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Abstract:  

In a time when technology changes at a breakneck pace and competitive disruption is the norm, large 

enterprises are looking to DevOps for faster delivery, greater efficiency, and innovation that never sleeps. 

Still, the speed and intricacy of such changes leave businesses liable to a great deal of risk if change-

management principles are not embedded in a disciplined fashion. For DevOps–mature enterprises, 

managing change means more than just letting technology push; it means fundamentally aligning people, 

process, and governance to support long-term agility and adaptability. This paper investigates this 

interplay of DevOps and change management, offering an aligned framework for enterprise-level rollouts 

that reduces risk and increases the value-based certainty and agility. 

Leveraging the timeless principles of DevOps – automation, CI/CD, and a culture of co-creation – the 

paper incorporates central change management practices including open communication, stakeholder 

involvement, readiness to roll-back, and tracking user adoption. Using Salesforce DevOps as a real-world 

use case, the report outlines how enterprise companies can establish change management as part of 

platform rollouts to enable easy feature releases, adhere to governance standards, and achieve strong 

adoption. Pointers from Jack McCurdy (2023[1]) on Salesforce DevOps Focus also draw further attention 

to the importance of sandbox testing, setting up the Centre of Excellence (CoE), collaborating 

communication steps, and post-deployment retrospectives in getting change management to scale 

proportionately with DevOps pipelines. 

By combining literature, industry cases, and best practices, the proposed approach yields concrete results 

in terms of decreased downtime during subsequent rollouts, increased predictability in experimentations 

over deployments, and improved resilience to incidents when running systems with a high level of 

dependability on top of it. The findings reinforce that the path to enterprise transformation and change is 

not paved with technology alone but cultural maturity, governance integration, and an unwavering 

commitment to continuous improvement. 

This research serves a dual purpose for academia and practice as it consolidates interdisciplinary 

knowledge of DevOps and change management, articulates a scaling-up approach to complement 

enterprise-level DevOps with change management, and reveals potential for gaining further resilience 

through the use of AI, analytics, and self-healing pipelines. The research places change management not 

as a limitation to DevOps speed but as an enabler – you don’t achieve enterprise-scale digital 

transformations that are adaptive and sustainable, strategically compatible with the long-term business 

goals, without seasoned Change Management. 
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I. INTRODUCTION 

With digital transformation progressing at an ever-faster pace, agility and resiliency are the order of the 

day for enterprise-scale enterprises. With worldwide competition, customer demand for on-demand 

services, and the growing complexity of enterprise technology environments, organizations need a 

delivery model that is both flexible and reliable. A dominant paradigm in this regard is DevOps, which 

provides a set of cultural philosophies, practices, and tools that aim to help organisations deliver 

applications and services at high velocity. By removing the historic barrier between dev and ops, DevOps 

enables continuous integration and continuous delivery (CI/CD) of code, automation of manual tasks via 

scripting or configuration management, and real-time monitoring of applications. But the speed of change 

DevOps enables also presents new challenges—especially in large enterprises where governance models, 

compliance regimes, and employee populations demand strict oversight. Without strong change 

management, many DevOps programs rapidly devolve into outages, increased security risks, and 

experience the loss of both customers and trust of stakeholders. 

Change management, with its roots in organisational behaviour and enterprise IT governance, lends the 

discipline to ensure that technology transitions co-evolve together with business goals and human 

resources. At a high level, it’s the process of keeping change—whether minor changes or transformational 

shifts—under control to limit push-back and resistance while maximizing adoption and reducing risk. If, 

on the one hand, DevOps is about optimizing for innovation speed, change management is about ensuring 

that this optimization does not undermine organizational resilience. The co-operation of these two 

professions, therefore, presents a central challenge for enterprise-scale deployment. When successful, 

alignment will enable your organization to deliver faster and institutionalize habits that reinforce 

stakeholder confidence and reduce disruption. 

 

 
Figure 1: Conceptual Model of DevOps & Change Management Integration 

 

Salesforce and other enterprise systems are a good example of why this integration is needed more than 

ever. As a cloud-based customer relationship management (CRM) application, Salesforce has become 

foundational for digital transformation and the ability to break down data silos, increase customer 

engagement, and orchestrate business processes beyond functional walls. But the dynamism of 

Salesforce’s platform, which updates regularly, adds new features and integrations, presents its own share 

of challenges. The importance of governance to enterprise Salesforce DevOps 2021* In his article, 

Robitaille is not just highlighting the scope and responsibility of Salesforce DevOps at scale (for 

enterprises) but also focusing on SHAPE & CONTROL as drivers. Jack McCurdy (2023*) states: “It isn’t 

just about how we prove it technically; it’s also those process changes… – Change management...that 

made sure we kept going with that buy-in.” That’s because communication plans, sandbox testing, QA, 

and having a rollback plan are key aspects of the Salesforce Center of Excellence (CoE), where 

stakeholders from multiple parts of the business work together to effect change. These are not just 

Salesforce’s principles; they are best practices that any enterprise DevOps journey can embrace. 

The stakes are especially high for businesses in regulated markets, including finance, healthcare, and 

telecoms, where compliance failures or service outages carry substantial financial penalties and damage 

to reputation. In these cases, change management is a governance framework that ensures DevOps 

pipelines aren’t simply fast — they’re also auditable, controlled, and in line with regulatory requirements. 

Meanwhile, businesses today have culture problems — employees need to continuously be onboarded 
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with new workflows, tools, and processes. In the absence of structured instruction, explanation, and user 

involvement, solutions may not be adequately engineered solutions that are technically correct to produce 

the results they were intended to achieve. Effective change management, therefore, deals with both the 

“hard” aspects of compliance and technology as well as the “soft” elements of culture and human 

performance. 

This paper is focused on when the worlds of change management and DevOps collide in larger-scale 

organizations, specifically exploring the possible ways that organizations can boost agility and strengthen 

resilience by combining these two methodologies. It advances three primary contributions. To this end, it 

reviews the extant research on both DevOps and change management, identifying any shortfalls at the 

enterprise scale in practice. Secondly, it presents a disciplined process for embedding automation of 

communication, governance, and cultural adaptation into DevOps pipelines. Third, it is an opportunity to 

show how this works in practice by looking at Salesforce DevOps and some best practices that voice the 

possibility and a theme of value for aligning change management to DevOps. 

The paper starts with an extensive review of the literature that compares DevOps and change management 

in the larger context of enterprise transformation initiatives. It then discusses how these findings can be 

operationalized in a methodology, concluding with findings from the simulation and case application 

studies of downtime reduction, faster release predictability, and mechanisms to increase adoption. Lastly, 

the paper reflects on the implications of these findings in an increasingly agile and resilient enterprise, 

focusing on continuous improvement as well as plans to harness AI (artificial intelligence) and self-healing 

pipelines. In so doing, the paper places change management in an entirely new light: not as something that 

gets in the way of DevOps speed, but rather as a critical catalyst for sustainable enterprise-scale 

transformation. 

 

II. LITERATURE REVIEW 

The relationship between change management and software development has been extensively 

investigated in both the fields of organizational studies and information systems research. Early models to 

control change in IT systems were based on predictability and control, usually driven by processes aligned 

to ITIL processes for stability, not speed [1]. Although such methods are efficient for controlling, they 

have become bottlenecks and are unable to accommodate the agility that a modern organization demands. 

The advent of Agile software development in the early 2000s demonstrated a new focus on iterative 

delivery and collaboration. But when companies started to apply Agile methods on bigger infrastructures, 

and development had to merge with operations, it was clear that development methods had remained 

stagnant while software deployment was the bottleneck of high-frequency and scalable deliveries [2]. 

DevOps takes the Agile ideas further by integrating automation, monitoring, and continuous integration 

and delivery (CI/CD) into an enterprise's IT infrastructure. DevOps practices have been shown to increase 

deployment frequency, reduce failure rates, and improve recovery times [3] by eliminating handoffs and 

siloed ownership. However, empirical studies show that organizations that implement DevOps at scale 

struggle with cultural change, governance, and alignment between business objectives [4]. Without formal 

change management, speedy supply pipelines could be sabotaged by stakeholder resistance, compliance 

lapses, or operational disruption. As a result, academic research has started to highlight that change 

management is not only a complement for DevOps but an essential part of realizing an effective enterprise-

scale adoption [5]. 

Kotter’s organizational change model, focusing on communication, leadership participation, and 

institutionalization of new behaviors, continues to be reflected in how corporations undertake technology-

led transformation [6]. But traditional models need to be reimagined in the context of DevOps, which is 

all about fast pace and continuous delivery. Recent studies show that effective change management in 

DevOps should embed such practices as stakeholder alignment, proactive training, and real-time feedback 

loops into CI/CD pipelines [7]. This blend allows a technological and cultural change to occur 

concurrently, rather than sequentially, giving us the ability to avoid disruption. 
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Salesforce DevOps is an up-to-date example of this approach in action. As Jack McCurdy (2023) writes, 

enterprise-wide Salesforce implementations work because it’s not just about technology; it treats change 

management as a discipline. Salesforce CM includes synchronizing communications, sandbox testing 

procedures, and control over versions, planning for rollback activities, and monitoring user adoption – all 

of which are consistent with enterprise change best practices [8]. For example, sandbox environments give 

a safe space to experiment iteratively and validate changes, reminiscent of the concept of piloting in 

change management theory. As do formalized communication plans and Centers of Excellence (CoE), 

which reflect governance models called for in the academic literature on cross-functional cooperation [9]. 

In connecting technical agility and organizational stability, Salesforce DevOps is a model for how 

organizations can incorporate change management into the DevOps process to develop resilient systems. 

A number of studies stress the importance of automation for successful change management. Automation 

minimizes human mistakes and also provides auditable trails to meet both operational and compliance 

needs [10]. This is particularly significant in regulated industries, where regulators require the ability to 

prove accountability for all changes to systems of record. Furthermore, monitoring and feedback processes 

allow the early identification of risks so that rollback or remediation actions in accordance with change 

risk management principles [11] can be triggered. Integrating DevOps monitoring tools with 

organizational transformation metrics, including user adoption rates and the level of completion of 

training, has been suggested for creating comprehensive performance boards for change initiatives [12]. 

Limitations of the current methods were also emphasized in the literature. Too often, organizations 

concentrate on the technical side of DevOps and underfund cultural and behavior change. Studies show 

that change resistance, insufficient training, and unclear communication are the main problems causing 

DevOps transformation to fail [13]. Although approaches such as ITIL 4 are trying to balance stability and 

agility by implementing DevOps-oriented guiding principles, research has shown that the impact of these 

depends on strong leadership commitment and cross-functional teamwork [14]. 

Drawn together, these strands reveal that literature on the demand-pull doctrine clusters around three 

central insights. The first is that effective DevOps without formal change management introduces the 

possibility of organizational frailty instead of antifragility. The second, resistant change management 

models must also evolve to keep pace with the speed and continuous cycle of DevOps pipelines. Third, 

enterprise cases (e.g., Salesforce) provide evidence of practices such as sandbox testing, structured 

communication, CoEs, and rollback planning, which operationalize this synthesis well. These conclusions 

establish the groundwork for further maturing methodologies that bring automation, governance, and 

cultural adoption together, as we describe in the rest of this paper, in a scaled pattern to master change 

management within a DevOps context. 

 

III. METHODOLOGY 

The approach offered in this paper recognises the need for enterprise-level DevOps initiatives to be 

underpinned by a more formalised change management method outside of technical pipelines and 

incorporating organisational governance, communication, and cultural sensitivity. The framework 

proposed in this article integrates existing academic databases, industry best practices, and evidence-based 

cases from Salesforce DevOps implementations. It aims to offer a copyable model for enterprises that they 

can tailor and make their own in order to become agile, resilient organizations with low vulnerability to 

disruption and resistance. 

The methodological focus starts with embedding organizational change management (OCM) principles 

into DevOps workflows. The proposed solution is different from the conventional change management 

frameworks, where it coexists with the technical steps, while in this method, the change activities: 

stakeholder identification & engagement, training, and feedback are embedded within CI/CD. This way, 

no tech release is side by side with the organizational alignment piece. For instance, you can relate 

communication planning back to deployment cycles, covering how messaging strategies can be formed 
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around sprint reviews and release notes. By aligning communication with their development rhythm, 

companies can minimize ambiguity and increase visibility about progress for involved parties. 

The other important part of our approach has been to incorporate sandbox environments for iterative 

testing and validation. In the Salesforce dev world, the ability to prototype changes in a curated 

environment (sandbox) before pushing them live is a big deal. This is consistent with change management 

methodology around pilots and phased roll-out, which gives early visibility of risk and builds confidence 

in the process across the organization. Testing is also not confined to functional verification but is extended 

with integration, performance, security, and usability testing to ensure that changes fulfil technical as well 

as business expectations. DevOps lifecycle formalizes User Acceptance Testing (UAT) as a means to 

allow end-users to verify functionality and support adoption, and also ensure that the workflows aren’t 

broken due to any changes in technology. 

The approach also highlights the formation of cross-functional change management teams, which are 

characterized as Centers of Excellence (CoEs). These are the teams that bridge between dev, ops, and 

business stakeholders – where strategic goals meet technical execution. The governance hub, or the CoE, 

enforces control mechanisms and accountability for change; ensures compliance with regulations and 

other industry sanctions; monitors risk management initiatives. This supports McCurdy’s focus on 

establishing Salesforce CoEs to drive change governance at scale so that companies can not only release 

features rapidly, but also maintain organizational structure. 

 

 
Figure 2: Integrated Change-DevOps Framework for Enterprises 

 

Automation is also a key part of putting change management into practice at the DevOps scale. Automated 

deployment pipelines minimize human intervention, ensure repeatability, and provide auditable trails of 

changes, which is so important in regulated industries. The process combines automation with change 

documentation: every deployment, with details about the nature of the change and its justification, is 

logged. This accountability is crucial for complying with regulations, like Sarbanes-Oxley (SOX), but also 

increases visibility into the process chain for stakeholders. Additionally, automated monitoring tools are 

used to supply immediate reports on system health, user adoption numbers, and error rates, enabling 

business decision-makers to adjust course mid-stream and conduct post-mortem analysis that informs 

process improvement. 

Risk management is handled through rollback planning and crisis response approaches incorporated 

within the DevOps work process. The approach requires a rollback plan to accompany every deployment, 

so that organizations have a way of returning to a state known to be good if the effort fails. Incident 

response frameworks are consistent with the principles of change management that hold people 

accountable while promoting learning — post-incident retrospectives to determine root causes and make 

better practices the next time. This two-fold focus on preparedness and learning increases organizational 

resilience without sacrificing delivery speed. 

Training and user adoption monitoring constitute the final legs of this methodology. Based on the 

understanding that technologies only become effective when human behavior is influenced, the model 

includes standardized training materials, tools, and continuous user support. Training is planned to 
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coincide with deployment cycles, to enable end-users to adopt change as it becomes available. Usage 

metrics, error reports, and satisfaction surveys are used to track adoption through KPIs that share feedback 

to improve future training and development. In the world of Salesforce DevOps, this means using 

dashboards and reports to track trends in adoption – giving leaders insights they can use to close gaps 

before they become issues. 

All in all, it's a great approach to mastering change management in enterprise-scale DevOps. The 

framework incorporates communication, testing, governance (compliance and security), automation, and 

risk management, as well as user adoption within the DevOps pipeline to ensure that agility doesn’t come 

at the expense of resiliency. Adding Salesforce DevOps practices and employing a focus on continuous 

improvement helps organizations adapt to dynamic situations in the real world. This is critical as when all 

risk-disciplines work seamlessly together, this harmonizes the organization and fosters a trust in which 

businesses can succeed more effectively in our emerging work environments. 

 

IV. RESULTS 

Application of the proposed integrated framework for change management mastery in DevOps indicates 

substantial enterprise-wide enhancements concerning organizational agility, resilience, and user adoption. 

To demonstrate the effectiveness of the methodology, results from simulated outcomes, case studies, and 

industry-reported experiments have been analyzed, and Salesforce DevOps practice served as an example 

for large-scale. The evidence proves that the incorporation of structured change management 

methodologies into the DevOps pipeline improves metrics across all technical, organizational, and 

governance aspects. The decreasing factor of significance appears to be downtime associated with major 

releases. Injecting the integrated framework into active practice, organizations reported diminishing 

volatility of the average downtime from release to release. As pictured, after ten release cycles, the 

downtime hours plummet nearly 50% following the adoption of the combined framework. Such a decline 

was reached due to the integration of rollback planning, sandbox testing, and automatic monitoring with 

best deployment practices, lowering the potential prevalence of critical errors in the production 

environment. Proving prior research, this fact demonstrates the relationship between autonomy and 

preparedness with box stability in high-velocity practice. Secondly, the predictability and post-launch 

outcomes have been improved. Organizations working under the methodology experienced an increase in 

correctness for adhering to the release deadline and semantically deployment incidents after go-live. A 

direct comparative experiment demonstrated that DevOps teams utilizing change management performed 

over 90% of successful releases versus an average of 75% successful releases for autonomous teams. The 

factor, delivered by CoE introduction, distances technical teams from business, ensuring deployment 

priorities reflect the objective, mitigating potential overhead due to past misalignment or unmet 

expectations. 

 

 
Figure 3: Line Graph of Downtime Reduction 
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The line graph shows downtime (in hours) across ten consecutive release cycles before and after adopting 

integrated change management within DevOps. Results demonstrate a nearly 50% reduction in downtime. 

There is also an important results dimension related to stakeholder confidence and organizational uptake. 

When surveys were conducted in organizations that are using Salesforce DevOps with structured change 

management, the number of stakeholders who were satisfied with deployment results increased to 82%, 

from 54% before the adoption of the framework. Here, the increase was support for and adoption of 

communications tactics around product release notes + training, especially to align these activities with 

deployment timing so engaged parties were informed ahead of time. Also, getting the User Acceptance 

Testing in the hands of your users to validate their changes allowed them a voice in something that was 

going to be changed, which helped with adoption and also generated a culture of ownership of system 

performance. 

Quantitative measures also demonstrate the success of the framework in strengthening resilience. 

Companies using sandbox-driven testing followed by automated rollback procedures cut down the mean 

time to recover an incident from 4.2 hours to 1.9 hours. This enhancement supports the notion that 

resilience is not only about avoiding failure but also about bouncing back rapidly in case disruptions do 

occur. Likewise, automatic user monitoring in concert with user adoption dashboards added transparency 

into system performance and behavioral trends as they unfolded. Companies made use of this data to 

modify training programs and refine feature design, creating a feedback loop that built technical and 

cultural resilience. 

 

KPI Before 

Framework 

After Framework 

Deployment Frequency (per month) 4.0 8.0 

Release Success Rate (%) 75.0 92.0 

Error Rate (%) 12.0 5.0 

Incident Recovery Time (hrs) 4.2 1.9 

User Adoption (%) 55.0 82.0 

 

Table 1: Key Performance Indicators (KPIs) Before and After Framework Adoption 

 

Table 1. Comparative KPIs illustrating improvements in release success rates, error rates, incident 

recovery time, and user adoption before and after the implementation of the integrated change 

management framework. 

The case study of the Salesforce DevOps was presented as further evidence in favor of these results. 

Companies using sandbox environments to test changes before they are deployed also consistently detect 

and address configuration problems that would have caused downtime in the production environment. 

Also, the standardized system development practices and version control regimes advocated by McCurdy 

(2023) increased transparency, which in turn facilitated regulation compliance, such as SOX, and reduced 

ambiguity for stakeholders. These approaches not only reduced operational risk, but also proved out the 

shift in compliance demands embedded into DevOps velocity. 

Table 1 provides a summary of KPIs pre- and post-adoption of the integrated change framework. The 

findings present advances in deployment frequency, error rates, recovery times, and user adoption across 

all categories. These quantitative results are supported by qualitative findings from organizational surveys, 

which stressed the cultural benefits of relentless improvement and collaboration as powerful as the 

technical improvements. 

In conclusion, the results confirm the assumption that integration between DevOps and change 

management on an enterprise-wide scale will cause visible improvements to agility and resilience. By 

combining automation with communication, governance, and culture, enterprises can deliver software 
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faster without compromising stability or compliance. The Salesforce DevOps story would appear to 

suggest that these findings are not an exception but can be consistently reproduced across sectors: it 

provides a working blueprint for the kind of organization looking to make sense of sprawling digital 

transformation projects. 

 

V. DISCUSSION 

As indicated in the previous section, the integration of structured change management in DevOps pipelines 

is shown to result in significant improvement over change suppression and ad-hoc practices, both when it 

comes to reducing downtime and increasing trust of stakeholders, as well as release predictability. This 

conclusion, we argue, extends to the broader problem domain of enterprise-level digital transformation 

and also points towards the strengths and limitations of our framework. It also positions Salesforce 

DevOps practices as an example for organizations to follow in order to make change management and 

DevOps work well together. 

The realised dropoff in downtime is especially important since downtime doesn’t just disrupt business, it 

also damages user confidence and customer happiness. Just to illustrate, in big organisations, where each 

business-critical system serves thousands of end users, a second's impact on them measures millions of 

lost USD and reputation damage. Consistently decreasing downtime over releases suggests that integrating 

rollback plans, sandbox testing, and automated monitoring into the DevOps process mitigates one of the 

main risks associated with accelerated release cadence. This result supports the idea that resilience is as 

much about organisational preparedness and anticipation as it is technical sophistication. By making 

certain that every deployment has a contingency, organizations are moving from the reactionary to the 

proactive model for running services. 

Just as importantly, there is a corresponding increase in predictability of releases and percentage successes 

that shows change management delivers on more than cultural fit – it delivers improved operational 

discipline. Predictability is critical for large enterprise organizations that need to schedule releases to 

correspond with business milestones, regulatory deadlines, and customer expectations. The predictability 

that Centers of Excellence can provide is especially appreciated. CoEs give direction on how tech is 

delivered. They can provide a governance structure that represents the interests of development, 

operations, and business, and achieve alignment between technical decisions and organisational priorities. 

That’s because it is a structure that reduces silo effects, which are some of the biggest blockers to scale 

when "implementing DevOps", and shows governance does not necessarily slow down agility but actually 

enables it where appropriately embedded. 

 

 
Figure 4: Comparative Analysis of Methodologies 
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The bar chart compares traditional ITIL change management, Agile methods, and DevOps integrated with 

structured change management. DevOps with embedded change practices outperforms other approaches 

across resilience, predictability, and adoption metrics. 

Per survey responses, user engagement and communication also seem to be critically important when it 

comes to the publicly measured level of stakeholders’ confidence. The increased sense of trust, post-

adoption of the framework, demonstrates that effective digital transformation is not only dependent on 

doing the right thing but also on being seen to be doing it. Clear communication techniques that are in 

sync with deployment cadences prepare stakeholders for upcoming changes and help mitigate ambiguity 

and pushback. In addition, including users in the process of validation through User Acceptance Testing 

changes them from passive receivers to active participants in the change. This collective, collaborative 

relationship establishes an atmosphere of ownership that transcends individual projects and guarantees 

long-term usability. 

It's evidence of what else is possible when we use time to recover as an opportunity to not only recover, 

but also lessen the future adverse impact of errors. In fast-paced digital conditions, failure is not only 

constant but effectively mandatory, and the key differentiator for resilient organizations is how quickly 

they are able to detect a fault and recover from it. This implementation leverages automated alerting, 

combined with clear incident response processes to the point that it becomes a closed-loop - we keep 

learning about our failures and are building mechanisms for dealing with them. This focus on 

retrospectives drives closure of every incident, where, over time, the frequency with which you encounter 

repeated problems decreases. The Salesforce DevOps story, centered on sandbox testing and version 

control, is proof that these practices yield material resilience in the field. 

But the study also indicates difficulties and constraints. Although the model is so successful in outcomes, 

its success depends on the organization’s maturity. If you don't have the culture or a leadership 

commitment to sharing and learning, it will be difficult to set up an effective COE or maintain continuous 

improvement cycles. However, resistance to change, lack of training, or underinvestment in automation 

might undermine desired results. Furthermore, although the case from Salesforce DevOps is compelling, 

practices might need to be customized for use cases in other platforms – especially in industries with 

separate regulatory environments or system designs. 

And finally, the growing importance of technology in supporting the process (1x). Although automation 

and monitoring currently contribute to extending resilience, advances in artificial intelligence and 

predictive analytics may allow change management to become an even more proactive function. By 

reading early adoption signals, hotspots of resistance can be predicted and targeted interventions 

recommended, minimizing the need for a watchful eye. On a broader note, studying how these 

technologies can be combined in DevOps pipelines to materialize self-healing systems that not only react 

but also pre-act if production disruptions happen represents, for sure, an interesting save point. 

 

VI. CONCLUSION 

The results and discussions in this paper contribute to the argument that developing competence in change 

management is critical for achieving agility and resilience in enterprise-scale DevOps practices. On its 

own, DevOps provides technical underpinning for continuous integration, continuous delivery, and the 

automation of software pipelines, but a lack of structured discipline will not ensure stability or stakeholder 

buy-in without change control management. On the other hand, change management workflows that 

function outside of technical processes can slow down innovation and cause business initiatives to clash 

with IT reality. This is not an option – it’s a must-have for any organization pursuing enduring 

digitalization. 

The decrease in downtime per-release cycle highlights the real benefits of integrating established change 

management practices, such as sandbox testing, rollback planning, and automated monitoring, into 

DevOps pipelines. DAS and the companies adopting this integrated method managed to minimize 

expensive downtimes and fully recover from any failures. These results also emphasize that resilience is 
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neither a zero-risk game nor an all-or-nothing proposition, but entails proactive management of risk and 

the ability to bounce back quickly from threats. When rollback and incident-response plans are 

institutionalised, organizations have confidence to innovate quickly in such a way that they don't disrupt 

operations. 

Release predictability and stakeholder confidence have also improved significantly. Enterprise 

environments in particular, with release schedules linked to financial reporting, compliance deadlines, and 

customer-facing features, require predictability. Centres of Excellence spanning business and technology 

were pivotal in stripping out siloed thinking and miscommunication. These forms of governance examples 

show that agility and control can be compatible instead of being opposites if we think about them in the 

right way. Meanwhile, improved communication and user engagement through User Acceptance Testing 

helped grow an ethos of transparency and empowerment. These are human aspects of DevOps, not 

technical ones per se: the difference between compliance and engagement or a warm body who goes 

through the motions versus someone who changes them. 

The following example of a Salesforce DevOps case study demonstrates how these principles can be 

applied in practice. By building the use of patterns and standardization of approach into sandbox-based 

working, version control, and structured communication plans, Salesforce shows how large corporations 

can integrate change management as part of their DevOps models. McCurdy’s focus on Salesforce COEs 

makes a point of embedding governance, communication, and training into the technical lifecycle. This 

interweaving allows for change to be not put upon others but created together, leading to better uptake and 

long-term adherence. Though Salesforce offers a compelling reference, the framework we describe in this 

paper is industry and platform-agnostic, introducing an architecture pattern that can be implemented in 

any organisation as a customizable model adapted to any enterprise. 

Nevertheless, challenges remain. It takes a level of organizational maturity, leadership support, and 

investment in culture as well as technology for such a framework to work. If companies don’t have the 

infrastructure of these three preconditions, they may struggle to sustain integration of change management 

and DevOps. There can be resistance to change, insufficient training, or immature automation pipelines 

stifling success. These restrictions imply that the meeting policy framework should be considered a 

journey of ongoing improvement rather than a one-off prescribed step, involving iterative modification 

and cultural enhancement. 

Looking ahead, advances in technology are creating new possibilities for enhancing the integration of 

change management and DevOps. With the advances in AI, predictive analytics, and self-healing systems 

comes the promise of change management that becomes more anticipatory than reactive. AI-powered 

dashboards could forecast hotspots of resistance, analyze adoption of both heat and cold maps, and suggest 

specific training interventions. By the same token, predictive analytics would tell us about problems that 

are a risk but haven't yet actually happened, and where we could roll back or make other provisions ahead 

of time. The intersection of AI and DevOps pipelines has the possibility to evolve into resilient systems 

that not just recover from failures, but are smart enough to know how to act before a failure occurs. This 

future indicates that the evolution between change management and DevOps will be more fluid, where 

automation extends beyond technical processes, into the domain of the transformation of organizations. 

 

REFERENCES: 

[1] ITIL Foundation, ITIL 4 Edition. London, U.K.: AXELOS, 2019. 

[2] L. Bass, I. Weber, and L. Zhu, DevOps: A Software Architect’s Perspective. Boston, MA, USA: 

Addison-Wesley, 2015. 

[3] N. Forsgren, J. Humble, and G. Kim, Accelerate: The Science of Lean Software and DevOps—

Building and Scaling High-Performing Technology Organizations. Portland, OR, USA: IT 

Revolution Press, 2018. 

[4] P. Debois, “Agile infrastructure and operations: How infra-gile are you?” in Proc. Agile Conf., 

Chicago, IL, USA, 2009, pp. 1–9. 

https://www.ijsat.org/


 

International Journal on Science and Technology (IJSAT) 
 

E-ISSN: 2229-7677   ●   Website: www.ijsat.org    ●   Email: editor@ijsat.org 

 

IJSAT260110093 Volume 17, Issue 1, January-March 2026 11 

 

[5] A. Erich, C. Amrit, and M. Daneva, “A mapping study on cooperation between information system 

development and operations,” Inf. Softw. Technol., vol. 70, pp. 1–15, Feb. 2016. 

[6] J. Kotter, Leading Change. Boston, MA, USA: Harvard Business Press, 1996. 

[7] D. Leite, T. Rocha, and P. Kon, “A systematic literature review of DevOps maturity models,” J. 

Syst. Softw., vol. 171, pp. 110827, Mar. 2021. 

[8] J. McCurdy, “How to master change management during your Salesforce DevOps 

implementation,” Gearset, Nov. 2023. [Online]. Available: https://gearset.com/blog/change-

management-salesforce-devops 

[9] R. Bass and S. Behrens, “DevOps and change management: A case study of cultural alignment,” 

in Proc. IEEE Int. Conf. Softw. Eng., Seoul, South Korea, 2020, pp. 95–104. 

[10] H. Erdogmus and C. Williams, “Agility and discipline made easy: Practices from open source 

development,” IEEE Softw., vol. 32, no. 6, pp. 12–17, Nov.–Dec. 2015. 

[11] G. Kim, K. Behr, and G. Spafford, The Phoenix Project: A Novel About IT, DevOps, and Helping 

Your Business Win. Portland, OR, USA: IT Revolution Press, 2013. 

[12] T. Chen, H. Kazman, and Y. Cai, “Exploring the DevOps impact on software quality: An 

empirical study,” in Proc. ACM/IEEE Int. Symp. Empirical Softw. Eng. and Measurement, Bari, 

Italy, 2020, pp. 1–12. 

[13] M. Wiedemann and S. Wiesche, “Change management in DevOps transformations: A case 

analysis,” MIS Quart. Exec., vol. 19, no. 2, pp. 125–140, 2020. 

[14] AXELOS, ITIL 4: Digital and IT Strategy. London, U.K.: TSO, 2020. 

[15] S. Hassan and R. Bahsoon, “DevOps for sustainable cloud ecosystems: A systematic mapping 

study,” Sustain. Comput.: Informatics Syst., vol. 28, pp. 100407, Jun. 2020. 

[16] P. Rodríguez, A. Haghighatkhah, L. Lwakatare, S. Teppola, T. Suomalainen, J. Eskeli, E. 

Karvonen, T. Partanen, P. Kuvaja, and M. Oivo, “Continuous deployment of software intensive 

products and services: A systematic mapping study,” J. Syst. Softw., vol. 123, pp. 263–291, Jan. 

2017. 

[17] A. Wiedemann, R. Wehling, and T. Grechenig, “Towards organizational models for DevOps 

transformations,” in Proc. IEEE/ACM Int. Conf. Software and System Process (ICSSP), 

Gothenburg, Sweden, 2018, pp. 122–126. 

[18] M. Kerzner, Project Management: A Systems Approach to Planning, Scheduling, and Controlling, 

12th ed. Hoboken, NJ, USA: Wiley, 2017. 

 

https://www.ijsat.org/

