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Executive Summary
This paper highlights the change process which occurred at the Intermediate High School (IHS) as engendered by the COVID-19 pandemic.  Utilizing primary and secondary research methods and sources, the paper details the activities undertaken by management in the interest of all stakeholders of the institution.  The extent of the realized change was influenced by the severity of the pandemic and the commensurate government directives and mandates.
The change analysis incorporated the examination of the use of several models namely: Lewin’s Force Field; Lewin’s Change Management Model; Stakeholder Power Interest Grid; and the ADKAR Change Management Model.  
Lewin’s force field analysis was used to highlight the motivating and limiting factors at play in the situation where a change was needed from the traditional classroom setting to the virtual classroom due to the novel corona virus and its deadly effects on the society.  The driving forces ultimately are the ones which encourage the change whereas the restraining forces lend themselves to a return to the norm.
Lewin’s change management model which uses three phases, namely; unfreezing, changing and refreezing was used to adequately show just how people respond to change processes.
The stakeholder power interest grid was used to place stakeholders into categories.  Specifically, they were plotted on the grid to assess their level of power and interest to allow for ease of management during the desired change venture.  
Finally the ADKAR (Awareness, Desire, Knowledge, Ability and Reinforcement) change management model which provides a structure which can be used within an organization to manage the change process was used to show the readiness of persons to adapt to the change process proposed to them.
Findings were adequately illustrated using tables and graphs for ease of understanding and discussions followed to provide explanations on all models used.  The conclusion highlighted the importance of having a vision, setting goals and communicating these to all stakeholders and recommendations were provided to show the need to keep online platforms active and to build on the existence of the virtual classroom via the continuation of training exercises so as to be better equipped should similar needs arise in the future.
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Introduction 

Organizations must embrace change or face the reality of not surviving.  (Edmondson, 2018) Points out that since it is commonly acknowledged that establishments must adapt in order to thrive in a realm marked by technical and scientific advancement, speedy transfer of information, and fierce rivalry, structural change is an essential idea in stability management.  Additionally, (Hubbart, 2023) states that initiatives for organizational transformation are frequently done to modernize important corporate structural elements or processes to suit the changing demands of an industry.  
Through primary research namely interviews and secondary research in the form of books, journals and statistics to name a few, this report seeks to provide review and analysis of the radical change which occurred at the Intermediate High School (IHS) as a result of the Covid-19 global pandemic.  The Intermediate High School is currently one of twenty-seven secondary schools on the multi-island state of St. Vincent and the Grenadines; it is government-owned and provides education to males and females, the population is currently three hundred and sixty eight catering to students from grade 7 – 11 (King, 2023).  The institution was established by Mr. John P. Eustace in April 1926 and was the third of its kind to be opened on the island (Hypolite, 2023).  Although the school has a fairly modern compound, there is limited classroom space and access to technology which often hampers the need for creativity during the delivery of lessons and this is unfortunate since the students’ are at the age where their cognitive development can facilitate academic success at this stage (Green, 2023).
The beginning of the year 2020 was a rocky one for the citizens of St. Vincent and the Grenadines due to the fact that we began feeling the impact of the novel corona virus.  Many persons began falling ill and the illnesses often led to death.  This matter was obviously of grave concern to all citizens and the government made the decision to demand the closure of many businesses and all educational institutions.  The IHS having no choice but to comply closed its doors for what turned out to be an undetermined span of time.
The decision by the government made it such that change at the IHS was not merely an option but an urgent necessity.  These events required a shift in the delivery of instruction to students from the face-to-face method in a physical classroom to an online method in a virtual classroom (Adams, 2023).











Findings
Lewin’s Force Field Analysis
Lewin’s force field analysis was used in this research to highlight the driving and restraining forces for change at IHS from a management perspective.  According to (Shrivastava, 2017), it aids in the recognition of all the aspects that need to be addressed and reviewed on a regular basis so that management can gauge how well the adjustment is working.  
Driving Forces                                   Restraining Forces
(Positive forces for change)						(Obstacles for change)· Students with limited access to internet and devices could potentially lose instructional time.
· Students who are not independent readers and learners may not be motivated to learn.
· Students with little discipline may be reluctant to focus fully on school.
· Technology challenges.
· Challenges adapting the curriculum to fit online instruction.
· Incorporation of Information and Communications Technology (ICT) in education.
· Flexible learning hours.
· A more constructivist approach to teaching and learning.
· More inclusive learning to cater to all learning styles.
· Safer environment to reduce the spread of communicable diseases, namely Covid-19.
· Opens new avenues for assessment.
· Creates more opportunity for interaction.
Face to face – Online teaching

Face to face teaching – Online teaching
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Figure 1: Lewin’s Force Field Analysis
The above diagram depicts the advantages to be derived from a move to online teaching as opposed to the disadvantages to be considered as well.  The driving and resisting forces were derived during sit-downs between staff and administration as these stakeholders are actually on the ground and know these points from a first-hand perspective (Adams, 2023).  Although (Sastra, 2020) opine that internet learning is inefficient and improperly carried out, at the IHS the score from the force field analysis was 7 to 5 in favor of the driving forces for change and as such the change was finally and unavoidably commenced. 












Lewin’s Change Management Model
According to (Robertson, 1992), personnel are encompassed in and given instructions by leaders on the challenges associated to the change process thanks to Lewin's (1947) three-step change model, which denotes the bit by bit phases of unfreezing, changing, and refreezing.  
In January 2020 all teaching in the physical classroom at the IHS had to cease due to the serious health and safety risks posed to the lives of teachers and students by the Covid-19 pandemic; this signifies the current level being ‘unfrozen’ as instruction would no longer be taking place on a face to face basis.  At this stage, (Adams, 2023) revealed that the following activities took place to help employees be more accommodating of the change:
	1. Teachers, students and administrative staff were all presented with internet ready tablets and keyboards to facilitate the online learning process as well as less fortunate persons hailing from homes with no prior internet connections were afforded this service for just ten dollars per month.

	2. Workshops were held online to assist teachers as to how to properly plan and execute vibrant and interesting lessons using the Microsoft teams platform online.

	3. WhatsApp groups were created inclusive of staff and students as well as access to messaging via the Microsoft teams app so that communication channels would be open to all.

	4. Weekly meetings were held between staff and management via zoom and Microsoft teams so as to ensure that employee concerns were always heard.


Figure 2: Table of activities used during ‘unfreezing’ stage

The second stage of the model is referred to as ‘change’.  Here (Adams, 2023) stated that all activities used during the ‘unfreezing’ stage were diligently worked on to guarantee an effortlessness of transition during the change period and to help the change be effected efficaciously.  In addition to those four activities (stated in figure 2), support in the form of counselors and mentors were provided to employees to ensure that they never felt alone on this change journey and that they were enabled to fulfill the task at hand.
Finally, the ‘refreezing’ stage is where employees will be working in the new way, at the IHS this meant that all teaching was now taking place in the virtual classroom.  (Adams, 2023) Confirmed that teachers were not left on their own at this stage in fact the following took place:
	1. Online training for some teachers who were new to the use of ICT was continuously provided by experts in the field.

	2. Challenges such as unsteady internet connections within homes were swiftly addressed as top priority by the telecommunications companies under the instruction of the Ministry of Education.

	3. Employees were encouraged constantly via meetings held online to provide feedback pertaining to elements of the change still affecting them.

	4. Management would often log into classes to observe teaching and subsequently communicate via online meetings the individual successes of teachers and their experiences in the virtual classroom so as to highlight the advantages achieved thus far.


Figure 3: Table of activities used to ensure the continued success at ‘refreezing’ stage


Stakeholder Power Interest Grid
Successful organizations who want to gain backing from others often apply the principle of stakeholder management, it enables them to certify that their initiatives thrive where others have failed (reddi, 2023).  To help effectively manage the key stakeholders involved in the change process at the IHS the grid was plotted by members of the management team; so that their varying levels of importance and power could be assessed (Adams, 2023).
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Business Community
High power, high interest
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   Parents, Students
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              Low
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Figure 4: Stakeholder Power Interest Grid for the IHS


According to (Adams, 2023) the stakeholders on the grid were addressed as follows:
	Stakeholder
	Management actions taken 

	1. Society 
	This group was monitored minimally and provided with a limited amount of communication so as not to bore them while still ensuring they were kept informed of the basics from the school level.

	2. The Ministry of Education
	This group was kept informed of all aspects of the change and communication remained open and honest so as to keep them satisfied overall.

	3. Parents and students
	This group was paramount to the overall success of the change and as such to maintain their participation they were always kept up to date on issues and communication was free flowing at all times.

	4. Teachers, principals and the business community
	This group and their beliefs were considered as top priority and their concerns were addressed with no hesitation.


Figure 5: Explanation of how stakeholders were managed at IHS



The ADKAR Change Management Model
The approach is centered on how you communicate information to the job's interested parties, or the individuals who will be impacted by the transformation (Hiatt, 2006).  This model focuses on ensuring that individuals to be persuaded to change are willing and ready to change after all activities aimed at persuading them have been implemented. This will be achieved by communicating set objectives.  According to (Hiatt, 2006), for the change to be successful the following objectives must be achieved as the transformation advances:
1. Awareness of the necessity for transformation.  At this point stakeholders were communicated with honestly and openly to ensure that they were cognizant of the fact that the corona virus was indeed deadly and a virtual classroom would be safest for all involved (Adams, 2023).
2. Desire to support and take part in the change.  To move the awareness into an actual desire to be involved in change communication about the safety and security the virtual classroom would bring was increased and more information was circulated as to how Microsoft teams would actually function and meet the needs of students and teachers in the online world so that they could envision the benefits to be had (Adams, 2023).
3. Knowledge on how to alter.  Here training was provided to all teachers to ensure that they were well equipped with the required skills and know-how to use the Microsoft teams platform effectively (Adams, 2023).
4. Ability to alter.  Here opportunities were afforded to teachers to hold mock classes in the virtual classroom under the supervision of a specialist in the field so that they could apply their skills while receiving needed support at the same time and provide feedback about issues that required rectification (Adams, 2023).
5. Reinforcement to keep the change going.  Communication of the objectives was maintained with staff and they were motivated by way of recognition at meetings to act as a sort of reward system and maintain high levels of productivity (Adams, 2023).
By using this model to explain the change process at IHS it explains that each objective had to be met before attempting to move on to the next and this was to ensure that all stakeholders were onboard at every step of the required change process and helped to guarantee success.












Evidence of Success 






Figure 6: Graph showing grades for the final term in the physical classroom


Figure 7: Graph of grades for the first term in the virtual classroom 2020
Improvements can be seen in Mathematics, Science and PE while HFLE did remain consistent.  
Discussion and Analysis
Prior to the commencement of the change process, a change model can be used to identify possible points of resistance and put into action methods aimed at decreasing or eradicating them. The ability of the model to assist in the development of a successful communication strategy is a related advantage (Change Management Models, 2021).
Making decisions regarding change can be challenging for staff, especially when there is a diversity of viewpoints.  Lewin’s force field analysis illustrates how teachers and members of management at the IHS were able to put their heads together and brainstorm the various factors from a quantitative standpoint which would have either a positive or a negative effect if the change from the physical to the virtual classroom was a feasible option.  This strategy has been used in a variety of industries including; medicine, nursing and education and is one of the most successful hands-on assessment strategies, particularly due to the tool's graphical nature, which the general population can easily understand (Molly McNett, 2022).
Ultimately, the score was in favor of the proposed change as the positive drivers were in excess of the negatives and as such the change was not only undertaken but Lewin’s analysis shows that all involved were permitted to feel like their input mattered in arriving at the final decision.  It therefore stands to reason that the change would be easier tolerated by stakeholders involved.  The resisting forces were talked through with staff and ideas towards overcoming were introduced also the urgency of the matter dictated the push to developing the positive forces and as such much of the resistance to the change was nullified. 
Lewin's theory of change management aids in explaining how doubt and opposition to change can be felt by all staff members within a company (What Makes Lewin’s Change Theory Ideal for Businesses, 2019).  However this feeling alone is not enough to support any resistance to change within an organization as this will have negative effects on growth and development.  It is important to note that Amazon which initially began as an online marketplace for books has radically changed the way most consumers conduct product research due to the change in their organizational transformation model (What Makes Lewin’s Change Theory Ideal for Businesses, 2019).  Change is inevitable and propels the organization to higher heights of success.
Since it is a natural response of humans to resist change, fear the unknown and embrace what they know as normal or routine a simple change management strategy such as provided by Lewin is always a good choice.  In fact the more knowledge we have about a change and the more urgent we perceive it to be, the more likely we are to be driven to accept it and this gives us the motivation we require to transform (Training, 2023).
At the IHS it can be seen that this theory helped to navigate through the change due to its simplistic nature and encouraged lasting change because the urgency and necessity of the change was adequately communicated to all stakeholders.
The execution team can evaluate and graphically represent all key stakeholders, their backing for the change, and their abilities to help or impede project execution through the use of the stakeholder grid (Steven L. Bernstein, 2020).  The grid indicates how the IHS used their understanding of the relationships between stakeholders to determine varying levels of support for the change while noting how crucial they all were towards its implementation and the development of individualized strategies to manage them all.
The ADKAR model offers clear objectives for workers to track their progress and wins as well as a simple structure for all employees to use before, throughout, and after the transition (Team, 2022).  This model shows how the IHS focused on each teacher’s accomplishment of goals before moving on to another stage and as such locked in the success of the change process.
(Adams, 2023)Stated that teachers embraced change and employed diversified strategies to reach students within the virtual classroom, they were efficient and even spent extra time reaching out to individual students outside of regular class time because being in the comfort of their homes allowed them this privilege.  The use of technology appealed to many students and teachers used new methods of assessment which resonated with the students and contributed to the significant successes achieved by the change.











Conclusion
We are more likely to be motivated to embrace change the more information we have about it and the more urgent we feel it is. This provides us the drive we need to change.  The IHS staff and other stakeholders involved in the passage of the change to the virtual classroom due to the passage of Covid-19 were handled with significance and communication was prioritized.  There was a clear vision of objectives to be achieved which were to maintain the standard of educating students even away from the traditional classroom setting and these were achieved as the evidence in the graphs indicate improvements in the marks of the students while online learning took place.
Although necessary and somewhat mandated at the time due to the circumstances of the pandemic this change provided proof that there is no one size fits all approach to education because there were significant improvements in the grades of students due to the change in the teaching approach and setting.  Also worth noting is that even though the pandemic did come to an end and school returned to normalcy, this particular change should not be shelved but instead revamped and worked on to maintain its relevance as it may be needed again in the near future.
According to (Sun, 2012), enhancing organizational performance ability and capability through proactive or reactive steps to deal with either internally caused or externally imposed changes is the main objective of change management and the facts highlighted within this report give credit to the Intermediate High School for achieving just that.


Recommendations
1. Maintain open and clear lines of communication with stakeholders.  (Prosci, 2023) States that important issues to discuss include the motivations for the change, expectations, long-term plan perspectives, how the change will affect the workforce, and crucial business drivers.  At the IHS it is important that communication remain constant to ensure everyone is on board with decisions being made in the interest of the school and students and also to reinforce new behaviors learned through the change process which will benefit the institution overall.
2. Ensure that teachers and students remain active on the Microsoft teams platform.  Even though the pandemic is no more this platform should be kept active and used for notes as well as homework assignments so as to keep all users fresh and up to date in the event the platform needs to be fully reinstated in the future and to show that the change was meaningful and can be maintained.
3. Provide ongoing training to teachers in the use of ICT.  This would be beneficial so that teachers can continue using diversified methods to reach all students just as they did when they were in the virtual classroom.
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