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Introduction 

It is a myth that Agile approaches don’t involve any planning. In fact the opposite is true, there is much 

more planning as part of Agile than there is for more traditional approaches. This is because in a 

traditional approach, all the planning takes place up front, leading to a detailed end to end plan. When 

there are issues or changes, the detailed plan is revised, and everything gets back on track.  

 

Agile relies on a “little and often” approach: 

• The initial plan is high level, setting out the big milestones to be achieved.  

• A plan is then created for each of these milestones, at the point when effort is being directed to 

that piece of work.  

• Within this milestone plan, there are plans for how to achieve the objectives of each Sprint or 

Timebox. 

 

Effectively, Agile is a cascade of plans, each one created “just in time” for when it is needed. This is an 

effective use of your time and it provides targeted information for your stakeholders. 
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Getting organised 

The first plan needs to be for a short section of work, to get organised and make decisions about how 

you are going to manage your change. To some Agile purists this might seem like a lot of planning up 

front, but whatever the objective, size, complexity or value of your initiative, you will still need to agree 

some basics.  

 

To achieve this, you need to set aside some time to get this done. For example, you will need to 

ensure: 

 
1. There is a description of what is to be changed, and what things will look like once the change 

has been implemented – vision and scope 

2. There is a justification for why this change should take place, identifying that the benefits of 

adopting the change outweigh the risks and costs of doing the work – Business Case 

3. There is an agreed approach for who to involve, how the work will be allocated to them, how 

decisions will be taken and how problems will be addressed – Change Management Strategy 
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4. There is an understanding of when changes will be delivered and how long in total the initiative 

is expected to last – Change Management Plan 

5. How to share information and to ensure everyone knows what they need to know when they 

need to know it has been scoped and resourced – Communications Plan 

 

Waves of change 

The second and subsequent plans will be created just before the work starts. This ensures that up to 

date information from the previous piece of work can be included, and that those providing the 

feedback on what is working and what else needs to be part of the change is being addressed. 

 

The work scheduled in these plans are all the activities needed to create and adopt the change. In an 

Agile initiative, those working in the project to create the tangible elements of the change need to work 

closely with those in the business who are making all the preparations needed to put the project 

deliverables into use.  

 

For example: 

The project team might be responsible for configuring a new customer services system and populating 

it with data from the old systems. Those in the business need to learn how the new system works and 

notify customers of changes to the information they are being asked to supply. 

 

For each element of change, both sets of activities are essential. Bring together everyone involved to 

brainstorm what is needed, who is going to do the work and in what order the work needs to be done. 

Get everyone talking about the Acceptance Criteria so that the level of quality and how to achieve it 

and how to test that it has been achieved is clear to everyone before they get started. 

 

This quality conversation is important for creating a shared understanding of what is involved. Those 

from the project team need to explain what is essential for their project deliverables to be technically 

excellent, whilst those in the business need to explain how things will work in practice and what they 

need to prepare their working environment for the new approach. 

 

 

Keep things simple 

To help you plan at these different levels of detail, use a simple, intuitive, repeatable structure. I like to 

keep the language simple, because I want to create my plans with all those impacted by the changes. 

If we plan together, then there is joint ownership of the plan. Those needed to do the work feel a 

sense of personal responsibility for achieving the activities that they identified and added into the plan. 
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Another reason why I want my approach to be simple to use is because I need to work with those who 

are responsible for other change initiatives taking place in the organisation at the same time. The 

ability to share information from multiple change plans is becoming ever more important. Recognising 

that those affected by my change are also involved in many other changes to their ways of working is 

becoming a critical success factor.  

 

In sharing information about the work needed for my change, I have to be prepared to compromise on 

when the activities take place and sometimes what activities I carry out. Similarly I need to share my 

simple to understand plan with others to achieve compromise on their part about what they do and 

when they do it so that “business as usual” is not overwhelmed by the volume of change taking place 

across all initiatives. 

 

3 simple steps 

 

For my Agile plans, I use this simple to understand, repeatable structure for each wave of change: 

• Getting started – understand why the change is needed, who is impacted by it and how they 

might contribute to its successful implementation; 

• Making progress – identifying each of the activities needed to make the change a reality and how 

to involve people so that they take ownership for changing how they work; 

• Realizing benefits – how to complete the change and measure its effectiveness. 

 

These steps can be further broken down to clarify exactly what has to happen to move through this 

repeatable lifecycle: 
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As I have explained earlier in this paper, change activities are a mixture of the trigger for change which 

is brought about by the creation of project deliverables and all those activities needed to get people 

involved in creating their new ways of working. Ideally these activities should be identified in the 

Discover step, and prioritised, resourced and scheduled in the Plan step.  
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If these activities are not brought together as a cohesive piece of work, then Return on Investment will 

be reduced, as the investment in project deliverables will not be realised until they become part of new 

ways of working and benefits from these new ways come on stream. 

 

Keep an eye on the time! 

Using a simple, repeatable structure is to make it easier to divide up the time across the iterations. 

• timeframe for the whole change initiative, often driven by a deadline date that meets the needs 

of the business; 

• timeframe for the whole iteration, where the total timeframe is divided up across the required 

number of iterations (see the Iterations section on pages 42–45 for further explanation); 

• timeframe for each of the three processes that must be carried out in every iteration (see the 

Processes section on pages 46–50 for further explanation); 

• timeframe for individual timeboxes, which are concentrated periods of time during which the 

team focus on creating one element of the change 

 

Sensible questions to ask about the timeframe include: 

• How quickly does the business need to put into practice some of the project deliverables? 

• Is there a deadline that is important to them? 

• Are there times when it will be difficult for the business to put new ways of working into practice? 

• Are there any key dates in the business lifecycle for which the business would like to be up and 

running with new ways of working? 
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MoSCoW is an effective tool for managing time because it clearly establishes what work must be done 

first, and what work will be done if there is any time remaining. If things take longer to create than had 

been anticipated, then all effort will be dedicated to creating the must have changes, and should have 

and could have changes will not be addressed. The tool enables those developing the changes to 

promise to those impacted by the change that at least a minimum amount of change will be delivered 

by the agreed deadline.  

 

This minimum amount of change, i.e. the must have requirements, is sufficient to make the change a 

reality for the users, and whilst they might have preferred to receive ‘should have’ requirements as 
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well, these will be addressed by the subsequent iteration(s). If things are going well, and the work is 

going according to plan then once the must have changes have been created, time will be spent first in 

the should have items and then in the could have items. 
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Benefits of this simple structure 

One of the benefits of using a simple structure is easy to check your progress. At any time you can step 

back from creating the new ways of working to check whether you have forgotten any steps and to 

identify what you should be doing next. This allows you to become fully immersed in what you are 

doing and allows you to be innovative and creative about your solutions instead of spending your 

creative energy devising what to do next. 

 

Another advantage of having a roadmap is that time is not wasted at the start of each change initiative 

in deciding how it will be managed or what activities need to take place. A quick reference to your 

roadmap provides you with all of this information, which can save many days of meetings and 

discussions on how to proceed. This reduction of time at the start is replicated throughout the change 

as when there is uncertainty about what to do next, or why a certain activity is needed, the roadmap 
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provides the explanation of what to do and how the activity fits with the other activities in the life of 

the change. 

 

 

Conclusion 

Over 30 years of delivering project and programmes for lots of different industries, in many countries 

has proven one universal truth – keep your planning structure simple, because the volume of activities 

that you need to plan will provide the complexity! I hope in this paper I have shared some easy to 

apply ideas to help you create your own simple structure.  

 

Another reason this simplicity is becoming more important is that unless it is easy to understand, how 

you plan can act as a barrier to others becoming involved. In an Agile world, collaborative planning and 

collective responsibility are essential, so keep things intuitive, straightforward and get as many people 

who are impacted by your changes planning their contribution. Change is a group activity! 

 

About the author 

My job is to help organisations develop the capability to manage change and transformation. This 

involves a wide range of activities as no two organisations are the same. For example, I might devise 

the framework and methods to be used to become more Agile, more digital or more innovative. Other 

times I am leading the creation of an internal network of change management champions who lead 

themselves and their colleagues through transformation to achieve new ways of working. I am often in 

the board room supporting senior leaders to become effective sponsors and I go on to provide 

executive coaching throughout the life of significant change initiatives.  

 

I love my job so much that I write lots of articles and text books to help transfer my knowledge and 

experience to the next generation of change managers. I am passionate about my profession and help 

to lead the growth of the Change Management Institute in the UK as well as promoting our 

professional globally. 

 

To access more resources about change management, connect with me on LinkedIn 

https://www.linkedin.com/in/melaniefranklin1/ 
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