BMSP7004D - Assignment 2 – Change Initiative Plan

1.0 Introduction
Following on from assignment 1, this essay seeks to develop a change management plan for the sustainability of the National Insurance Services of St. Vincent and the Grenadines.   The Kotter model of change will be adapted to devise this change management plan. The elements will be stated in the Action plan.  Given the organisation’s mission and strategic focus of building a sustainable, agile, focused, efficacious, and rights-based (SAFER) NIS, it is imperative that efforts are made to enhance the financial sustainability of the Fund, to improve customer service and value optimization, human resource strengthening, and to bolster public confidence in the administration of the NIS. According to (Patterson et al., 2017), organisational change toward sustainability has become central in the literature and increasingly businesses are buying into that notion, and are adjusting their sustainability levers to ensure that they are not left behind. Critical to the concept of organisational change for sustainability is the role played by all stakeholders (internal and external). This is particularly important for the NIS, since benefits payments particularly pensions occupy pride of place for many Vincentians who view pensions as their major source of financial viability. To set the assignment in focus, it is important to define change management for sustainability.  Lozano (2012) explained the concept as the process by which organisations move from their current state of business to a state that is much more sustainability oriented. As was alluded to earlier, this thrust to future sustainability revolves to a large extent on the key actors or stakeholders (Denktas-sakar & Karatas-Cetin, 2012, Kotter, 2012). In the case of the NIS’, these stakeholders include contributors and beneficiaries, employees, the Board of management and the Government.  As important as stakeholders are, it is important to note that given their varying interests and goals, it can pose a problem for management (Wagner, 2016) who must strive to maintain a balanced perspective (Merck, 2011). Fortunately for the NIS, most stakeholders embrace change and can be perceived as proponents of sustainability (Liesnere & Baumgartner, 2019). The same authors, however, posited that other stakeholders may be classified as inhibitors or opponents. In the NIS’ Context, the inhibitors of the sustainability and change management thrust are the Opposition parliamentarians who are using the NIS as a source of political mileage. This is reactive change according to (Freeman, 1984) and as it currently stands, the NIS does not have much control over their actions. The rest of the essay will focus on the salient issues regarding the change management strategies and Action Plan as requested by the lecturer.

2.0. Proposed Change Management strategies and Action Plan 
Internal changes
This part of the assignment focuses on the financial sustainability pillar as this is the primary policy priority for the institution. The management is cognizant of the ongoing increase in the financial burden/stress of the Fund owing to a maturing Fund, generous design and relatively low contribution rate. Further, the management is aware that the Fund is unsustainable in the medium and long term at the current contribution rate and benefit provisions. Accordingly, the management's immediate internal change management strategy based on the model of managerial measurement and control postulated by Henriques & Richardson (2005) is to advocate for pension reform in the near term whilst optimizing resources to strengthen contribution collection, optimize investment returns within acceptable risk parameters, rationalize costs, and extend social security coverage to self-employed and informal sector workers. Student Tariq Hassoun’s submission (May 2023) on Kotter's 8-Step Change Model is instructive for the sustainability and change initiative for financial sustainability at the NIS. The situation as it stands involves creating a sense of urgency, building a coalition of supporters, developing a vision and strategy, communicating the change vision, empowering others to act on the vision, creating short-term wins, consolidating gains and producing more change, and anchoring new approaches in the organisation's culture. This model is particularly effective for complex changes requiring significant organisational culture and mindset shifts.

Another change management strategy will focus on investment efficiency. This relates to how productive the asset of social security is utilized in investment management.  One of the major strategies for this will be to strive to hold 95% of the Fund’s assets in investment. Accord to Osbourne (2022), this percentage of assets held in investment is typical to other regional social security organisations so this ratio is considered a good benchmark for achieving sustainability in the context of the National Insurance Services.  This will be further bolstered by the fortification of the investment management function to preserve capital and improve financing income through de-risking and diversification of the investment portfolio across issuers, economic sectors and geographic locations. Some of the other issues related to improving the investment management and sustainability will include, but not necessarily limited to making allowance for a partially funded defined benefit programme “Defined benefit plan is a plan that is designed to grant people participating in the plan a definite benefit at retirement. (Morris, 2011). He further explained that “It is called “defined” because the plan is defined by the administrator's prediction of the amount an employer must contribute to produce a specific benefit at normal retirement age, such as a monthly benefit of 20% of compensation upon reaching the specified retirement age. The plans themselves define the retirement available to a plan participant, usually in terms of participant's compensation or years of service with the employer, or both.”
 One of the advantages of a defined benefit plan is that it compels employers to make contributions to the plan. Under this benefit regime, employers are duty bound to contribute an amount that is sufficient to make payments for future retirement benefits, which have been guaranteed to participants under the plan. The contributions made to this plan are held in a common resource of assets out of which all benefits are disbursed.
A critical non-parametric reform measure is to bolster investment income through prudent management of the reserve fund. In this regard, the NIS will place laser focus on its investment governance and investment management in order to reduce the net long-term social security costs of the Fund, the net cost is measured by total expenses (benefits and administrative expenses) minus investment income.
From an investment governance standpoint, the NIS will revise its investment policy statement to better align its investment objectives, risk appetite and other investment parameters with its current and projected funding needs. In addition, the NIS will develop a strategic asset allocation plan that will consider its current and future funding needs and its historic performance of the investment portfolio. These policy actions are necessary because the NIS’ funding situation can further deteriorate if there is another pandemic similar to the COVID-19 of 2019 and if there are any natural disasters such as the volcanic eruption of 2021 that caused dramatic increases in benefit payouts and reduction in the contribution growth rate. Consequently, increasing the liquidity needs of the Fund as contribution income, investment income and a proportion of the reserves were required to finance the 2019 and 2021 recurrent expenditure. 

With the increasing funding pressures, the NIS will adopt a more defensive investment strategy around capital preservation (safety), income generation (yield) and cashflow matching in short and medium terms (liquidity). To this end, the investment actions and decisions will ensure that the core portfolio supplements the contribution income to cover the expenses within the short and medium terms. Also, the portfolio will be positioned to optimize returns within suitable risk limits and to minimize the asset/liability mismatch risks of the portfolio.

Advancement of the digital transformation programme and social media platform

 Another internal change management transformation strategy that will be employed to help with boosting sustainability is advancement of the digital transformation programme to ensure a robust system of social security delivery, cost optimisation and operational efficiency. The gloomy and uncertain macro-economic outlook, the rapid emergence of the digital economy, the consequential labor market primarily developments (composed of ‘gig workers’ and rise in informality), the demographic shifts towards population ageing, and the increasing public expectations present the NIS with many-sided challenges that must be addressed to ensure sustainability.  To this end, the need for a digital arm of the organization extending into the future social security operations has emerged as a necessity.  Organizational ambidexterity is no longer a fad; in reality, it is an immediate necessity for the institution's survival into the next decade and beyond.

The extant challenges are compounded by manual processes, with limited-service delivery channels leading to unsustainability in its current form.  Therefore, the NIS must implement a strategy is to build a sustainable social security system.  To further strengthen the financial sustainability of the NIS through excellence in administration, the institution must give pride of place to implementing a modern, adaptable information management system to improve its operations, enhance customer service, provide digital offerings, and enable cost efficiency by eliminating manual and duplicate processes, which still exist.  Obviously, the NIS must be proactive in this venture by developing a high-performing and supportive cadre of staff through investments in training programmes geared toward digital and data-driven processes, automation, and cloud administration. 
 
Clayton (2016) writing in the Harvard Business Review suggested that this is a good strategy since many of the employees are accustomed to use social media platforms such as Google Hangout at home so this can be easily integrated into the NIS’ existing systems. Of Course, the same source posited that transitions often require a corresponding change in employee behavior, whether it’s adopting a new set of values as part of a cultural evolution or working differently to support a new leader’s vision for the company. (Clayton ,2016). 

 Fellow student Joe Fernandes (May 2023) also supports the view that “it is important to have social media to support a sustainable change initiative, as social media tools can reduce the time an organisation needs to navigate change programs and conveys a better change experience from the employee’s perspective, which allows a foundation to be built for employees to be more continuously change cable in the future.”. Fernandes (2003) also indicated that “social media is an important addition to support a sustainable change initiative, because it can dramatically increase the acceptance of change and advance an organisation more predictably towards its business goals.”.

Empowering Human Resource 

In Kotter’s (2012) Change management strategy, he recommended empowering employees to act on any change initiative.  t This suggests giving them the needed resources and authority to support the change initiative.  The rationale for this is that empowered employees will accept ownership of the new direction. In keeping with this, the NIS will conduct training and give employees information and direction about the change, and allow them to provide feedback by designing a questionnaire structured for that expressed purpose.  By undertaking these initiatives, there is a high probability of successfully implementing the change towards increased sustainability.  Although the NIS has capabilities across leadership, risk management, investments, ICT and operations to efficaciously implement change, the NIS will continue to invest in the development of its human resources to ensure competencies are up to date and relevant to ensure that the change is sustained.

Administrative Resources

The NIS possesses the necessary administrative resources to carry out its social security functions. The NIS legislation provides workable framework around investments, contribution collections and other areas of operations. However, there are aspects of the legislation that requires updating to improve the functionary of the NIS to modernize practices. In this regard, the NIS will empower its legal department to undertake a comprehensive legislative review to ensure that all outdated aspects of the legislation are reviewed to keep current with the proposed changes. 

Governance Resources (Corporate Governance)

Any effort for sustained change, must of necessity consider change in its governance. One of the top academic journals on organisational governance suggested that “governance includes the modes of allocating decisions, control and rewarding rights within and between economic organisations.” (Kluwer Academic Publishers, 2001), Careful analysis of this statement suggests that governance is a multi-pronged process that shapes the manner in which information is gathered and distributed, the way decisions are made and harnessed, and the way that resources shared. Any system, therefore, that aims for proper governance systems must ensure that there is synergy between these three pillars to prevent randomness.

As fiduciaries of the NIS, then the institution must ensure that its governance structure is congruent with its core purpose as it seeks to prioritize its efforts towards bolstering corporate governance in the administration and operations of the social security trust fund. To this end, transparency, openness, sound risk management, and accountability should be the guiding principles of its day-to-day actions.

As an initial step, the organisation engaged the Social Insurance Administrative Diagnostic (eSIAD) team (collaboration of the World Bank and International Social Security Association) to independently assess its administration, operation, and delivery systems with a focus on governance, infrastructure and business processes. The eSIAD is rooted in the framework of the ISSA Guidelines on social security administration. The ISSA guidelines provide standards, based on best practice, against which a social security agency can measure quality of its governance and delivery systems and processes. The assessment is done using a eSAID systemic tool that focuses on governance, infrastructure and business processes.

The significant findings of the assessment revealed the following:

The NIS has developed strong internal governance structures and processes, mainly modelled on the ISSA guidelines, and that in most aspects these meet or exceed the eSIAD management principles and the ISSA guidelines. The NIS has a tripartite board structure, which is augmented by committees of the Board, namely, Human Resources, Investment, Risk, Audit, Procurement and ICT Governance.

The NIS has a robust strategic planning process that includes a risk management strategy that cascades to all administrative and operational units. The NIS’ risk management structure involves the Board, Risk Committee, Risk Department, Enterprise Risk Management policy, Risk Appetite Statement and a comprehensive risk register. The “three-line” risk management system promotes efficacy and places managers of business units at the forefront of the risk management process.

The NIS’ corporate management is sound. It has an appropriate suite of formal corporate management policies. This corporate management framework underpins the transparency and accountability in the NIS’ operations.

The report also cited areas for improvements. For instance, the Board and management was advised to develop a formal policy on “whistle blowing” as an additional mechanism for transparency in NIS’ management of the Fund. Additionally, NIS was advised to give more life to its strategic objective of improving customers’ experience. 

The findings and recommendations of the eSIAD report are already input variables of the 2023-2025 strategic plan. 

 Additionally, the NIS has a robust governance framework with well-documented policies to provide sound oversight of its tactical plan. The National Insurance Board along with the Board’s committees are suitably qualified and experienced to provide leadership and strategic guidance to Management in the course of operationalizing the plan towards strengthening the financial viability and sustainability of the organisation. 

Strategic Linkages and Partnerships 

Doppelt (2003) postulated that sustainability demands new types of governance including the need to create strategic alliances among an organisation’s various internal and external sources of power to help in influencing the direction of the organisation.  Given due attention to this new paradigm, the NIS has positioned itself to benefit from the opportunities for institutional strengthening through strategic partnerships with regional and international organizations. In this regard, the NIS has bolstered its relationships with key regional and strategic partners including:

· Eastern Caribbean Central Bank (ECCB)- The NIS participated and contributed to all meetings of the heads of the Eastern Caribbean Social Security Systems in the review period. The meetings were coordinated by the Governor of the ECCB and were centered around socio-economic developments in the region and social security priorities, plans, practices and programmes across the Eastern Caribbean Currency Union space to strengthen the regional social security safety nets. 

· World Bank Group- The NIS joined the Reserve Advisory and Management Programme in 2023 to strengthen its investment management frameworks and capabilities, to access high-quality and efficient training, advisory, and asset management services and to access a network for practitioners and a forum to discuss new developments. To date, the NIS benefited from attending tailored workshop, training, and webinars on areas relating to governance and organizational structure, funding policy, investment policy, strategic asset allocation and risk management and performance.

· International Labour Organization (ILO)- In November,2022, the NIS joined the Global Partnership for Universal Social Protection to achieve the Sustainable Development Goals (USP 2030) and attended its 2nd Membership Assembly. Additionally, the NIS participated in other ILO training, discussions and symposia around thematic issues including From Recovery-Resilience-Decent work for a resilient Caribbean, Protecting workers from shocks and International Public Sector Accounting Standards in the context of social security programs.

· International Social Security Organization (ISSA)- The NIS achieved a significant milestone in March 2022 on the occasion of the launching of ISSA focal Point for the English-speaking Caribbean countries. The momentous event in the Caribbean was highlighted in the ISSA 2021/22 Annual Review.  An excerpt of the ISSA interview with Mr. Stewart Haynes, Director of the NIS in St. Vincent in relation to strengthening social protection is highlighted thus: “strengthening social security will empower societies to deal with future crises and the challenges posed by demographic change, the evolving world of work, migration, environmental challenges and the existential threat of climate change”. “In the context of SVG, the Government and the NIS have made progress in strengthening social protection coverage, but there is room for improvements. The NIS has considered a series of parametric reform measures to strengthen the financial sustainability of the social protection system. However, the unprecedented and unknown socio-economic challenges brought about by COVID-19 propelled the delay in implementing these critical reform measures. Through the advice of the External Actuary, the NIS would implement this tool kit shortly to ensure all working Vincentians and their dependents are well protected against both systemic shocks and ordinary life cycle risks. “(Haynes, 2022).


3.0. External Changes (improve customer service and value optimization, and to bolster public confidence in the administration of the NIS

Customer service excellence is not only a strategic priority for the NIS, but it is also one of the corner stones of its ethos. The NIS’ vision (meeting customer needs), Mission (people-centeredness) and Value system (empathy, respect) envelop customer centricity. 

Given this thrust and the awareness that customer service is crucial to sustainability, the NIS solicited the views of its customers on its products and services through its annual customer service survey. Our customers’ feedback was humbling and encouraging. The customers rated the institution at an 85% satisfaction level, which is similar to what obtained in previous years. The institution reflected on its ratings and renewed its commitment to strive for better performance in the future.

In addition, the NIS promoted its client first perspective by its initiatives around sustained customer engagement, recognizing staff who demonstrate exceptional customer service, providing support to team members that fell below its service excellence standard, holding staff accountable to quality customer service delivery, conducting reinforcement sessions on customer service and championing customers’ perspective in the reengineering of its business processes.


Notwithstanding the NIS’ ambitions towards customer service excellence, there are still noticeable gaps in the institution’s customer service delivery. For instance, the institution did not meet some internal benchmarks for delivery of some of its core services.  Steps will be taken to improve on this, by among other things, organising targeted training in the areas of greatest need on a phased basis.

Additionally, the NIS would compile the public’s ideas, opinions, and thoughts to complement the reform package to be submitted to the Government for consideration.

The Board and Management of the NIS has already commenced the social dialogue on NIS and pension reform. To this end, the NIS consulted Government and heads of trade unions and associations, employer groups including Chamber of the Industry of Commerce, employee groups including Public Service Union, SVG Nurses Association, and SVG Teachers’ Union. Additionally, the NIS hosted radio and television interviews to inform stakeholders on NIS and pension reform. The feedback from the consulted groups was very encouraging. The NIS plans to intensify its social dialogue on NIS and pension reform in the coming months. This is salient for effective customer service and customer value optimization (CVO).

According to Maza (2023), Customer Value Optimization (CVO) is the framework in which companies focus on raising the value of their customers to grow their businesses. The objective of the framework is to create superior customer value and increase the return on investments for marketing activities.  Given the situation at the NIS where the organisation is considering extending coverage to workers in the informal sector including the self-employed, it is imperative for CVO to hold a strategic place to encourage them to join and to keep them throughout their life span.  Maza (2023) also postulated that customer value optimization is a strategic approach that focuses on maximizing the long-term value of each customer by optimizing their experiences, engagement, and overall lifetime profitability. Every effort will be made to implement diverse strategies to encourage retention and loyalty, which the institution believes will ultimately contribute to business growth and financial sustainability.

4.0. Conclusion
	
Management of the NIS would be flexible to efficaciously address the emerging risks and challenges, whilst being hyper focused on strengthening financial sustainability, providing customer service excellence, and building public confidence.

The road ahead is volatile, uncertain, complex, and ambiguous. However, Management has the vision, understanding, clarity and agility to thrive in the administration of sustainable social security services. Every effort will be made to improve the internal and external environments as discussed throughout the paper.
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Appendix 1 The Action Plan

The action plan is developed on the core business outcomes of strengthened financial sustainability, enhanced customer satisfaction and improved public confidence. The plan addresses four important questions relating to the fiscal period 2023:

1. Business focus areas-What areas would the NIS be focusing on improving?
1. Initiatives and Activities-How will this be achieved?
1. Business Units- Who will be responsible?
1. Key Performance Indicators-How will the institution measure success?

The initiatives included in this plan are non-negotiable or ruthless priorities for the realization of the business outcomes.

	Strengthening Financial Sustainability

	Business Focus Areas
	Initiatives
	Responsible Business Unit(s)
	Key Performance Results

	Parametric Reform
	Lead and participate in social dialogue with stakeholders including employee groups, employer groups, Government, Opposition and Civil society
	Administration
	No. of consultations held with various stakeholders.

Feedback from stakeholders’ groups

	
	Liaise with Minister and Cabinet to facilitate parametric reform of the NIF
	Administration and Board
	Proposed legislation submitted to Parliament for parametric reform of the NIF

	
	Access external assistance from Actuaries, ISSA, ILO, regional social security organizations and RAMP to promote reform of the NIF
	Administration
	Participation rate of external partners on promoting pension reform in SVG.

	Contribution Collection and Compliance- To collect $78M in contributions
	Develop a structured arrangement to work with Government Agencies to ensure full coverage of all large capital projects
	Compliance and Legal
	Compliance rate of employers contracted for the capital projects.

Level of monetary contributions from Capital projects

	
	Extend remote operations to Canouan
	Administration and Compliance
	Compliance rate of employers in Canouan

Coverage rate of employers in Canouan


	
	Embark on targeted quarterly environmental scanning across SVG including joint audits with Legal Department
	Compliance and Legal
	Monetary compliance rate among employers

Data compliance rate



	
	Implement timely legal remedies including demand notices, debt proposal, garnishes, liens and filing magistrate and high court claims against delinquent employers

	Legal
	Proportion of delinquent employers with legal interventions.

Value of contribution arrears collected.

	Investment Management- To generate income return of 4% and total return of 5%
	Participate in income-generating, safe and liquid investment assets and ensuring adequate liquidity to meet obligations when fall due. 
	Investment

	Proportion of income-generating assets in the investment portfolio.

The rate of return on investment.


	
	Execute strategies to convert non-income generating assets to generating assets
	Administration, Investment and Maintenance
	The portion of non-income generating assets in the investment portfolio.

No. of real estate investments that were converted to income generating

	
	Improve investment framework around risk management and monitoring of external parties.
	Investment
	Portfolio duration
Credit quality of the portfolio
Performance of external asset managers

	Coverage
	Engage in targeted marketing campaigns to self-employed persons, informal sector workers and voluntary contributors. Also, registration drive among the targeted group
	Customer Service and Communications
	No. of new self-employed and voluntary contributors.

Coverage rate of the informal sector.

No. of marketing initiatives executed to the target group.

	
	Forge strategic linkages with key stakeholders’ groups for self-employed persons, informal workers and voluntary contributors.
	Customer Service and Communication
	No. of strategic partnerships forged.

No. of joint sessions with partners.

Coverage rates among the target groups.

	Cost Containment
	Promote a cost conscious culture within the organization.
	All Business Units
	Administrative Efficiency ratio



	
	Adhere to the procurement policy and adopt cost rationalization strategies
	All Business Units
	Administrative Efficiency ratio

	Enhancing Customer Satisfaction

	Digital Transformation
	Implement the new management system within revised timeline and budget.
	Project Unit
	No. of NIS’ services offered online via new management system

	Process Enhancement
	Streamline, digitize, and/or review processes for registration, Data Processing, Benefits and Accounts
	Benefits, Customer Service and Communications, Accounts and Data Processing 
	Turnaround time for registration, wage records, benefit claims and benefit payments.

	
	Develop a structured system to log,store, resolve and monitor customers’ feedback
	Customer Service Unit and IT Department
	Implementation of system.

Resolution rate of customers’ queries.

Customers’ satisfaction score

	
	Establish a Communication Plan
	Customer Service and Communication Unit
	Completion Status of the communication plan.
Customers’ satisfaction score

	Human Resource Strengthening
	Improve people management through employee engagement, improve communication, building trust, being more empathetic and focusing on mentorship
	Human Resource Department
	Customers’ satisfaction score

Employees’ satisfaction score

	
	Enhance talent management through capacity building, coaching succession planning, and job shadowing
	Human Resource
	No. of critical posts with successors

Productivity level

Performance appraisal score

	
	Align the NIS’ performance management system with the NIS’ strategic and operating objectives through training, review of performance appraisal instrument and building accountabilities

	Human Resource
	Performance appraisal scores

The degree of congruence between performance appraisal scores and achievement of business objectives.

	Building Public Confidence


	Corporate Governance- Transparency and Accountability
	Conduct and complete the audited financial statements of the NIS within statutory timeline
	Accounts and Administration
	Dissemination of the completed audited statement to Minister of Finance

	
	Conduct and complete the actuarial valuations within statutory timelines
	Accounts and Administration
	Dissemination of completed Actuarial Report to Minister of Finance

	
	Sustain engagement of the Public around the business of the NIS
	Administration and Communication and Customer service
	No. of public consultation held with public.

	
	Provide information to the public on a timely basis via different mediums
	Administration
	Accessibility of timely and relevant information on the NIS

	
	Mitigate risks associated with perceived political interference
	Administration
	Level of Public Confidence

	
	Build sound risk management frameworks including risk registers, risk policy and business continuity plans
	Administration, Risk and IT
	No. of business disruptions in fiscal period.

No. of material risk events in the period

	
	Develop strong internal controls to mitigate external and internal frauds
	Internal Audit
	No. of internal fraud cases.

No. of external fraud cases.






