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Introduction 

This paper sets out a simple, intuitive approach for planning and managing any type of change. The 

structure of this approach is based on the principles of Agile: 

• Early delivery of value, which is easy to augment with further deliveries as lessons are learned 

• High level planning at the start, supplemented by detailed planning at the point the work is 

undertaken 

• Prioritising what is delivered, based on the level of value created. 

• Knowing what good looks like (quality criteria) before starting work so there is no need for 

rework at the end of the process. 

It is important to have a simple, repeatable structure for a plan because: 

• There is so much change taking place, we do not have time to waste on developing complex 

methodologies that need a lot of explanation before they can be used. 

• Change is only successful if those affected are involved in creating their new ways of working, 

so a simple intuitive plan makes it easier for those without training in Agile or change 

management to take part. 

• Changes are often complex because there are so many interdependencies between one change 

and other changes taking place in the organisation. We need a simple plan structure so that we 

can focus on managing the complex content. 

 

Scope of the plan 

The terms used in change management are often confusing for those on the receiving end of the 

change. In the structure of this plan, I have labelled things so that they are easy to understand. We 

should also clarify what we mean by a change initiative. Change is more than a project. A project 

delivers an element of change, the tangible new thing that will be used as the basis for a new way of 

working.  

For example, a new app can be created for users to track the progress of their order and stop them 

calling the supplier to find out when they can expect delivery. This is good for the supplier as calls cost 

a lot of money to answer and gives the customer information when they need it. For this to work, staff 

need to change their processes so that they update the information displayed by the app after every 

action they take, to enable this progress to be viewed by the customer.  
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The change activities include recognising the need for the change in the processes, agreeing the scope 

of these changes, identifying who will have to work differently, and to practice these new ways of 

working until they become the new normal for everyone.  

This means that for any change to be successful, it must have two elements:  

1. Creation/delivery – often referred to as the project activities 

2. Transition/implementation/deployment/adoption – often referred to as the change activities 
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In this case, we have the project activities to create the app, and the change activities to create and 

adopt the new ways of working. 

 

Benefits of an integrated plan 

If our plan is to be useful, it must include both types of activity: project and change. This integrated 

plan has several benefits: 

1. Without the change activities, benefits are not realised. 

2. Benefits (and return on investment) are delayed if project and change activities are not aligned. 

3. Improvements are caught in a backlog, waiting for adoption. 

 

1. Without the change activities, benefits are not realised. 

Benefits originate from improvements in the way work is carried out. These include faster, easier 

processes, less staff needed and less training to carry out the work. These improvements do not 

happen on day 1, when (using our earlier example) the app becomes available for use. These benefits 
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are realised as staff update the app and the number of customer calls starts to decrease, freeing up 

those who used to answer the calls to do more valuable work.  

Only when these change activities are included along with the activities to create the app can we really 

claim that our plan will deliver real change, and not just the possibility of change. 

 

2. Benefits are delayed if project and change activities are not aligned. 

Using Agile methods, it is often quicker to create the change than it is to adopt the new ways of 

working. However, if the two types of activity are not aligned, there is a hiatus whilst the business 

grapples with the new project deliverables. This means the funding cycle which starts are initial 

investment and lasts until benefits are realised is longer than it need be. Waiting longer for benefits 

means losing out on additional revenue or waiting longer to get the expected cost savings, which is not 

a popular move with senior executives! 

Project and change activities not aligned, leading to extended funding cycle 
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Project and change activities aligned, shortening the funding cycle 
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3. Improvements are caught in a backlog, waiting for adoption. 

The time taken to adopt new ways of working is a behavioural change (change activities), often taking 

longer than the time taken to create the physical change (project activities) that triggers the need for 

the new ways of working.  

If project activities are run separately to the changes needed to realise benefits, then very soon the 

business becomes overwhelmed by wave after wave of new deliverables. Staff complain of “change 

fatigue”, mistakes increase as staff are confused between old and new ways of working, with no time 

to adjust to the latest process before they are asked to work differently as a result of the next project 

deliverable arriving at their door.  
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To minimise the risk that this backlog builds up, create a plan that includes project and change 

activities. This is especially important when projects are run as Agile initiatives, when deliverables are 

ready for adoption after every Sprint or Iteration.  
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When I created these pictures, I did not make the emojis representing the feelings of the business in 

the second diagram totally happy. They are not as angry as in the first diagram when they are 
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overwhelmed with new project deliverables and not time to create the accompanying process change. 

They are only accepting the situation in the second diagram, not happy with how things are. This is 

because even if we integrate creation of the tangible changes with all the work to create new ways of 

working, staff are still suffering from high volumes of change. 

 

Creating a simple plan 

To help my teams integrate project and chang I help them work through a simple lifecycle model or 

roadmap, using a series of iterations or “waves” of change, where each iteration includes all the work 

needed to create a new capability and realise benefits from this capability. 
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Iteration 1, as described in the diagram, is unique as it is the only iteration that creates the vision, the 

scope and the list of deliverables to be created. Iteration 2 and subsequent iterations create the 

deliverables and the new ways of working. To enable an Agile approach to this work, whatever is 

created in Iteration 2 acts as the basis of further work in Iteration 3, and Iteration 4 builds upon the 

new capability launched at the end of Iteration 3. This incremental approach ensures that there is early 

and frequent return on investment. 

The outputs from Iteration 1 describe the scope and the approach to managing the entire change 

initiative. These outputs benefit from the integration of project and change activities. For example, the 

Business Case includes all the work needed to create the project deliverables, adopt them as new ways 

of working, leading to the realisation of benefits. By including both types of work, the Business Case is 
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honest, and not the naïve version we often create i.e. a business case that claims all the benefits, but 

does not reflect all of the change work needed to realise them.  

The Change Plan is also more honest, as the duration of the Iterations reflect the total time needed for 

the business to make changes to their ways of working, and not just the time needed to create the 

project deliverables. 

Iteration 2, 3 and 4 etc are dedicated to the work needed to create and adopt the change. 

 

Structure of a simple plan 

An Agile concept that is important to creating return on investment is time management. Agile 

initiatives deliver on time and on budget, as they flex the scope of the initiative to ensure this happens. 

If work is taking longer than planned, they less important functionality will be dropped, to ensure that 

at least a minimum usable output is delivered. 

 

Use this repeatable structure to create a high level plan that demonstrates how time is allocated to 

each iteration. As shown in this diagram, the duration of each iteration is not uniform, as it is a product 

of the complexity of the outcome from the iteration. 
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To ensure that an iteration will deliver on time, the scope of the work needs to be planned. I use the 

easy to apply technique from AgilePM® which splits time over 3 activities: 

1. Getting started – brainstorm, plan and agree the scope of the work. 

2. Making progress – create the work, which in our integrated approach is a mixture of the project 

and the change management activities. 

3. Realising benefits – implement what has been created so that the business can achieve the 

expected improvements and benefits. 

To make it easy to stay on track, further sub-divide these 3 activities into key tasks so that the total 

amount of time for the iteration is allocated to the tasks of: 

• Getting started 
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• Making progress 

• Realising benefits 
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Getting started 

The discovery activity can involve a wide range of people, with different perspectives on what needs to 

change and why. Host activities where they can share their ideas but use the suggested timings for the 

3 sections of your plan to make sure the sourcing of ideas does not run on, leaving too little time to 

deliver the work. 
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The planning activity is likely to involve those with specific responsibilities for getting the work done. In 

this activity they come together to agree a share definition of what is core/high priority work and what 

can be left out if there isn’t enough time to do everything. 
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Making progress 

Progress is achieved when the project deliverables produce tangible change that the business is ready 

to adopt. So there needs to be both project activities and change management activities. 
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Realising benefits 

This section includes an often over-looked but very valuable activity – removal of old ways of working. 

Not only does removal of old collateral, machinery, software licenses etc cut costs, it also removes 

clutter that makes it difficult to work in new ways. A complementary benefit is that I have seen how 

motivated the opportunity to remove old ways of working can be for the business. There is genuine 

enjoyment in “tidying up” to make room for new approaches. 
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Celebrations and congratulations are an important element of motivation building, because in Agile 

approaches, we are never far away from the effort needed to start all over again for the next iteration! 

 

Conclusion 

This paper addresses two important aspects of Agile Change: 

• The need for the integration of creation and adoption activities 



 

 

 © Agile Change Management Limited 2019 
 

• The need for planning to deliver what is being promised 

 

Failure to recognise the scale, resources and time needed to implement and adopt project deliverables 

reduces the probability that the expected benefits will be realised. 

 

Planning is a core skill of Agile approaches, because there is the need for three types of planning. Agile 

demands a high-level plan at the start to allocate time and ensure deadlines can be met. Detailed 

planning is needed for each section of this plan, to ensure each iteration delivers value and realises 

benefits. Finally, there is the need for team planning within the iteration to ensure all aspects of the 

work have been considered, prioritised and scheduled for completion. 

 

To be successful in a world of high-volume change, using a simple, repeatable structure to make sure 

nothing is forgotten and that everyone can understand the journey you are on is essential.  

 

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

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