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[bookmark: _Toc139734134]Executive Summary
Change is the only consistency we humans know; we are assured that tomorrow will be different from today. Despite this knowledge, we are resistant to change. One of the greatest changes in our modern world is the move towards corporate governance and policies play an indispensable part in this. General Employees Co-operative Credit Union “GECCU” is an indigenous financial institution located in St. Vincent and the Grenadines and will be the case study organization for our change scenario of the creation and implementation of policies as present GECCU has not implemented new policies for the past 4 years between the years of 2019 -2022 notwithstanding the Board of Directors including in the strategic plan of 2021- 2025 the improving Corporate Governance. 
Therefore, a change in the status quo is needed to ensure the creation and implementation of policies going forward. To obtain this level of change a change management theory approach must be executed given the typology of the change, the model selected was Kotter’s change management theory model which outlines 8 steps of change, also Mendelow’s Shareholder’s PI Grid and Lewin’s force field analysis where also applied to the change scenario. Followed by a conclusion and recommendations. Consequently, to have the change scenario become a reality the following recommendation should be adopted: the hiring of a consultant, the creation of a steering committee and the installation of a change leader to drive the change internally. 
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[bookmark: _Toc139734136]Introduction
General Employees Corporative Credit Union fondly referred to as “GECCU” is an indigenous financial institution known as a credit union, established in 1964 its approximately 59 years ago. As of 2022 (GECCU, 2022)  the credit union’s asset base stood at 384.2  Million with a  membership base of 51,137 making GECCU membership approximately 49% of the population of 104,332 as of 2021 according to (The World Bank- United Nations Population Division, 2021).  Despite its large membership and asset base GECCU has failed to put in place the necessary policies. At present the board of directors has yet to approve critical policies such as cyber security, and IT policies.  
[bookmark: _Hlk138074523]Policies are imperative, they ensure that there are sufficient guidelines to control and direct the operation of the company. Therefore, the creation and the implementation of policies was selected as the statement of change scenario as this is the change that GECCU needs to continue to function effectively in the future. Policies are critical to the effective operations of any institution according to (Rethore, 2021) policies increase compliance, improve internal processes, let employees know where they can turn for help, encourages consistency and structure, help navigate incidents and crises. However, attention must be given to how policies are created and implemented according to (Independent Commission Against Corruption "ICAC", 2022) when policies are communicated employees are more likely to follow them. Given the importance of policies to institutional development an assessment of the local financial sector was undertaken comparing GECCU’s policy development to its sister credit union Teachers’ Cooperative Credit Union TCCU who has a membership base of 12,429 and an asset base of 157,045,60 and that of the indigenous bank “Bank of St. Vincent and the Grenadines” BOSVG with as asset base of 1.3 billion. We will explore how to implement this change scenario with the use of Kotter’s change management theory, who are our supporters with the Shareholders P.I Grid and if the change is even possible with the force field analysis below.  From this we will draw a conclusion and present sound recommendations. 



[bookmark: _Toc139734137]Findings Discussions & Analysis:
[bookmark: _Toc139734462]Figure 1 Policy Development Structure:
	GECCU 
	TCCU 
	BOSVG 

	Bottom-up approach (committee then approved by Board of Directors)
	Bottom-up approach (committee then approved by Board of Directors)
	Bottom-up approach (created by staff and committee then approved by Board of Directors) 

	Policies development is generally determined by the Board of Directors and recommendations form committees and strategic staff
	Policies development is generally determined by the regulator the Financial Services Authority “FSA” recommendations 
	Policies development is generally determined by the regulations (section 102 of the St. Vincent and the Grenadines Banking Act No. 4 of 2015) Board of Director (strategic plan 2018-2020), and strategic staff members


 
A comparison in the number and type of policies approved by the Board of Directors of GECCU, TCCU and BOSVG: 
[bookmark: _Toc139734138]Policy Comparison
TCCU has also made strides to strengthen its own framework of policies with the implementation of 14 new policies within five years with about a quarter focused on IT. While this is low compared to the BOSVG 47 it shows an appreciation of the importance of policies to the development of the institution.  As it relates to GECCU only 2 were implemented in 5 years, it was only after the crisis of the COVID-19 pandemic that plans were put in place to develop policies at GECCU “during 2021, as part of the comprehensive strategic plan for (2021-2025)” (GECCU , 2021).  While the Audit department in 2021 conducted a comprehensive review and submitted policies, the Board stated that they were unable to review and approve them. This shows a gap in expertise and no sense of urgency, with critical policies being delayed such as:  Credit Card policy, Procurement policy, Loans policy, Fixed Assets policy, IT Security policy; and Disaster Recovery and Business Continuity (see figure 4 in appendix). 

[bookmark: _Toc139734139]Kotter’s change management theory
Was assessed as the most effective of the change model theories given the type of change needed for creating and implementing policies. The assessment was done through the lens of  Hodges & Grills Typology of change according to (Gill, 2014) change can be classified based on how it happened, the magnitude of, focus and level of change, GECCU’s change is planned, incremental, strategic and at the organizational level ( see Figure 5 in appendix) . Therefore, the change management theory must also follow this pattern, hence the selection of Kotter’s change management theory that focuses on achieving change gradually, strategically, at an organizational level and ultimately anchoring the change.  The theory was developed by Harvard Professor John Kotter in his 1996 book “leading change” (Aktas, 2023).  In his theory he outlines an 8- step process for organizational change starting with
[bookmark: _Toc139734140]Create a sense of urgency: At present there is no sense of urgency among the board of directors with no policies approved in the last 4 years. This lack of urgency could have developed due to the following: the ages of the directors, most directors are part of the pre-compliance era and consequently do not see the need for policies. Secondly, the qualifications of the board of directors, upon review (see figure 6 in appendix) (GECCU, 2022)none had formal academic training in compliance or a related field. Therefore, to affect a sense of urgency to the board of directors, the gaps in policy must be highlighted and the negative implications conveyed if action is not taken. As (Nyhuis, 2022)notes that policies provide the framework all businesses need to build structured governance.
[bookmark: _Toc139734141]Build a guiding coalition: change cannot be effective without people pushing for it. While management may see the need for policies, they do not have the authority to approve them. Therefore, a change leader should be identified such as the compliance or operations personnel who are aware of the consequences of lack of policies. This individual will act as a leasion between GECCU’s staff and board of directors.  Support should be given to the change leader through the provision of a team or committee that is influential and cross functional able to understand the different levels of operation within the company. The Audit department is a good place to find individuals for this team, according to (Marquette University risk Unit, n.d.) these individuals must conduct appraisals and examine activities as well as aid in governance according to (Ida Kristensen, 2021).
[bookmark: _Toc139734142]Create a strategic vision: At present GECCU has a Strategic Plan 2021-2025 as part of that plan improving Corporate Governance was number 1 (GECCU , 2021), however no policies have been approved (GECCU, 2022) this show that while there is vision action is needed. Therefore, GECCU needs to break down its strategic plan into targeted projects focused on different operational areas and have the relevant policy prepared for each.
[bookmark: _Toc139734143]Communicate the vision: At present GECCU has only communicated the overarching vision of strengthening governance  (GECCU , 2021). However internal communication is key to having change enacted. Hence lines of communication need to be opened, according (Rowland, 2023) effective communication will be a critical element in any successful change management, clear and consistent communication with employees can help reduce resistance and rally real long-lasting change. GECCU’s change leader needs to communicate how strengthening governance through the creation and implementation of policies will impact the staff’s daily operations in a beneficial manner.
[bookmark: _Toc139734144]Enable action by removing barriers:  As policies and procedures were not part of GECCU’s status quo effects to create polices will encounter obstacles. According to (Malik, 2021) one of the greatest will be people, to counter this (Saleh, 2022) states employees  need to feel they have an input in the change decision making process. Therefore, the change leader must effectively communicate the change, why it is needed and how it will impact each employee. 

[bookmark: _Toc139734145]Generate short-term wins: An entire overhaul of the organization’s policies may not be possible at present given the Board of Directors shifting priorities(GECCU, 2022). According to (Katie Carpen PhD , 2022) generating short-term wins is essential to keeping change initiatives on track, therefore, to keep the change scenario alive, the Board of Directs should at least approve a handful of policies annually giving the stakeholders a sense of victory.  
[bookmark: _Toc139734146]Sustain acceleration: The change leader must ensure the changes are not just on paper but used as guidelines for the business’s daily operations. This can be done by rewarding staff that follow the new policies and punishing those that do not. 
[bookmark: _Toc139734147]Anchor changes in corporate culture: The creation and implementation of policies must become part of the fabric of the organization, it must be an integral part of the culture and is visible in all aspects of the credit union’s operations going forward. To ensure this the support of all stakeholders is necessary this support will ensure no matter who is the leader or president of the board the changes created will endure. 
We will now turn our attention to the supporting theories:  
[bookmark: _Toc139734148]The Shareholder P.I Grid
The Shareholder P.I Grid was developed by Mendelow in 1991 (Oxford College , 2020) under the name Mendelow’s Matrix which analyzed stakeholder groups based on power (they ability to influence the organization) and Interest (how invested are they in the project succeeding) ( see figure 7 in appendix) 
Now that we know each stakeholder’s level of interest and the power, they hold we can now develop an action plan to get the change implemented (creation and implementation of policies). 
The Staff (loans, audit and compliance departments) & Management ( senior executives) are those with high power and highly interested( manage closely), the aim with this groups is to engage them in the process, form committees that they are a part of, communicate clearly and frequently with them about the policies being reviewed, have them be change leaders within the credit union as their power and interest will help to persuade those that may be resistant to the change effect. 
Next are those with high power but not as much interest (keep satisfied) the Board of Directors, general staff, and Committee members while these individuals want the creation and implementation of policies they are not as proactive, therefore as part of the action plan training sessions must be held to help these individuals understand the importance of policies within GECCU. Low power, highly interest people (keep informed) are the regulators, consultants, customers, and the wider society as part of the action plan these individuals must be adequately informed by the way of announcement through social media, personal emails and informative leaflets and meetings. The government has the lowest power and least interest (monitor), only interested in the financial services sector as a whole and are not devoted to GECCU’s individual development. 
[bookmark: _Toc139734149]Force field analysis: 
Was introduced by Kurt Lewin in the 1940s as a framework for studying the forces that influence change in the workplace. The field in this theory represents the individual mental construct of their perceived values, needs, ideals and motives (Walker, 2023). While force is the element of change be it the driving or restraining forces of change (Rakhin V , 2022).  We will now examine the driving and restraining forces for change “the creation and implementation of policies.”  (See figure 8 in appendix) The forces for change outweighed the forces of resistance with drivers totaling 13 and resistance elements totaling 11, meaning that the change can be achieved as there are more factors or elements in support of the change than against.
[bookmark: _Toc139734150]Drivers of Change:  
[bookmark: _Toc139734151]Competitors & Society 
The greatest force for change is competition and society, in the policy comparison table GECCU’s competitors out paced them and therefore competition is the greatest driver as the credit union does not want to be left behind. As it relates to society due to the rapid pace of development globally there is an expectation by society for regulations to be in place to protect their interest.  
[bookmark: _Toc139734152]Regulations
The Third highest score was that of regulations at 3, locally the Financial Services Authority “FSA” is the governing body for all credit unions, as recent as March 2021 FSA amended the Co-operative Societies Act (GECCU , 2021),the amendments were sent to the credit union sector explaining the changes and how to take action. Thus, requiring the creation and implementation of policies. 
[bookmark: _Toc139734153]Staff
The support of staff is critical to the success of the creation and implementation of policies as they are the ones that will execute these policies. The change leaders must also come from staff as this person must have influence among them. The Audit and Compliance departments/ committee were noted as part of the team leading policy review, recommendation, and adherence, they will ensure that GECCU’s operations were consistent with local legislation and best practices as part of their responsibilities and duties (GECCU, 2020).
[bookmark: _Toc139734154]Board of Directors: 
As seen above the BOD is the lowest driver, while they have included building a strong culture of governance as part of their strategic plan for 2021-2025 the “Strengthen Policy Architecture” project the board has yet to approve the new or amended policies and have deferred them. This shows that the BOD understands there is a need for policies but does not feel a sense of urgency therefore they deprioritize the approval of the policies submitted by management. This was highlighted in its (GECCU, 2022) report where the BOD stated that “Unfortunately, due to other competing priorities the Board was not able to review and approve the policies as planned.”  While there will always be competing issues, they still need to approve policies to ensure the efficient operations of the credit union. 




[bookmark: _Toc139734155]Drivers of Resistance: 
[bookmark: _Toc139734156]Culture
[bookmark: _Toc139734463]The Status Quo or Culture is the greatest driver of resistance, as some members of management, staff, customers, committee members and even some on the Board of Directors are comfortable with GECCU’s current operations, with many of individuals serving as committee and board members for over 10 years and some staff for over 20 they are entranced in the old culture.  Culture is like an iceberg that is found in polar seas, like an invisible mass holding everything together strongly to help management understand culture in 1976 Edward T Hall developed “the company culture iceberg” (Singanmalli, 2022). Therefore, if the culture within the organization is against change one must first change the culture. With this in mind culture is the greatest resistance to the change needed.  








Figure 2 Culture Iceberg 
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[bookmark: _Toc139734157]Cost:
Creation of policies takes not just time but money espicailly in the event new staff have to be hired if the current personnel don’t have the required skills sets, a consultant has to be hired. GECCU has hired individuals in the internal audit department causing staff costs to rise in relation to wages as seen in the table below an increase of 8% was noted over 2021. 
[bookmark: _Toc139734464]
Figure 3 Staff Cost
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[bookmark: _Toc139734158]Uncertainty:
 When change is proposed the individual going through the stages of change which are very similar to the stages of Grief according to Kubler-Ross (Psycom, 2022); Denial, Anger, Bargaining, Depression and Acceptance. Staff will first deny change and not cooperate due to the uncertainty of what the change will meet for their authority, employment, and influence. 

[bookmark: _Toc139734159]Poor Communication:  
One of the resistances to change is poor understanding of the change to be implemented, if the staff, committees, and the Board of Directors don’t understand why they need the change then they will resist it. (Khan, 2021) highlights the following as the effects of poor communication within the organization, limited feedback this means that policies can be flawed at the ground level but change leaders would not know it. (Khan, 2021) notes that top performing companies utilize feedback consistently to make themselves better. Poor communication can demoralize employees, if the staff does not feel apart of the process, they can feel dejected, thus becoming unproductive, irritable, and disregarding all the new policies. 















[bookmark: _Toc139734160]Conclusion:
 In conclusion the change scenario of the creation and implementation of policies is vital to the continuity of the institution as policies increase compliance, improve internal processes, let employees know where they can turn for help, encourages consistency and structure, help navigate incidents and crises. In reviewing the finding the change was identified to be strategic/ planned through the typology of change theory the Kotter Change Management Theory was assessed as the best theory to ensure this change sticks and does not fail with the use of its 8 steps. We also assessed the change using the Shareholder P.I Grid allowing one to identify who has the most influence or power as well as who has the most interest in the change proposed for the credit union. Allowing the change leaders to know whom to foster communication lines with. using Lewin’s Force Field analysis which we found to support the change scenario with there being more drivers of change than resistant forces. 



[bookmark: _Toc139734161]Recommendations:
· Hire a consult to work along with the audit department to create and implement policies that are relevant to the operations now and the vision the board of directors have for the future. 
· Creation of a steering committee consisting of the Board of directors, Committees and Staff. 
· Installation of a charge leader to driver the change for the creation and implementation of policies. 







[bookmark: _Toc139734162]Appendices: 
Figure 4 policy Comparison report 
Below shows the implementation of policies in the last 5 years compared to its competitors. 
	Years
	GECCU
	TCCU
	BOSVG 

	2018
	Retirement and a voluntary policy for employees, establishment, and operationalization of ethics policy 
	Asset Liability
Management (ALM) policy

Liquidity Management Policy, Internal Control Policies and procedures, Information Technology Policy, Occupational Health and Safety policy, Petty cash policy, Signature policy, and Teller policy (Loan policy and Procedural manual were revised)
	Corporate governance policy & Fit & Proper Policy

	2019
	None
	AML/CFT Policy,
The Asset and Liability Management Policy, 
Fraud Policy, 
Disaster Response Management Plan, 
IT Security, 
Loan Policy, and 
Employment Regulations
	18 new IT and risk related policies were approved ranging from IT security policy framework, Fraud Management policy, AML.CFT Policy, Business continuity plan, asset, and liability policy to compliance risk policy. 

	2020
	None 
	Code of Conduct and Ethics, 
- AML/CFT Policy, 
And Signature Policy
	11 new policies were approved and 15 were reviewed ranging from Market risk to cyber security policy   

	2021
	None 
	None 
	16 new policies were approved and 22 revisions the new policies range from Enterprise risk assessment policy framework, Job evaluation, Recruitment, Employee Discipline & Grievance to Reward and Recognition 

	2022
	None
	Unavailable 
	None

	5 years 
	2
	14
	47



Figure 5 Typology of Change 
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[bookmark: _Toc139734465]Figure 6 Qualifications of the BOD 
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[bookmark: _Toc139734466]Figure 7 GECCU's Shareholder's P.I Grid
	Keep Satisfied 

Board of Directors, general staff, and Committee members 
	Manage Closely 
Staff (loans, audit, and compliance departments) & Management (senior executives) 

	Monitor (Minimum Effort) 
Government 
	Keep Informed 
Regulators, consultant, customers, and the wider society 


Low 				                  Level of Interest	 				High Low
Power or Influence
High









[bookmark: _Toc139734467]Figure 8 GECCU's Force Field Analysis
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