
Information

Shepherd

A Shove in the Right Direction
(How I secured £XXXk and 4 staff in a £XXm funding gap)

Looking after information, and helping to get it where it needs to be! Please note, 
some slides removed or redacted due to the sensitive nature of the topic and 
evidence presented.
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• DPA / GDPR compliance

• FOIs and SAR compliance

• Policy compliance

• Data breaches

• Fines

• Reputational damage

• Security

• Inefficiency

• Storage costs
• Duplication
• Preservation
• Auditability
• Reliability
• Integrity
• Bit rot
• DROT
• Mould

The Traditional “Risky” Jargon Approach

“They’re jaded, they’ve heard it all before, for the last 20 

years. In that time we’ve had one fine, of £60k, so why 

spend £300k? Only projects with financial benefits are 

getting approved.”

Sell RM on the benefits.”

Until 2016, I always took the traditional approach to selling and promoting records 
management, referring risk, standards and jargon. Unfortunately, the well funded 
post FOI days of implementing EDRMS are long gone, and senior executives are bored 
by and disengaged with this approach. My presentations look like this, wordy and 
heavy on the eyes. 5 months into my role, they pulled the funding and all the staff 
from the project. I still had responsibility to deliver, but without any support. I was 
encouraged by a well respected influencer in our organisation to sell RM on it’s 
benefits, instead of talking about risk and jargon.
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What does good look like?

DIY Records Management

So I threw the jargon away, and started to talk in terms people could understand 
about RM. I also recognised that people didn’t know what good RM looked like, and 
so couldn’t envisage it. So I built it. Over 18 months I bored some library space, and 
relocated 15% of the records there. I catalogued these to file level myself, got them in 
standardised boxes and started to deliver a high quality, organised service. Finally, to 
tap into the organisations key drivers, I found several hundred thousand pounds of 
financial benefit over 5 years. This was not based on the value of the storage space, 
which I often find to be a weak argument that falls apart on closer inspection by 
senior execs. This was done on reduction of electronic storage costs. At this point, I 
naturally expected my RM business case to be signed off (business benefit 
demonstrated, financial benefits shown) but unfortunately, again, senior exec weren’t 
interested. It was too complicated and foreign. Not a key “business priority”.
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• Theory of influencing behaviour 

in relation to choice architecture

• Designing choices

• Is the average person?

• Logical

• Fact driven

• Altruistic

• Tireless

• Are you?

Nudge What?

It was around this time that two things happened. I saw two talks. One by Michelle 
Noad and Andrea Binding on a different approach to RM; the other was a talk on 
Nudge Theory.
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Make decisions:

• Automatically

• Instinctively

• Emotionally

• A little bit lazy

• Choose first option 

• Stick with defaults 

/ status quo

Nudge Why?

Nudge Theory tells us that people tend to make decisions automatically (95%) of the 
time, instinctively and emotionally. They are engaged by pictures, bright colours, 
choosing defaults and first options. You can see Nudge Theory in action every time 
you walk a long a corridor, or across an airport and automatically follow or walk 
inside lines. 
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• Positive and engaging

• Automatic or emotional

• Change defaults

• Highlighting preferred options

• Positive reinforcement

Nudge How?
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• Not education / enforcement

• Indirect, subtle

• Small changes in 

environment

Nudge How?

You may also be familiar with the famous “fly in the urinal” initiative in Amsterdam 
airport, which decreased “spillage” by 80%, by giving men something to aim at. 
Subtle changes in the environment can have a much greater impact than telling 
people what to do. In this photo, which is a greater influencer of behaviour, the sign 
reading “NO BALL GAMES”, or the spray painted goal posts?

10



At the University of Hertfordshire, we’ve used Nudge Theory to redesign the second 
floor of our library. We’ve always had a huge noise problem, making it uncomfortable 
(especially during exam time) for students who are looking for quiet space to study 
and revise. For years we’ve had a variety of staff patrolling floors “shushing” students. 
But as soon as staff walk away, the noise level rises again. Using Nudge Theory, we’ve 
changed the environment, to encourage students to make unconscious choices about 
where to sit. Lower floors have furniture arranged for social, group working. The top 
floor has “anti-social” furniture designed for working solo. I work on the top floor, 
and it’s impossible not to notice the dramatic reduction in noise. The occasional 
student still has to be shushed or moved on, but on the whole it’s a really pleasant 
environment with significant change.
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Choice salience:

Jacket potatoes (533% ⇑) 

Some more examples of Nudge Theory in action. This NudgeUp project increased 
sales of jacket potatoes in a café by more than 500%, just by moving the option to the 
top of the menu, and referring to the food item as succulent and fluffy. No further 
promotion was required by wait staff.
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2 projects:

99% ⇑ /      137% ⇑

In two further NudgeUp projects, sales of fresh fruit were increased by leading 
customers to the fruit using green feet (99% increase) and by placing the fruit at eye 
level (137% increase).
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Changing defaults:

• Pension scheme enrolment

• Colour printing (30% ⇓)

• Overall printing (24% ⇓)

Nudge How?

People generally tend to stick with defaults. It’s hard to get people to opt-in, but they 
tend less often to opt out. Under a recent government initiative, anyone without a 
pension was opted into one. Pension membership has risen from 47% of the 
workforce (2012) to 73% (2017). At one organisation, we reduced colour printing 
simply by changing the default on computers to be black and white. People could still 
print in colour. They just had to click the mouse button twice to make it happen! We 
also reduced overall printing by 24%, by publishing lists of who was printing and how 
much. A controversial but effective tactic. In some schools of Nudge Theory, shame 
can also be used as a powerful motivator of behaviour change, however this is 
considered contentious. It worked for us, but think it through carefully before taking 
this route. I’ll come back to shame shortly.
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7,000 files 

Total: 15,000,000

Per

member

of staff

7 boxes

Total: 16,000

£220 

5,000 sheets

1,320 trees

4,900 pages

What follows are a serious of positive, engaging graphics I used to promote RM at this 
organisation. Over time, I started to use less words, and more graphics. I shifted from 
a negative, risk based message, to a much more positive one.
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Drowning in paper

Invisible issues

Disorganised

Overwhelmed

Careless

A corporate problem

FROM TO

Digital by default

A culture of reporting

Structured

Enabled

Security conscious

Everyone’s responsibility

CULTURE CHANGE

Through these graphics, I managed to get funding and a project team to get the 
business case through to completion.
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Well, if it works for printing…

Suddenly, RM wasn’t quite cool, but it was something people were really engaged 
with it. People were actually talking about RM in meetings I didn’t attend! The “trees” 
in particularly became a talking point in the organisation. At this point I really 
believed I had pushed through the barriers and got to the point of getting RM off the 
ground. Sadly, at this point, there was talk of pulling the funding and staff again. 
Through a combination of sheer frustration, and desire to employ a variety of tactics, 
I turned to shame as a motivator. What followed in the presentation were some of 
the approaches I used, which have been redacted for reasons of professional 
courtesy.
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For shame!
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£XXX,XXX
+ 2-4 staff

+ Overdue disposal

+ Phase 1 Office 365

+ Records facility

I secured my funding and staff!!
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Digital Preservation Archive

I’m not an expert in Nudge Theory, but what it has taught me is to change the way I 
present RM and myself. I try to convey information in a colourful, engaging way. This 
is a visual tool I’ve used previously to help users understand where to store 
information, in the vast area of information storage systems we have, from Office 365 
in blue, to the web in green, and specialist systems in pink. The diagram tells us that 
the location should change based on the sensitivity of the information, and the length 
of retention.
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Our original retention schedule was a 69 page PDF. Users didn’t know how to find 
anything in it. My first thought was to teach them to use Ctrl and F (to find/search), 
but instead I applied some of what I’ve learned from Nudge Theory to stick a big 
search box up at the top. Small changes can make a big difference. I tried to take the 
idea to the extreme by creating an interactive, flowchart, with binary choices to allow 
users to work out the retention for themselves. This has been removed from the 
distribution version of this presentation, but I am happy to discuss further if you 
would like to contact me.

22



Graham Snow @_infosnow

Questions?
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