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10 Tips for Change from Sara El-Amine 
 1. Pick the right target decision makers. 
 

Change begins with targeting the relevant people or institutions that 
make the decisions. A primary cause of failure in the change 
management space is concentrating on the wrong decision makers. 

✦ Be sure the scope of your decision makers is not too wide.  
✦ Consider decision makers as a chain of cascading influence: who 

listens to whom?  
✦ If you can convince an influencer, he or she can convince others.

2. Weaponize your data. 

Once you have selected your target decision makers, gather and deploy  
data that is relevant to them. The data you use should respond to the 
interests of your decision makers. 

✦ Data does not just mean numbers. It can also be powerful stories, 
testimonials, examples. 

✦ Effective data can build trust in your solution. 
✦ Iterate your data to show that your solution will work or is working.

3. Write a plan with clear goals and benchmarks. 

Working backwards from your desired outcome, create a very short, very 
specific plan for achieving it. 

✦ Try to keep the plan to a single page. 
✦ A short plan will keep you from getting lost in the details. 
✦ Include key deadlines that involve specific asks and tasks.



 4. Build a Power + Support team. 

To execute your plan, you 
must know who has power 
and influence over your issue. 
You must assess how much 
support those people have for 
your solution.  

✦ Build a strategy to rely on 
those who have influence 
and are supportive 

✦ Create a power map. Put 
stakeholders on a graph 
that shows their influence 
and current support of 
your solution.

Successful change management begins with 
targeting the relevant decision makers. A primary 
cause of failure in change management is 
presenting your message to the wrong key 
stakeholders and decision makers.



 5. Define problems in the words of your key stakeholders. 

The way a problem is framed suggests an appropriate solution. Make sure 
that your problem is defined using language that appeals to your key 
stakeholders. 

✦ Proper problem definition can show that you have listened to the 
concerns of your key stakeholders. 

✦ For example, if your stakeholders are concerned about cost overruns, 
define the problem in financial terms.

6. Use Bird Dogging to get your message out. 

Once you have targeted stakeholders, find opportunities to get your 
messages into spaces where they will be. Bird Dogging can get a 
message to stakeholders in a way that feels natural. For example, you 
might publish a story in your stakeholder’s local paper.

7. Build Straw People and use them. 

Straw People are third-party messengers that can advocate on your 
behalf. A message can be more convincing to a stakeholder if it comes 
from a third-party instead of directly from you. Straw People can 
multiply your efforts. 

✦ Train straw people by giving them a positive vision of what change 
will look like in the future. 

✦ Because change can be distressing, a vision helps people remember 
all the ways that the sky is not going to fall.



8. Check in with your key stakeholders one-on-one. 

One-on-ones can be a powerful tool when combined with indirect 
messages. One-on-ones can give you insight into your stakeholders’ 
thinking and help you adapt your strategies. 

✦ Use one-on-ones to understand the problem from the perspective of 
your stakeholders. 

✦ Ask questions like “what is keeping you from adopting this change?” 
“What are your concerns?”

9. Outline what could go wrong before anyone else. 

To anticipate objections and demonstrate that you have planned for 
every possibility, lay out the potential pitfalls of your plan yourself. 

✦ Do this early in the process. 
✦ Then, get feedback on what your teammates think might go wrong 

and adapt your strategy going forward.

10. Never present the final project by yourself. 

Demonstrate buy-in for your plan by presenting the final project with 
stakeholders on your side. Other presenters can act as testimonials for 
the project. For example, if you are demonstrating a change to 
teachers, recruit students to help talk about the need for the solution 
along with you.


