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1. EXECUTIVE SUMMARY
The Ministry of National Mobilisation, Social Development, Gender, The Family, Persons with Disabilities, Community and Cooperatives, Youths, Housing and Informal Human Settlements (Mobilisation, et al.) is mandated to provide social services to the vulnerable People of St. Vincent and the Grenadines (SVG). To achieve its objectives the Ministry; engages various stakeholders and partners to provide staff and clients with administrative, technical and social support.

Notwithstanding, the Ministry has been fulfilling its responsibilities remarkably, the emergence of COVID-19 has challenged its method of operation.  It has become critical for the Ministry to adapt to the change in times by implementing changes to its operations, specifically; by implementing new policies and procedures, shifting to remote working environment and developing new programmes and services, with the aim of maintaining the overall stability of its operations and making adjustments to ensure sustainability.
2. INTRODUCTION

For any organization to survive it must effectively manage change. This process and the need to have a plan to manage change have been clearly demonstrated with the recent Covid-19 pandemic which brought the world to a standstill and introduce unanticipated shocks to businesses and organizations globally.  Moran and Brightman (2001) defines change management as a process of continually renewing an organization’s direction, structure, and capabilities to serve the ever-changing needs of external and internal customer”.  (Todenem By, 2005) further opines that the management of these changes need to be both strategic and operational and therefore is integral to an organisation’s strategy.  The Ministry of National Mobilisation et al., the Government of SVG’s principal agency for the provision of social services has had to adapt and adopt new strategies in order to continue to provide services to its clientele who are often the most vulnerable of the society as well as be innovative so that waste and pilferage is minimized as less money is becoming available for social services while the cost of living rises thus increasing its client base. Therefore, this report will critically review the operation of the Ministry, examine the changes that been implemented and determine whether or not it is meeting its objectives and strategic goals. 
3. ANALYSIS OF THE ISSUE
An analysis of the Ministry’s existed system of operation versus the changes was done to evaluate the usefulness and the effectiveness of the changes resulting from the COVID-19 Pandemic.
3.1 
The Existed System:

The Ministry of National Mobilisation, et al., currently provides support services to the populace through various programs and activities including; the provision of monthly allowances to the indigent and vulnerable through its public assistance programme. The paymasters and support staff visits various communities and disburse monies to beneficiaries. Additionally, the distribution of school uniforms to children of all ages, Youth Empowerment Services (YES) which employs young adults, education and life skills programmes to teen mothers, victims of domestic abuse, juveniles, etc and the provision of affordable housing options, among others. In order to receive assistance or access services offered by the Ministry, beneficiaries or potential beneficiaries are required to physically visit the main office to complete the necessary processes. Therefore, based on what existed as the Ministry’s method of operations, the risk of COVID-19 infection was very high.  Hence, drastic measures had to be implemented to protect both staff and clients.   

The Ministry’s Administrators act swiftly and professionally to addressed this major protection and security issue, and introduced what is presently in place, and at the same time continue to improve the processes of its operation. (SVG Estimates of Revenue and Expenditure, 2023)
3.2  The Changes
Baker (2022) describes organizational change as the process of shifting a company’s structure or other significant elements to improve operations and meet new challenges. Hence, the COVID-19 pandemic has compelled the Ministry of National Mobilization to drastically make changes to its operation.  
Further, Baker (2023) asserts “leadership is not something that takes a one-size-fits-all approach” so, the leaders of the Ministry were forced to embraced their transformational leadership approach, and demonstrate their skills by taking control of the situation, conveying a clear vision of the changes and become involved in the entire change process (Cherry 2023). Consequently, some of the changes implemented to the operations are as follows:
· Implementing new policies and procedures, including a cash-to-card payment system to disburse monthly public assistance allowances. This procedure was done mainly as a new safety measure to protect staff and clients, by reducing the risk of COVID-19 infection and transmission. Therefore, instead of paymasters physically going into communities to payout cash public assistance, the Ministry in collaboration with the Ministry of Finance and Bank of SVG implemented a system where beneficiaries can now access their monthly remittances from an ATM card. 
· Shifting some of its workers to a more remote working environment.
Specifically under the Social Protection Department the Ministry implemented the decentralizing of its staff by creating seven (7) out-district offices nationwide to handle public issues and provide various services. This was done to reduce the amount of persons physically visiting the main office to seek help and to alleviate the pressures associated with the vast amount of persons requesting help daily.  Additionally, because of the demographics (indigent, vulnerable and mostly aged) of the Ministry’s clientele, this measure was implemented to reduce their risk of exposure and contraction of COVID-19, and mitigate the burdens of their already compromised state. 

· Developing new programmes, and services to address the needs of the pandemic. The Ministry implemented various new programmes to address the needs of businesses and individuals affected by the pandemic. The Social Protection Department in collaboration with the Caribbean Development Bank (CDB) and the Ministry of Finance implemented a project to provide financial relief for indigent households who were directly impacted by COVID-19 (SVG Estimates of Revenue and Expenditure, 2023). Secondly, the Gender Department continues to monitor and assess social and gender impact of social investments to capture the needs required to effectively allocate resources for displaced and vulnerable families affected by Covid-19 pandemic. Additionally, Shiftlearning.com (2018) asserts “companies should use technology to encourage workers to work and train virtually”. Accordingly, the Gender Department continues it national awareness gender-based violence campaign through the use of new technologies. Video conferencing, information sharing via online and social media platforms are used to capture gender-based violence data, enhance services and reduce the number of physical contact with clients (SVG Estimates of Revenue and Expenditure, 2023).  At the Housing Department the Field Assessors were provided with Smartphones and tablet devices equipped with the KoBotoolbox app to use when conducting assessments to capture effective and timely data and improve reporting.
To analyze how the changes will affect various stakeholders specifically those associated with the Ministry’s biggest change project to date (i.e. the cash-to-card payment system), a Stakeholder PI Grid was used to categorize all stakeholders with increasing power and interest in the new system. Thamma reddi (2023) describes stakeholder analysis as the technique used to identify the key people who have to be won over. Thamma reddi (2023) explains who constitutes each category and why, furthermore each category under the new project is highlighted: 
· High power - High interest: these stakeholders are decision makers and have the biggest impact on the project’s success. Their expectations must be closely managed. Hence, for the new payment initiative the stakeholders in this category are; the clients (users of the card), external funding agency (CDB) and Ministry of Finance/local funding agency.
· High power - Low Interest: these stakeholders need to be kept in loop; they need to be kept satisfied because they yield power. These types of stakeholders should be dealt with cautiously as well since they may use their power in a not desired way in the project if they become unsatisfied. Therefore, for this Project, this group consists of – the Minister of National Mobilisation, Permanent Secretary and the Government since they are the overall executors and can pull the project if it’s not fulfilling its mandate. 
· Low power – High interest: these people need to be adequately informed, and communicate with to ensure that no major issues are arising. They can often be very helpful with the detail of your project. Thus, this group consists of – the office staff and the paymasters. These individuals directly interact with the clients and should have the requisite information to efficiently assist the clients and provide feedback.
· Low power - low interest: these people are to be monitored, but not bore with excessive communication. Under the stated project this group involves – the supplier, developer, trainer and tester. These persons are mainly from the Bank of SVG who is responsible for issuing workable ATM cards.
Figure 1 –An example of Stakeholder PI Grid at Ministry of National Mobilisation et al.
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4. RESISTANCE TO CHANGE
Indeed Editorial (2022) states “resistance to change is a reluctance to accept a new way of thinking, a new environment or new processes”. Further, resistance to change can appear different contingent on the measure of change and the environment.  Moss Canther (2012) offers ten factors that may influence resistance to change such as: loss of control, excess uncertainty, concerns about competence, among others. Indeed Editorial (2022) further reduces this into four categories: division, rejection, avoidance and false narratives. 
Markedly, one of the biggest challenges facing the Ministry of National Mobilization et al. is resistance to change. The major resistances the Ministry faced and continues to plague the change process are:
· Avoidance - According to Indeed Editorial (2022) some people might ignore new processes or circumstance, choosing instead to continue operating in a way they’re familiar with.  At the Ministry many staff members and clients are reluctant to change their ways of doing things. Hence, there is resistance to new safety measures or changes to the way that work is done. Most clients especially the elderly prefer to leave the process as is because it’s what they’re comfortable and familiar with. Also, clients are fearful that they are not capable and will not be able to use the ATM cards.

· Loss of Control – Moss Canther (2012) claims “change interferes with autonomy and can make people feel that they’ve lost control of their territory”. This statement has proven to be true as experienced by staff that are either misinformed and or given false information by clients.  Some clients feel that the Ministry is ‘spying’ on them by requesting certain information. Also, the clients feel that their personal rights are being infringed upon so they are inclined to give false information during interviews. This issue hampers the assessment process and complicates the way resources are to be effectively managed and distributed.
5. THE WAY FORWARD WITH CHANGE MANAGEMENT 
Coursera.org (2023) describes change management as any adjustments to company operations; it can be simple as employee promotions or major as a merger. Herrity (2022) states a change management models is used to help outline, describe and simplify the process of change with a business or organisation.  Further, Hicks (2022) offers some of the main change management models used by organizations: Lewin’s Change Management, The McKinsey 7-S, Kotter’s Change Management Theory and ADKAR Change Management. However, the use of the model will depends on the specific situation. And so, for the purpose of this case study, an analysis of Lewin and Kotter’s Models was done.
5.1 Analysis of Change Models

Change Management models are important and help organizations prepare for upcoming changes. Whether it’s a company-wide change or updating processes within your department, the right tools make planning for even the broadest of changes within an organization possible Lucidcart.com (2023)
Kurt Lewin’s 3-Step Model:
According to Hicks (2022) this model is named after its originator, and divides the change process into three (3) steps;
1. Unfreezing: this step involves creating a sense of dissatisfaction with the current situation and a desire for change

2. Changing: this step involves implementing the new changes.
3. Refreezing: this step involves stabilizing the new changes and ensuring that they are sustained.
John Kotter’s  8-Step Model
Herrity (2022) asserts this model developed by John Kotter focuses on employees experiencing organizational changes. The eight steps include:

1. Establishing a sense of urgency: This stage involves creating a sense of urgency for change.

2. Forming a guiding coalition: This stage involves creating a group of people who will lead the change effort.

3. Creating a vision: This stage involves creating a clear vision for the future.

4. Communicating the vision: This stage involves communicating the vision to the entire organization.

5. Empowering others to act on the vision: This stage involves giving people the authority to make changes.

6. Generating short-term wins: This stage involves creating short-term successes to build momentum for change.

7. Consolidating gains and producing more change: This stage involves building on the successes and making further changes.

8. Institutionalizing new approaches: This stage involves making the new changes a permanent part of the organization.
5.2 Application of the Model

Both theories share certain similarities and differences. Lewin's model is relatively simple and easy to understand, assesses and analyzes the organisation’s processes, and focuses on the human side of change. However, it can be seen as too simplistic for complex changes, and it does not provide much detail on how to implement the different stages of change. While, Kotter's model is more detailed and provides a more comprehensive roadmap for change, supports teamwork and manages resistance. However, it can be seen as too complex and time-consuming. 
Hicks (2022) states there’s not one change management methodology that’s best across the board,…….you can determine which one make sense for your business needs, or take elements from each and apply to your situation.  So based on the analysis above, at the Ministry of Mobilization it is possible to use Lewin’s model and incorporate the aspect of team coalition and managing resistance from Kotter. The following reasons justify this decision.
1. The required changes affect some departments within the ministry, so the change process requires a simple and easy plan of action.

2. Since the human side is heavily impacted, it is necessary to encourage those affected by the change to be involved and participate throughout the process. The coalition/team will develop and communicate a plan (brochure, presentations, etc) “on how to manage the change process” outlining steps that staff and clients will follow. Those affected will be guided, trained, and given the chance for feedback and discussions on problems with the change.

3. One of the major issue is resistance to change by both staff and clients, thus the coalition/team can communicate the problem (in private or during regular meetings) to find resolutions. The team will then develop a plan on how to effectively inform staff and clients. They will also analyze the available resources (create pamphlets/leaflets, schedules, etc) to ensure everyone is congruent.
6. EFFECTIVENESS OF THE CHANGES
Futcher (2020) states measuring change management performance means finding out whether the change management activities introduced showed positive results. The methods used to measure impact are usually a combination of quantitative and qualitative metrics. Each method offers a different perspective on the results. To date, the changes made by the Ministry of National Mobilisation have been effective in maintaining overall stability of operations. The Ministry has been able to provide essential services to the citizens of SVG, in a safe and secure manner. 
The following highlights the effectiveness of the changes made by the Ministry:
1. ATM card payment system improved safety and security.
The implementation of the ATM Cards has lessened the occurrences of robberies since no physical cash payments are involved and staff does not have to travel nationwide to conduct payments.  Additionally, less physical interactions reduce the risk of COVID-19 transmission.

2. Working remotely saves time, money and increase productivity.
Since the majority of work is done from the out-district offices, workers have more time to conduct additional home visits and in-depth assessments.  The average number of clients seen per day increased from 20 to over 100. Also, transportation cost is reduced and eases the financial burden of our budget.

3. Financial relief is provided to different sectors of citizens.

Under the CBD funded Covid-19 Relief Project 415 small business vendors, 210 persons with disabilities, 200 youths with interest in Agriculture and 500 indigent households received monetary assistance to help ease the challenges brought on or exacerbated by COVID-19 (SVG Estimates of Revenue and Expenditure, 2023).
Mindtools.com (2023) opines that force field analysis developed by Kurt Lewin, helps you to think about the pressures for and against a decision or a change. To further analyze the effectiveness of the changes at the Ministry a Lewin’s Force Field Analysis was done highlighting the change, drivers, and the restrainers to change. 
Figure 2 - Kurt Lewin’s Force filed analysis at the Ministry of National Mobilisation
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7. CONCLUSION 
The COVID-19 pandemic has changed the way the Ministry of National Mobilization operates and forced its managers to make radical changes. The Ministry has appreciated and implemented various changes specifically; implementing new policies and procedures, working remotely, and developing new programmes and services. These changes, although hindered by expressions of resistances have so far been effective in maintaining the overall stability of operation.  The future of COVID-19 pandemic is still uncertain. Therefore, it is possible that further changes will be needed in order to adapt to the new reality.

8. RECOMMENDATIONS
Based on the findings of this case study, the following recommendations are made:
1. Provide continuous effective communication with all stakeholders including staff and clients and explain the reasons for the changes and the benefits to be derived from same.

2. Build a change coalition/team to assist with spreading and championing the change.
3. Provide training and support to staff and clients - to adapt and appreciate the new way of doing things.

4. Be prepared to make further changes in the future, as the situation evolves. Conduct periodical monitoring and evaluation of the changes to determine effectiveness, challenges and find improved and sustainable solutions.
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