












The Hulamin Change Management Specialist
By Chumile Ntuli


Introduction
The Change Management Specialist will play a key role in ensuring projects and change management initiatives meet objectives on time and on budget by increasing employee adoption and usage. This person focuses on the people side of change including changes to business processes, systems and technology. The primary responsibility will be creating and implementing change management strategies and plans that maximize employee adoption the usage and minimize resistance. The Change Management Specialist will work to drive faster adoption, higher systems utilization and greater proficiency of the changes that impact employees in the organization.
Scope
1. Apply a structured methodology and lead change management activities.
2. Assess the change impact.
3. Create change management strategy.
4. Identify, analyse, prepare risk mitigation tactics
5. Identify and manage anticipated resistance.
6. Consult and coach project teams.
7. Create actionable deliverables for the five change management levers namely:
a. Communications plan
b. Sponsor roadmap 
c. Coaching plan 
d. Training plan
e. Resistance management plan
8. Support communication efforts by hosting regular workshops and road shows for that identified initiative.
9. Support training efforts in conducting initial training and regular refresher sessions with stakeholders.
10. Support and engage with senior leaders on initiative implementation. For projects to succeed leadership alignment is of great importance therefore level 2 and 3 leadership needs to be aligned on the outcomes of an initiative.
11. Coach managers and supervisors
12. Coordinate efforts (hardware availability, ease of software use, etc) with other specialists such as IT programmers, Process Specialists, etc.
13. Integrate change management activities into project plan.
14. Ensure that initiative is implemented after the necessary buy in and training is in place. 
15. Manage stakeholders
16. Track and report issues as identified on the communication plan quadrant.
17. Define and measure success metrics and monitor change progress.
18. Support change management at all organizational levels.
The Change Management Specialist at Hulamin
Hulamin has developed a number systems or processes yet not been fully adopted. These are of 
· Manufacturing Execution Systems (MES), this is a shop floor computerized system introduced to streamline the shop floor operation processes.
· Business Execution Systems (BES), this system is used by the services department to streamline the planning and finished goods processes.   
· Manufacturing Approaches (IMA, FMEA, etc.), these processes were tried to be introduced to improve the organization’s operating approaches.
· Employee development systems (e.g. Resource link, Talent link, ESS).

Failure for proper adoption could be due to:
1. When a new initiative is introduced employees see this as a new flavor of the month that is destined to fail.
2. Lack of buy in from employees.
3. Lack of identifiable project sponsors.
4. Initiative decisions and discussions done at a higher level and does not filter through to the lower levels.
5. Employees more likely to comply than commit with a change initiative (fear of reprisal from management).
6. Systems not properly used to streamline the manufacturing process, work is reported on by using manual systems (spreadsheets). There are systems in place to eliminate human error e.g. hand held scanners and BES. 
7. Quality of information from the system not accurate as the employees would rather input the data for the sake of it than understating the need for the quality of data captured.
8. Quality of products manufactured does not meet the required standards due to an employee’s mentality of not being in line with vision of the organisation.
9. Employee’s main concern is for self preservation than organizational prosperity hence the lack in ensuring that the work they produced is of best quality, this is feedback from regular conversations with people.
10. ROI on systems and process put in place is not easily realized due to “We have been doing it this way” mentality hence there is always the fear of change.


Conclusion
I have been in the forefront of many organizational changes and understand very well the history and culture of Hulamin, thus enabling me to handle the change management process easily. I have developed a sense of understanding and being held at high opinion by most of my colleagues from different areas of the organisation. 

My role in IT as an applications Developer has given me the opportunity to be at the helm of many system changes taking place within Hulamin.  This has created a deeper bond for this company whereby I personally aspire to the Hulamin vision (“continually seek to grow our business by satisfying the demands of our customers and supporting the growth of aluminium usage in our chosen market sectors.”). This has been in the form of developing, implementing and encouraging the usage of technologies and techniques that are efficient to the production.   

I have spent most of my career at Hulamin, this is not because of the fear of change but I have always felt drawn towards organizations that are always seeking new forms of improvements. 


