stem from our early
childhood fears of either engulfment
(being overwhelmed) or insufficiency
(not having enough).
Young and Klosko have taken this
further and defined eleven lifetraps.
These lifetraps are an issue when it
comes to our own decision making
because we use these as filters
through which we see each decision.
To provide us with illustrations, Joseph then returned to the 7 fears, and provided examples of what
we might hear people say when they are struggling with making a decision. And he also identified
examples of the underlying hidden thinking that may be at the core of these fears for each
individual.
He emphasised that our
procrastination is not about the
decision, but about ourselves.
As we moved into the tea break,
Joseph invited us to find our own
threads through these defence
mechanisms, fears and lifetraps.
Returning from the tea break, Joseph
turned to the “Where” of decision
making, ie where we get stuck.

Where we get stuck
To kick us off on this segment, Joseph posed ten questions, such as asking how many books there
are in the old testament, and asked us to answer with a range where we were 90% confident that
the correct answer falls within the range that we gave.
Most people only gave a correct range for either one, two, three or four of the questions. If we had
a 90% confidence, then we would have answered nine out of ten questions correctly. This
demonstrates that we are over confident.
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When making decisions we are prone to selfestrangement; either the self is hiding from me (ie I
don’t know who I am) or I am hiding from me (ie I
am not comfortable with who I am).
Joseph challenged us to think if we know where we
are hiding.
But what do we do about this and be able to make
better decisions?
Joseph proposed six processes that we can use to improve our decision making:
1. Creativity – Joseph quoted from George Bernard Shaw: “Imagination is the beginning of
creation. You imagine what you desire; you will what you imagine; and then at last your
create what you will”. He went on to recommend that we think like a child, free up our
thinking, and improve the quality of our decision making by expanding the range of
objectives that we might achieve depending on our chosen course of action.
2. Options – Joseph used the classic picture of a duck (or is it a rabbit?) to illustrate this point.
We can draw on the NLP toolkit to think about re-framing the problem to see it differently.
The decision might actually be about something other than the way we are currently seeing
the problem, eg do we see a duck or a rabbit?
3. Selection – In the 18th century, Benjamin Franklin developed the idea that is still of value
today, ie that we should assess each
option using pros and cons. Then
strike off any options that are of
similar weight/value. This will
simplify the problem and allow us
to see it more clearly. Joseph
suggested the five criteria in this
graphic which are particularly useful
in group decision making.
4. Action – maybe a seemingly obvious point, but it is no good making a decision if we don’t
take action on it.
5. Resolve – Joseph emphasised that once we start to take action, we need to resolve to see it
through. He quoted from Buber and introduced us to the patchwork way in which we can
approach a task by alternatively advancing or retreating. He then went on to recommend
that we think about taking action like a game of chequers, ie we can only move forwards and
not backwards, and when we reach the top that’s when we are free. So, consider ….. am I a
person of resolve or am I a patchwork person?
6. Completion – as Joseph said, there is no prize for nearly getting there. We need to be
careful not to aim for perfection resulting in us never completing a task. He mentioned the
example of an abstract painter; when asked how he knew that a piece of work was finished,
his answer was “When I can’t think of anything else to do ….. when I am not sure if adding
something would make it better or worse”.
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How we can come unstuck
Joseph recommended that the single answer to this question is “momentum”, and this is most easily
achieved by being in flow.
He went on to provide us with reasons that stop flow from happening for us:
•
•
•

Stimulus over-inclusion – when we are distracted by stimuli that take us away from the task,
eg being distracted by social media.
Excessive self-consciousness – when we are afraid of what others will think of us.
Excessive self-centredness – when we are too focussed on ourselves.

This was followed by recommendations on how to become unstuck.
Firstly, our emotions lead to feelings which in turn influence our
thoughts:
•
•

Emotions are our physical responses – eg you may see
someone’s facial response to emotions.
Feelings are the result of how our mind responds to and
integrates our emotions, eg feeling heavy or sad.

Secondly, Joseph discussed how we should all create both distal (long term) goals and proximal
(short term) goals. Distal goals give us an overall direction, but we need short term pragmatic goals
to create energy and action.

In conclusion
Joseph wrapped up his presentation by
reminding us that no decision is right or
wrong; it is the next decision we make that
makes the original decision right or wrong.
Recognising that this statement was
somewhat abstract, he ended with some
very specific advice from Aristotle from the
4th century BC.
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