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COLUMN
From Warzone to Winzone!
At a recent consultancy summit, I asked the audience who bought some new clothes in the last
months. Almost all raised their hand. And who tried out that new restaurant around the corner? Yep,
nearly everyone. Bought a new gadget? Sure, the majority. And why? “Because doing new things is
fun!”, people commented. So true.
But when we move from private life to work life, change – transformation – suddenly becomes a
warzone. Resistance to change. People dragging their feet. Employees answering surveys anonymously. Why is that? Because in transformation, in my humble - but academically researched – opinion, we’re missing the three F’s: Facts, Focus and Fun. In our June 2019 AMAIZE, we showed how
changing question formats upgrades transformations from being based on opinions to being based
on facts. Our own academic research shows that the vast majority of teams (independent of strategic
topic, industry or country) have no focus when presented with a set of strategic options to choose
from. And then: where does fun get into it?
Well, hello to “Nudging”.
Nudging is about giving a subtle push in the right direction, without restricting liberties or imposing
obligations. And that subtle push is all around us. When we walk the street. When we’re using an
ATM. When we drive. It’s a concept that has been rewarded with a Noble prize. And when applied
correctly it’s an enormous step forward in truly managing transformations. In fact, our Feature Article
summarizes this revolutionary approach as “traction control for transformations”. Ronald Meijers
(Deloitte’s transformation expert) explains how the carrot – and not the stick – is key to a successful
transformation. Read how you can get group commitment by nudging in the right direction.
This brand new AMAIZE covers everything you need to know about this new
gem hidden in the toolkit of everyone charged with managing - or advising
on - transformation projects. Can we please make transformations fun again?

Dr. Jan van de Poll is founder of Transparency Lab and in daily life pretty
occupied with automated consultancy and mastering the fretless bass.

THE FATHER OF NUDGING

Meet Nobel laureate Richard Thaler

Richard H. Thaler is an American economist and teaches at the University of
Chicago Booth School of Business. He has been elected into the American
National Academy of Sciences. In 2017, Thaler has been awarded the Nobel
Memorial Prize in Economic Sciences for his contributions to behavioural
Economics.
Thaler wrote, in 2008, with legal scholar Cass Sunstein, his book “Nudge:
Improving Decisions About Health, Wealth, and Happiness”. The book
describes how public and private organizations can help people make better
choices in their daily lives. "People often make poor choices—and look back
at them with bafﬂement! Human beings all are susceptible to a wide array of
routine biases that can lead to an equally wide array of embarrassing
blunders in education, personal ﬁnance, health care, mortgages and creditcards, happiness, and even the planet itself."

Nudging helps to avert these blunders, provided that they adhere to these three requirements:
1.
2.
3.

Nudges should be transparent and never misleading.
It should be as easy as possible to opt out of the nudge, preferably with as little as one mouse click.
There should be good reason to believe that the behaviour being encouraged will improve the welfare
of those being nudged.

As Thaler and Sunstein put it: “A nudge, as we will use the term, is any aspect of the ‘choice architecture’ (see
also the “Jargon Watch”-article in this AMAIZE, red.) that alters people's behaviour in a predictable way without forbidding any options or signiﬁcantly changing their economic incentives. To count as a mere nudge,
the intervention must be easy and cheap to avoid. Nudges are not mandates. Putting fruit at eye level counts
as a nudge. Banning junk food does not.”. Anything that is coercive – mandates, commands, requirements,
prohibitions, bans, incentives, subsidies, fees, taxes, or penalties – is not a nudge.
There are four broad categories why nudging works to alter people’s behaviour.
First, there is a person’s care for one’s self-image. Most people care about their image and nudges strike at
our weak points. If society frowns upon us, we might consider action. Look at photos 4 and 11, for example,
in the “The ﬂy, the bin and the stairs”-article in this AMAIZE.
Then, there is the ‘follow the crowd’-argument. “If other people do, why not me?”. Tied to this is Fear Of
Missing Out (FOMO). Look at photo’s 8 and 15.
Another reason nudges work is attacking the ‘Default thought’. We do some things automatically while a
little bit of thinking might move us to decide otherwise. Vote with a cigarette butt, for example (photo 10), be
mindful when using paper in the restroom (photo’s 2 and 4) or indeed throw trash in the bin (photo’s 6 to 9).
The last category why nudges are effective is when they appeal to one of the 16 ‘universal drivers’ as introduced by Steven Reiss, a professor at Ohio State University. These universal drivers are listed on the next
page and are also mentioned in the Featured Article “Nudging: traction control for transformations”.
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Nudges will be successful if they link to one or
more of these 16 universal drivers.
ACCEPTANCE
the need to be appreciated
CURIOSITY
the need to gain knowledge
EATING
the need for food
FAMILY
the need to take care of one’s offspring
HONOUR
the need to be faithful to the customary values of
an individual’s ethnic group, family or clan
IDEALISM
the need for social justice
INDEPENDANCE
the need to be distinct and self-reliant
ORDER
the need for prepared, established, and
conventional environments
PHYSICAL ACTIVITY
the need for work out of the body
POWER
the need for control of will
ROMANCE
the need for mating or sex
SAVING
the need to accumulate something
SOCIAL CONTACT
the need for relationship with others
SOCIAL STATUS
the need for social signiﬁcance
TRANQUILLITY
the need to be secure and protected
VENGEANCE
the need to strike back against another person
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THE STAIRS
NUDGING IN OUR DAILY LIFE

CLEAN
1: The mother of all nudges: the ﬂy in the urinal.
2. A design by Japanese architect Shigeru Ban to save paper.
3. A staple in practically any toilet. If the smaller button is made ‘often used’ and ‘worn out’ (for example,
by making it mat or pale) it’s a micro friction. See also the article “Jargon Watch” in this AMAIZE.
4. A nudge from the World Wildlife Fund to save the Amazon forest.
5. Nudging for kids in hospital’s children’s ward.
6. A staple outside many fast-food restaurants.
7. The Cookie Monster appeared in the children's television show Sesame Street and is best known for
his voracious appetite.
8 & 9. Like photo #3, trash is a great material for basketball.
10. Don’t sweat the small trash. Here’s a brilliant, playful solution to cigarette butts:
vote with your cigarette for the most popular soccer player.

ON THE MOVE
11. The mother of all outdoor nudges: the red disappointed face when you’re over the speed limit.
12. The “Speed Camera Lottery”: those who obey the speed limit divided the proceeds from those
violating it. Originated by Volkswagen in 2010.
13 & 14. A 2D picture seems something real life in 3D making drivers to reduce the speed of their car.
15. Get ﬁt in the Odenplan subway station in Stockholm, Sweden.
16. Subway station Jungfernstieg in Hamburg, Germany.
17. In a building of a Utah Valley University, in Orem, UT, USA.
18. Designer Yoni Alter’s solution for the London subway.
19. Unidentiﬁed Asian subway station. Would be regarded as fat-shaming in Europe.
20. Another example from Utah Valley University, in Orem, UT, USA.

6

NUDGE BUT DON’T SLUDGE
It’s all about the Ethics
Not surprisingly, a friendly, non-threatening, well-meant action like a nudge soon got company from other,
less friendly, brethren.
The most infamous of them is perhaps the one in the Instagram posts from Chinese shoe
manufacturer Kaiwei Ni. A fake hair - superimposed over the white shoe - made visitors to
want to clean their screen but unintendedly made them swipe their screen and being
immediately directed to the Kaiwei Ni webstore. The practice didn’t last long, and Instagram banned the manufacturer from its platform.
The business jargon quickly jumped in and branded such a nudge a “sludge” instead. The
sludge is similarly barely noticeable, but the nudges are transparent and clearly beneﬁcial
to the visitor rather than deceptive and mainly self-servicing to the “sludger”, not to the
visitor. Another sludge example came from French newspaper Le Monde. The online
subscription was done in barely a click and “it was possible to cancel the subscription at any

time”. Only point was that the cancellation process required the customer to print a form (somewhere
hidden on Le Monde’s website) and send it by post to the newspaper. Meanwhile, the subscription kept on
running. In Argentina, such practices lead to a law requiring symmetry: in the case of Le Monde it would be
required to cancel subscriptions with the same ease as with which it was possible to register.

Sludges come in various other ﬂavours. The Le Monde case is about Obstruction. Like hospitals in the United
States that are required to have an online pricelist that is impossible to ﬁnd on the website. And there is
Nagging. Say, an app that asks the user to share his location or that asks to accept an update. The sludge is
that the available options are “OK” and “Not now” but not “No, thanks” and, hence, the question keeps
creeping up. Then, there is Sneaking when, for example, including all kinds of hidden costs somewhere
during the payment process. Or when accepting terms & conditions during an online purchase and automatically signing up for the seller’s newsletter. An ‘Unsubscribe’ button in light grey font on a white background
is also Sneaking.
Interface interference does exactly that: interfere with
the user interface. An example of such interference was
Ryanair where – at the time – candidates for a cancellation insurance had to indicate their country of origin. The
option 'Don’t Insure me' could be found between Denmark and Finland. Pre-ticked boxes (forbidden by the
European Community since 2011) are another example
of interference.
Finally, forced action is about online games where players way into the game must purchase items to be able to
continue playing. And about websites that can’t be
accessed when a visitor chooses not to allow tracking
cookies.
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Table credit: The Research Lab of Colin M. Gray at Purdue University
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JARGON WATCH
Stay on top with your lingo

As you can expect nudging to be such a cool topic at the consultants’ water cooler anytime soon, it’s time to
read up and embrace the nudging jargon.
Activating nudge — Some nudges require to completely motivate an individual to act in a certain way. In
these cases, individuals aren’t motivated or generally directed, but rather need to be directed to work in a
certain way. See also ‘Self-boost nudges’.
Choice architect - The design of different ways in which choices can be presented to consumers, and the
impact of that presentation on consumer decision-making. Choices are never value-free. Careful architecture of the choices given is therefore paramount. One of Richard Thaler’s key-concepts in nudging.
Cognitive bias - Individuals create their own reality from their perception of signals around them. An individual's construction of social reality, not the objective input, may dictate their behaviour in the social world.
Nudging hitches on the individual’s social reality.
Discouraging nudge — When an individual through nudges is discouraged to strive towards an activity.
Better explained, to nudge someone to move away from a certain activity, and not really towards something. See also ‘Encouraging nudge’.
Encouraging nudge — A method to help people take decisions driven towards a certain activity with the
process of encouraging them to it. Certain sub-activities would be involved through nudges that ultimately
lead the individual to take the desired decision. Encouraging nudges can be an inspiration for individuals to
take responsible decisions.
Endowment effect - People are more likely to retain an object they own than acquire that same object when
they do not own it. See also ‘Willingness to Accept or Pay’.
Externally-imposed nudge — Externally-imposed nudges are imposed by a third party: government, NGOs,
or marketing companies to impose their ideology and way of thinking on an individual so that they act in the
desired manner. See also ‘Self-imposed nudges’.
Gain frame – Framing the nudge in a positive wording. If the user chooses for such an option, there is a focus
on the future gain.
Loss aversion - People's tendency to prefer avoiding losses to acquiring equivalent gains: it is better to not
lose $5 than to ﬁnd $5.
Loss frame – Framing the nudge in a negative wording. If the user chooses for such an option, there is a
focus on reducing negative consequences or on the negative consequences when the user does NOT make
a decision.
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Micro frictions – Small alterations to a person’s environment that overrides automatic, unconscious
behaviour. Making the smaller of the toilet ﬂush buttons look used will stimulate more people to push it.
See also ‘Rational override’.
Mindful nudge — A method of making people more aware about the decisions that they are taking to help
them step back and re-evaluate their opinion, to avoid not-thought-over decisions, which might cause
problems later. Think of the ‘Could you reuse this towel?’-notes in hotel bathrooms.
Mindless nudge — An opposing force to mindful nudges, mindless nudges help individuals take decisions
without being consciously aware of it, that is it present subtle changes that do not affect the individual
directly, but rather affect the choices unconsciously. See also’ Rational override’.
Rational override – The consequence of micro frictions. Disrupts thoughtless, automatic actions and,
encourages reﬂection, and conscious decision-making. The beep of the seat belt that you hear when you
want to drive away without wearing the seat belt is a good example of a micro moment of friction.
Self-boost nudge — Some individuals are well aware of the right path
and decisions to take towards a more responsible situation. All they
need is a little push to strive towards the goal and this push is achieved
through the nudge. These nudges are only the last push needed
to attain the goal.
Self-imposed nudge — Some individuals who want to attain a certain
stature in society, have rules laid down for themselves to follow and
thus in the process impose nudges on themselves to act in the desired
manner. These nudges are self-imposed, they aren’t imposed by
others, but rather by the individual themselves.
Sludging – A negative nudge. According to Richard Thaler sludging
can take two forms. It can discourage behaviour in that person’s best
interest such as claiming a rebate or tax credit, or it can encourage
self-defeating behaviour such as investing in a deal too good to be
true. Since Thaler ‘sludging’ has grown to encompass many more negative inﬂuences. See also the article “Nudge, not Sludge” in this
AMAIZE.
Willingness to Accept or Pay (WTAP) - The minimum amount of
money that а person is willing to accept to abandon a good or to put
up with something negative, such as pollution.
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FEATURED

NUDGING
TRACTION CONTROL
FOR TRANSFORMATIONS

Imagine a web shop that mostly consists of customers’ product reviews that all score 4 out of 5 stars. How
many products would this web shop sell? A few, at best. The customers’ opinions don’t tell you much about
the actual features of the products. It doesn’t help you to make a choice either when almost all products score
4 out of 5 stars. And prospective shoppers will not be lured in their buying process with conﬁgurators to tailor
their purchase, “most popular”-options will not conﬁrm the shopper’s need for reassurance and the check-out
process will remain unclear. Selling a few products? Probably none at all.
Here is the shocker.

Most organizational transformations are exactly like this web shop.

Asking employees to look back and give their opinions on what went wrong. Asking these questions using a
Likert scale which make 85% of topics score sufﬁciently well (see the AMAIZE June 2019 issue). And, most
importantly, little or no tailor-made guidance for managers (let alone employees) to work towards the desired
result of the transformation.
Nudging changes all this.

Note how the management ﬂow about transformations differs between the actual situation (“1.0”, similar to
the web shop above) and how it can be done using artiﬁcial intelligence (“2.0” and “3.0”) (overleaf).
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1.0

2.0

PHOTO/SCAN
ACTUAL SITUATION

PRIORITIES
PER TEAM/EMPLOYEE

FEATURED

MANAGEMENT

3.0

CLICKSTREAMS

NUDGING

REST OF ORGANIZATION

Usually in transformations, the photo of the actual situation (“1.0”) is similar to the customer reviews in our
webshop example. Employees looking back, giving opinions and focusing on the details that are not OK.
In the June 2019 issue of AMAIZE, we introduced the Guttman-Poll scale as an alternative to the Likert scale.
The use of the scale, paired with the necessary artiﬁcial intelligence, opens the door to “2.0”: giving team
managers and individual employees speciﬁc priorities back. Tailor-made. What to do, when to do it, how to
do it, who should do what, who can help whom. And so on. Based on targets that have been
carefully evaluated on organizational alignment, effort to implement and the organization’s capacity to
change.

But here is where a problem arises. Decades of “1.0” have made managers impervious to structured,
tailor-made help that can bring them further in an easily implementable way. The result: after the corporate
communications, the town hall meetings with upper management and the regular news updates on the
corporate intranet, the manager’s attention wanes quickly, and day-to-day issues take over again. In other
words, the transformation stays at the organization level but doesn’t permeate to the team level, let alone to
the work ﬂoor of the individual employee.

ATTENTION

ORGANISATION

TIME

TEAM

EMPLOYEE
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FEATURED
Enter the nudge.

The team’s priorities, tips & tricks are summarized in a team dashboard that gets updated in real-time by any
input given by employees. The manager’s click behaviour gets visualized in a so-called “Sankey”-diagram. In
the diagram there is a clearly preferable “Action Path”. Ideally, managers check response and - if necessary
- remind team members to provide their input, digest the team’s actual situation, move to the priority list of
to-do’s, continue to an online Do-It-Yourself workshop to discuss the priorities and the Path ends with checking the team’s capacity for knowledge sharing. Any detour – how useful and interesting it may be – is diverting attention from reaching the end of the Action Path. See the “Clicking to Traction”-article in this AMAIZE
for an in-depth example. That’s where “3.0” comes in.
The nudges help to keep the manager on the Action Path. With certain nudges to motivate the manager to
keep on the action path and other nudges to keep him diverting not too much. Click behaviour shows that
managers initially only focus on looking at the actual situation, with perhaps a detour to view the response as
to assess the value of the outcomes as presented by the actual situation. But: little continuation to the to-do
list. So, a key nudge is to alert the manager on the possibility (or even necessity) to improve and such a
nudge can be summarized in an N3D sequence (Now, Next, Nudge, Drivers). Here is an example (taken from
our newly designed dashboards, that will soon be launched for our customers):

NOW

NEXT

ACTUAL SITUATION

EFFORT TO IMPLEMENT

NUDGE

“ You know your actual situation. To get some quick and useful improvements,

check your simple to-do list in the EFFORT section. Click here to jump to EFFORT.

DRIVERS

ACCEPTANCE

|

ORDER

|

STATUS

|

“

TRANQUILITY

“Now” to “Next” describes the part of the Action Path and the nudge has been carefully phrased to link with
as many universal drivers as possible (read the “The Father of Nudging”-article in this AMAIZE to learn more
about universal drivers). The ‘necessary improvements’ link to Acceptance, Status. Words as ‘quickly’ and
‘simple’ relate to Tranquillity. A ‘simple to-do list’ refers to Order.
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As said, in transformation, the logical Action Path for managers is Response -> Actual situation -> To-do list
-> Workshop -> Team- sharing. A similar ideal path exists for the individual employee. That path is to assess
their current score, review the step-by-step improvement suggestions (the “How-to”), engage in knowledge
sharing and feel some competition. For each of the steps in the Action Path there is a N3D sequence. Based
on the effect the nudges have, the level of attention rises and, expectedly, the overall improvement in the
transformation improves along.

TEAM

FEATURED

ORGANISATION

EMPLOYEE

NUDGE EFFECT

ATTENTION

Ambassadors
Workshop
Todo-list
Analysis

TIME

Competition
Knowledge Sharing
Action steps
Todo-list
Analysis

Clearly, nudging drives the next generation of transformation management. In an analogy of transformation
as driving through a curve, you could regard “1.0” (the photo of the actual situation) as checking the
quality of your car. Is it a beaten-up old-timer with too low tire pressure? Or is it a brand-new supercar? The
priorities and roadmap as deﬁned in “2.0” is how the curve has been layed out. Nearly straight and ﬂat or
dangerous hairpins all over? Then, “3.0” is the traction control. Given the quality of your car and the difﬁculty
of the road, it makes sure you move as fast, and as safe, as possible.
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INTERVIEW

Ronald Meijers
Partner Transformation,
Leadership & Governance
Deloitte

Deloitte is a leading global provider of audit and assurance, consulting, ﬁnancial
advisory, risk advisory, tax, and related services. With more than 150 years of hard
work and commitment to making a real difference, Deloitte has grown in scale
and diversity—approximately 286,000 people in 150 countries and territories,
providing these services — yet their shared culture remains the same.
Deloitte serves four out of ﬁve Fortune Global 500® companies.
Ronald Meijers is consultant (being Partner Transformation, Leadership &
Governance at Deloitte), writer (for example, “Leadership Agility”), columnist (in
MT.nl) and has been occupied with behaviorial change for the last 30 years.

15

Photo credit: Marcel Kampman, happyplacesproject.com

INTERVIEW

WELCOME TO THE WORLD OF CARROTS

Is nudging new to change?
RM: “Well, for a large part it is still happening unconsciously. For example, seat placement during a brainstorm can determine whether it will be successful or not. And if attendants are not being offered a place to
put (and use) their laptop, they will be even more engaged in the discussion. So, nudging is a good idea to
make things easy and obvious. The freedom of choice remains important: someone can still place the laptop
on their knees. The seat placement is in a way a form of manipulation to reach a hidden goal (which is:
“Engage, people!”). But the ‘technology’ (seat placement, no tables) is used for a good purpose, open and
exposed. There is transparency. If they want, attendants can pick up their chair and seat themselves differently.”

What if you cannot ‘manipulate’ the physical environment for everyone in the organization? How does a
Board reach vast numbers of employees a few hierarchical levels down?
RM: “Let’s take the example of the adoption of an ERP system. Usually, these systems are designed in a - for
an average employee - difﬁcult setup that hardly relates to the way they work. Yet, the system has to be
adopted so it becomes a managerial ‘must’. The stick and not the carrot. But if the system design ﬁts in with
the way employees use other technology – for example by applying interface conventions employees know
from the apps on their mobile phone - adoption will be much easier. The nudging is then an integral part of
the user interface.”
Nudging as part of a user interface?
RM: “Take a look at your mobile phone. It’s become a stack of applications. So, you will be using the easiest
app with the most users. Therefore, you ﬁrst have to nudge to the application that you want employees to
use and then nudge how to do their work. Top-down force-fed technology is usually not doing well. It
doesn’t treat employees as adults, it forces them to take certain steps and usually provides little or no guidance. The higher the irritation, the less employees will engage, let alone change their behaviour.”

So, nudging is closely related to technology?
RM: “Not only there. The same happens in a way with processes. For example, performance management is
all about the good conversation between manager and employee. Ensure that people know what is expected of them. Show some tough love. Give compliments when credit is due. Turns out that organizations do
not even manage to organize such a 1-on-1 meeting twice a year for each employee. But to force compliance there now comes another ‘managerial must’ which is to upload the outcome of the conversation in a
speciﬁc format. Managers must meet the desired number of 1-on-1’s. Consequently, the focus moves to
getting a process tick-in-the-box in the employees HR-ﬁle. The opposite of nudging.”

Where does nudging ﬁts in your approach to change?
RM: “I often refer to OMA: Opportunity, Motivation and Ability. First of all, you need to create the Opportunity for employees to change: you have to enable them, nudge them, make it easy. Then there is Motivation.
It must be worthwhile to change. There must be rewards (in the broadest sense of the word). Fear should be
eliminated. And then there is the Ability to change. For instance, more than often the technical ingenuity of
employees is overestimated. The required actions for them to perform are not fool-proof enough or exceed
their current skill level.”
How can an organization improve on the OMA?
RM: “I see that teams are the underused assets in change. The board sits too far from the work ﬂoor. Hence,
team commitment is pivotal. Sharing of ideas and competences starts there. Knowledge management starts
there. The quality of the internal dialog - the perceived psychological safety - makes a team more than the
sum of its employees.”
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CLICKING TO TRACTION
Enter the Action Path

A professional web shop analyses their visitors’ click behaviour to gently escort them - nudge them - to the
shopping cart and then to hit the “PAY”-button. A professional team managing a transformation has a similar
path to move managers and employees into a desired behavioural direction. Aside from the subject of that
transformation (creating a new culture, adopting a new technology, implementing a new target operating
model), this path – the Action Path – consists of three basic steps.

ACTUAL - Check the actual situation, celebrate the results achieved so far but also realize

there’s deﬁnitely more to do.

EFFORT (the to-do list) - Understand what exactly needs to be done, both in terms of topics
where the team is behind target as the employees that need additional support.

WORKSHOP- Discuss this to-do list with the employees in the team in a structured way,
leading to concrete actions that can be tracked (plan-do-check-act).

EFF
OR

T
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ACT

UAL

Though as simple as this may sound, the actual click behaviour of managers may easily deviate from this
ideal Action Path. Here is a visualization (the “Sankey diagram”) of such click behaviour of a group of team
managers below the Board of Directors:
OPENING

1st PAGE

2nd PAGE

3rd PAGE

HOME

HOME

RESPONSE

RESPONSE

RESPONSE

18%

14%

ACTUAL

ACTUAL

31%

24%

EFFORT

EFFORT

EFFORT

24%

25%

WORKSHOP

WORKSHOP

HOME

1%

3%

100%

8%

WORKSHOP

2%

ACTUAL

4%

5%

0%

49%

OTHER

OTHER

OTHER

3%

41%
27%

7%

12%

The chart tracks the ﬁrst three pages that a manager clicks. For simplicity we look at ﬁve pages.
The home page of the dashboard, the response page that shows which employees have given their input,
the page showing the actual situation, the Effort-page showing the to-do list and the workshop page that
helps the manager to discuss the to-do list with their team.
All other pages of the dashboard are conveniently summarized in “Others”. As you can see, less than a third
of the managers (31%) clicks the intended way (in yellow). A large part of the managers (41%) goes to some
other page of the dashboard and a large part of that 41% subsequently exits the dashboard, as shown in
the red line. The remaining 73% goes on to the second page in their clickstream of which 24% (roughly a
third of the 73%) goes to the Effort-page as desired in the Action Path. After the second page there are
some more exits although the majority moves to the intended next page, the workshop.
There are two forms of nudging: the ﬁrst one is in the dashboard itself. NOW, the manager is looking to the
actual situation and – NEXT - needs to go to the To-do list. The NUDGE is to highlight the Effort page, for
example with a mildly blinking menu item.
The other form of nudging is when the manager has left the entire dashboard
altogether, as indicated with the red curve. In our example above, 41% of
managers clicked on any other page than Response, Actual Situation, Effort or
Workshop. Of the total number of managers, 27% left the dashboard after
seeing the ﬁrst page (see right). So, these 27% need to see the Actual situation
ﬁrst (NEXT). The NUDGE, sent to the email address of the manager, could be
something like “Now that you are familiar with the dashboard, you’re probably
very interested to learn how your team is doing. Click here”. This nudge links to
DRIVERS like Curiosity, Status and Order.

OTHER

41%
27%
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Data-driven Nudging
It’s very interesting to also look at patterns in
the Action Path itself. Understanding when to
nudge about what makes it easier to select the
universal drivers that really motivate the manager
to move along the Action Path.

HOME

HOME

HOME

RESPONSE

RESPONSE

RESPONSE

18%

14%

2%

ACTUAL

ACTUAL

ACTUAL

4%

24%

EFFORT

EFFORT

8%

EFFORT

WORKSHOP

WORKSHOP

OTHER

OTHER

25%

5%

0%

Speciﬁcally, for our Action Path:

1%

3%

WORKSHOP
OTHER

3%

41%
27%

7%

12%

When do individual managers reach the Workshop for the ﬁrst time?
How many clicks around the dashboard are needed before engaging in the Workshop?
The graph on this page shows - for 10 different managers - their cumulative clicks on their dashboard
(represented by the line) and the moment they start using the Workshop (represented by the circle). We can
clearly establish two groups.
‘Type 1’-managers start after approx. 15 to 25 clicks (bottom left corner of the graph).
‘Type 2’-managers start from 55 clicks and higher (upper half of the graph).
There is always the risk of losing a manager’s attention if there are too many clicks but too little action
(engaging in the Workshop). Investigating which speciﬁc factors drove the ‘Type 1’-managers to quickly
engage in the Workshop subsequently helps to nudge the ‘Type 2’-managers at a much earlier moment.

Cumulative Clicks
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About AMAIZE

About the TLab Research Institute
Transparency Lab rents out a Sofware-as-aService platform to facilitate automated consultancy. This automation cannot be done without
Artiﬁcial Intelligence. But you cannot open a
newspaper or business magazine without some
article about ‘How A.I. is going to take over and
make all of us jobless’. At Transparency Lab, we
do not subscribe to that vision. We believe that
automated consulting will help the 800 million
employees worldwide who do not have access
to consultancy services to prosper.
So, to combat the doom-&-gloom about A.I.,
we have started our Research Institute to
academically underpin how A.I. helps to
manage organizations. No opinions, just the
facts.

To share our progress, we have started AMAIZE magazine. It is dedicated to explain - in layman’s terms (scientiﬁc) research on the application of Artiﬁcial Intelligence in managing organizations, preferably by
involving consultants. The reason why we so focus on the consulting industry is that A.I. research is served
with an abundance of data and that pattern recognition is greatly simpliﬁed when comparing multiple organizations. Usually, consultants have access to these organizations.
The TLab Research Institute is focused on applying A.I. that does not build on the organization’s corporate
administration/-datawarehouse. Many other journals serve this segment usually described as ‘Business
Intelligence’. Data scientists that roam around in legacy databases looking for some informational nuggets.
Instead, the Institute focuses on applying A.I. on strategic topics where you have to ask people. Strategic
topics come to mind like:
Has the strategy landed on the work ﬂoor?
Are we innovative?
How should we manage our digital transformation?
What is needed to improve technology adoption?
Additionally, the Institute focuses on topics where A.I. inﬂuences the relationship between consultancy ﬁrm
and client organization. Topics like:
How can we give automated advice to SME’s?
How can A.I. assist in deﬁning follow-on work?
Where should A.I. replace consultants? And where are consultants now needed?
What elements of the consultants’ service delivery should be digitized?

HOW TO QUALIFY FOR A PUBLICATION IN AMAIZE?
If your own research or project data link to the abovementioned topics and is – or could be - part of scientiﬁc
research or a published article, you are more than welcome to submit your material. Not only consultants or
managers but also students and PhD candidates are warmly invited to submit their proposals. Please do not
consider AMAIZE as a peer-reviewed journal but as an additional channel to reach a broader audience.
Check our colophon for contact details.
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WORKSHOP

HOW TO GET THAT GROUP COMMITMENT
To abide privacy rules, it’s mandatory to inform employees before having them answering a questionnaire
on the transformation at hand about all aspects concerning privacy. That may include a phrase like “Your
dashboard clicks will be analysed for communication purposes”. It might very well be that employees will
see that as a reason not to answer the questionnaire. After all, the questionnaire had been sent out by a
high-ranking board member or director and such a faraway person would not come to personally ask an
employee to answer. Hence, it’s safe enough to ignore such a questionnaire. Added to a tendency to answer
anonymously (see the “No need to hide”-article in the AMAIZE of June 2019), this would be another blow to
effective transformations.
Enter the universal drivers.

As discussed in the “The Father of Nudging”-article in this AMAIZE, people get into action when an appeal
is made on universal drivers. Commitment to join a transformation that hinges on personal dashboards with
to-do lists and nudging will work when properly linked to universal drivers as Acceptance (“Are you not
joining the team?”), Curiosity (“Want to know where this unique trip is going to?”), Family (“What a great
opportunity to help your colleagues!”), Idealism (same), Order (“We need to fulﬁl our part in the organization”), Social contact (“Let’s see how we can achieve things together!”), Social status (“Are you a contributor
to our team?”) and Tranquillity (“Together, we make it work for all of us!”).
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WORKSHOP

Clearly, it is doable to ignore a generic request from a far-away board member but ignoring team pleas or
pressure is a whole different thing. The abovementioned universal drivers all plug into that team feeling.
Therefore, a workshop to discuss with the team whether everyone is ‘in’ or ‘out’ (‘in’ in terms of not answering
anonymously, opting-in to share knowledge, agreeing to receiving nudges) may do wonders.
This workshop has 5 simple steps.

1. WHY

Understand whether all team members have been informed about the change at hand and bring everyone
on the same page.

2. TO-DO

Share the actual situation and To-do list.

3. CAPACITY

Show the ‘positive’ numbers. How much knowledge is already available? How knowledge sharing can save
time. Which colleagues can assist as ‘change agents’? List items that aren’t a priority for now.

4. TEAM

Show the ‘negative’ numbers. People that haven’t responded. The percentage of anonymous respondents.
Items on the To-do list that aren’t yet fully on the employees’ radar.

5. COMMIT

Make a group decision: are we ‘in’ or are we ‘out’? Decide as a group on, for example, response (“Are we
all going to answer?”), anonymity, team-wide knowledge sharing (Yes? No?) and getting personalized
advice on best using one’s personal dashboard.

Examples of positive numbers

Examples of negative numbers

Half the target is improving only ﬁve
questions.

30% of the team hasn’t answered the
questionnaire.

For 80% of the target questions, seven
people or more score the target answer.

17% of respondents doesn’t want to
share knowledge.

Nine team members score that well that
they can be change ambassadors.
Sharing knowledge saves the team
approx. 1,200 hours or € 45,000.-
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Work hard, play hard. Such a true mantra.

For the last 5 years we have been working hard
together with BDO, one of our favourite customers
and we have achieved many wonderful results.

But now it’s time to celebrate.
BDO, we can’t wait to start the next 5 years
and together create much more amazing stuﬀ.

And don’t forget,
we will love you even when you're old and wrinkly.

