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Abstract This study aims to examine the integration of technology in education from the
perspective of change management theory, with a particular focus on developing
educator competencies at Islamic Senior High School (Madrasah Aliyah) Miftahul
Ulum, located in Sumberanyar, Paiton, Probolinggo, East Java. Using a qualitative
case study design, the study draws on desk reviews of school policy documents
and training records, classroom observations of technology-supported learning
activities, and semi-structured interviews with teachers, school leaders, and IT
coordinators. The collected data were analyzed using thematic analysis, following
stages of data reduction, data display, and conclusion drawing to identify patterns
aligned with Lewin’s change management framework. The findings reveal that
adequate preparation (Unfreeze) through structured training and awareness-
building significantly reduces resistance to technology adoption. During the
implementation phase (Change), teachers demonstrate improved competencies in
digital assessment, learning management systems, and collaborative tools.
Sustaining change (Refreeze) requires continuous professional development,
consistent leadership support, and peer collaboration to ensure long-term
integration. The study contributes both theoretically and practically by offering a
contextualized application of Lewin’s change management model within an Islamic
secondary school setting and by providing evidence-based strategies for
strengthening educator digital competence. Practically, the research guides schools
in designing structured training programs and cultivating collaborative cultures to
enhance effective and sustainable technology integration. Theoretically, it enriches
the discourse on change management in educational technology by illustrating how
classical change models operate in faith-based school environments.
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INTRODUCTION

The integration of technology into teaching in contemporary education has become a
significant trend, aimed at improving the overall educational experience. However, the
implementation of technology often reveals a glaring gap between theoretical frameworks and real-
world practice. While many educational theories emphasize the potential benefits of technology in
learning environments, such as increased engagement and personalized learning (Guardia et al.,
2021; Mastur, 2023), the actual adoption of these technologies by educators often falls short of
expectations (Aini et al., 2025; Salim et al., 2024; Sanjani, 2024). This gap is not only a theoretical
concern but also a practical one, as many educators face challenges in effectively integrating
technology into their daily teaching practices. The key issue lies in understanding why, despite the
availability of resources and the proven advantages of technological tools, this gap persists.

Change management in educational institutions is crucial for the successful implementation
of new practices and technologies (Iryani et al., 2021; Kawakip, 2020). Various models of change
management have been discussed in academic literature, with a particular focus on schools' ability
to adapt to technological advancements (Buanaputra et al., 2022; Iryani et al., 2021; Salim et al., 2024).
Kurt Lewin's Change Management Theory, for example, provides a clear framework for
understanding the stages of change: Unfreeze, Change, and Refreeze. In schools, these stages can be
particularly challenging due to ingrained practices and resistance to change. Educational leaders
must facilitate the unfreezing of old habits, ensuring that teachers are open to new technologies.
However, schools often face difficulties during the Change phase, when the actual implementation
of new technologies occurs. The challenge lies in tailoring these strategies to the unique needs of
teachers and students within different educational settings.

Initial observations at MA Miftahul Ulum indicate that the school has begun integrating
digital tools, including a technology-based management system. However, change management
readiness remains uneven. Although the school has provided occasional training sessions, not all
teachers consistently participate, and some still rely on traditional teaching methods. This raises
academic questions: to what extent does existing change management readiness influence the
Development of teachers' digital competencies, and why does resistance to technological change
persist despite administrative encouragement and the availability of resources? Such questions
underscore the need to evaluate the school's Unfreeze phase, particularly its effectiveness in building

awareness, motivation, and foundational skills among teachers.
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Educators at Madrasah Aliyah Miftahul Ulum face significant challenges in adopting
technology, despite administrative encouragement and sufficient resources. Many teachers are not
yet fully equipped to utilize digital tools in their learning, despite being provided with an online
learning management system, an online assessment platform, and digital collaboration applications.
The absence of some teachers from training sessions and their continued reliance on traditional
teaching methods create gaps in the Development of their digital competencies. This research is
crucial for evaluating the school's readiness for change management, particularly during the
Unfreeze phase, and identifying how awareness, motivation, and basic skills can be more effectively
built among teachers. This is crucial to ensuring that technology integration improves learning
quality and strengthens the competitiveness of education at the madrasah level.

Numerous studies have addressed the role of technology in education, each contributing to
our understanding of its impact on teaching practices. Teacher-student interactions through online
learning platforms can be more effective, as online tools increase engagement but also pose
challenges related to teacher workload (Kiss et al., 2022; Limone & Toto, 2022). Dharmasraya (2024)
examined the barriers teachers face in adopting technology, highlighting issues such as a lack of
training and inadequate technical support. They examined the long-term impact of technology
integration on teaching competency and found that ongoing professional development is crucial for
successful adaptation (Elbanna & Muthoifin, 2024; Nungu et al., 2023). Makruf et al. (2022) focused
on the impact of specific digital tools, such as Google Classroom, on teacher efficiency. Institutional
factors influencing technology adoption emphasized the role of school leadership (Ataman et al.,
2024; Mahsusi et al., 2024; Zuhdi et al., 2024). Irman et al. (2023) discussed cultural resistance to
technology in schools, noting that entrenched teaching traditions often hinder technological
advancement. Zainal et al. (2022) explored how peer collaboration in schools can enhance the use of
educational technology. Despite these valuable contributions, a gap remains in understanding how
change management theory can be applied to technology integration in schools, particularly in
relation to developing educator competencies.

The existing literature provides valuable insights into the use of technology in education, but
significant gaps remain. Most studies have focused on the benefits and barriers of technology
integration but have not sufficiently addressed how change management theories, such as Lewin's
model, can facilitate the development of educator competencies during technological transitions.

There is also a lack of comprehensive research that combines these theoretical perspectives with real-
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world case studies, particularly in specific educational contexts. Furthermore, the role of continuous
professional development and peer collaboration in maintaining technology use over time has not
been fully explored. This study seeks to fill these gaps by examining the intersection of change
management, technology adoption, and competency development in educators, offering new
insights into how schools can effectively manage technological changes.

The integration of technology in education has been shown to impact the development of
educators' competencies significantly. Research indicates that educators who effectively incorporate
technology into their teaching practices are better equipped to foster student engagement, enhance
learning outcomes, and streamline administrative tasks (Caffrey et al., 2022; Celik et al., 2022; Otaya
et al., 2023). For instance, teachers who utilize learning management systems (LMS) and online
collaboration tools can provide personalized learning experiences for students (Holzinger et al.,
2022; Rahman et al., 2021). These tools also enable more efficient assessment practices, as they can
track and analyze student performance data in real-time. Furthermore, technology integration
provides teachers with continuous professional development opportunities through online training
platforms and virtual collaboration.

This research aims to answer the following question: How can change management
strategies, particularly those based on Kurt Lewin's theory, be applied to enhance the competencies
of educators in integrating technology at MA Miftahul Ulum? The focus of this study will be on
identifying the challenges faced by educators during the adoption of educational technology,
understanding the strategies that can facilitate their adaptation to these tools, and exploring the
long-term impacts of these changes on their teaching practices. The originality of this research lies
in its application of Kurt Lewin's change management theory within the context of educational
technology integration, particularly in a real-world setting like MA Miftahul Ulum. By focusing on
the development of educator competencies through a structured change management approach, this
study contributes to a deeper understanding of how schools can support teachers in becoming

proficient with new technologies.

METHOD
The unit of analysis in this study is MA Miftahul Ulum, a secondary school located in the
city of Probolinggo. This research focuses on understanding the integration of educational

technology into teaching practices, specifically addressing the competencies of educators in
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adapting to new technological tools. The case being studied is the process of technology adoption
and its impact on the professional development of teachers within this institution. The study will
adopt a qualitative research design, utilizing a case study approach (Maxwell, 2020). This design
enables an in-depth examination of how educational technology is implemented and how change
management theories, particularly those of Kurt Lewin, are applied in a real-world educational
setting.

The sources of information for this study will include respondents, informants, and texts (see
Table 1) (Hall & Liebenberg, 2024). The primary respondents will be the teachers at MA Miftahul
Ulum, as they are the key participants in the technology integration process. Informants will include
school leaders, such as the principal and IT coordinators, who are involved in the decision-making
process regarding technology adoption. Texts will include official documents, training materials,
and school reports related to the implementation of technology and educational practices. Data
collection will be conducted through desk reviews, observations, and interviews. The desk review
will involve analyzing existing documents related to the school's technology policies, training
programs, and previous evaluations. Data collection techniques used in this study are interviews,
observations, and documentation. The observation phase was conducted from February 3 to May
20, 2025, in classrooms and the school environment at MA Miftahul Ulum Kota Probolinggo.
Interviews will be semi-structured, with both open-ended questions and interview guidelines to
capture detailed insights from respondents about their experiences and perspectives.

Table 1. Data Collection Matrix

Data Collection
No. . Source Purpose Methodolo
Technique P 8y
1. Desk Review School To gather existing information on Review of reports,
Documents  the school's technology policies and training manuals, and
prior reports official records
2. Observation Teachers and . Field notes on
To observe the real-time use of ,
Students . classroom  practices
technology in classrooms . .
and interactions
3. Interviews Teachers, To understand the challenges and Semi-structured

Principal, IT successes in technology adoption interviews with open-
Coordinators and its impact on teaching practices ended questions

The data collected in this study will be analyzed using the three-step process outlined by
Miles and Huberman: data reduction, data display, and verification (Nasri, 2023). Data reduction
will involve organizing and filtering the collected data, with a focus on key themes related to

technology adoption, teacher competencies, and change management processes. The data display
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will involve creating matrices, charts, and thematic frameworks to visualize patterns and trends in
the data. Data verification will be conducted by triangulating the findings from different sources
(interviews, observations, and documents) to ensure consistency and accuracy. The method of
analysis will include content analysis, discourse analysis, and interpretive analysis. Content analysis
will be employed to categorize and interpret textual data from interviews and documents. In
contrast, discourse analysis will focus on understanding how respondents use language to express
their views on the integration of technology. Interpretive analysis will allow for deeper insights into
the meanings behind educators' experiences with technology adoption and its impact on their

professional development.

FINDINGS AND DISCUSSION
Findings

The process of integrating technology into education requires significant changes in teachers'
mindsets and behavior, especially at the Madrasah Aliyah (Islamic Senior High School) level, such
as at MA Miftahul Ulum in Probolinggo. Although the school has implemented various digital tools,
challenges in readiness for change management remain a significant obstacle. Successful technology
integration depends not only on the availability of tools but also on teachers' readiness to accept and
utilize them effectively.

This evaluation is crucial to ensure that the changes implemented build teachers' competency
in addressing the challenges of digital education. Through a structured process that includes
ongoing training and peer support, it is hoped that educators will achieve greater technological
mastery. Table 2 illustrates the critical role of change management in technology integration and
teacher competency Development at MA Miftahul Ulum.

Table 2. The Role of Change Management in Technology Integration for Teacher Competency
Development at MA Miftahul Ulum, Probolinggo City

No. Policy Preparation Implementation
1.  Stabilizing long-term Preparing teachers for Applying technology in teaching
technology use technology adoption practice
2.  Ongoing training, evaluations, Workshops, seminars, Use of e-learning, web apps, and
and teacher learning hands-on training digital assessment tools
communities
3. Sustained engagement through Hesitation reduced after Increased confidence and active

peer support
Consistent technology
integration in daily teaching

direct training
Better understanding and
acceptance of technology

use of digital tools
Improved teaching competence
and student engagement
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Table 2 highlights the essential differences and interrelationships between the three phases —
Policy, Preparation, and Implementation—in the technology integration process at MA Miftahul
Ulum. From a descriptive perspective, the Policy phase focuses on establishing long-term stability
through ongoing training, periodic evaluation, and peer support structures. Meanwhile, the
Preparation phase emphasizes equipping teachers with the basic understanding and skills needed
for change, primarily through workshops, seminars, and hands-on practice sessions that alleviate
hesitation. The Implementation phase captures the actual use of digital tools such as online learning
platforms and web-based applications, where teachers begin to directly apply technology in
classroom interactions and assessment tasks.

Meaningful technology integration requires more than simply access to digital tools; it relies
heavily on the school's capacity to effectively manage human and organizational change. The
findings indicate that teacher confidence and competence grow significantly with thorough
preparation and sustained policy support. This suggests that resistance to technology is not simply
a technical issue, but rather a psychological and cultural one, influenced by the quality of training
and the presence of a supportive community. Furthermore, the consistent improvement observed
during the Implementation phase indicates that once teachers experience the practical benefits of
technology, they are more likely to maintain its use. The interaction between Policy, Preparation,
and Implementation reinforces the conclusion that effective change management is a key driver in
transforming technology from a mere external requirement to a normalized, integral component of
teachers' professional practice.

Stabilizing Change Policy

The third finding addresses the Refreeze phase, which is focused on stabilizing the changes
and ensuring that technology becomes a permanent part of the educational process. This study
found that continuous support and periodic evaluations were essential for maintaining the use of
technology in teaching at MA Miftahul Ulum. Policies that encourage sustained technology use,
along with the creation of learning communities for teachers, played a critical role in making
technology adoption lasting.

The research further discovered that MA Miftahul Ulum, like many other schools, with
policies supporting continuous professional development and regular evaluations of technological
integration, reported higher levels of consistent usage of digital tools. Teachers in these schools were

more likely to utilize technology as part of their daily teaching routines, and the creation of peer
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networks and learning communities helped sustain this change by providing ongoing support and
problem-solving opportunities.

Table 3. Technology Support and Use

No. Aspect Indicator Finding

1. Sustained Support Ongoing Training Continuous training and evaluation helped

teachers maintain tech usage.
2. Peer Support Teacher  Learning Creation of teacher forums or groups to
Communities share tech experiences helped maintain

engagement.

3. Technology Regular Usage Schools with regular evaluations had better
Integration integration of technology in daily practices.

Source: Data from Researcher Analysis, 2025

Table 3 shows important aspects that support the sustainable use of technology in teacher
professional development. Regarding Sustained Support, research findings show that ongoing
training and evaluation help teachers maintain consistent use of technology in the learning process.
Furthermore, regarding Peer Support, support from teacher learning communities or discussion
forums established to share experiences using technology has been shown to maintain teacher
engagement and motivation in utilizing digital platforms. Finally, regarding Technology
Integration, research results indicate that schools that conduct regular evaluations regarding
technology use have a better level of integration into daily learning practices.

The research highlights that the Refreeze phase is not about completing the change but
ensuring that it sticks. MA Miftahul Ulum provided ongoing training programs and evaluations,
which allowed for more consistent use of technology in classrooms, indicating that sustained
support is essential for making technological changes permanent. These findings suggest that a
crucial part of any technology implementation strategy in education is long-term support. Policies
that promote continuous learning and the establishment of peer support networks play an essential
role in ensuring that technological adoption is not a passing phase but an integral part of the school
culture.

Preparation and Orientation to Educational Technology

The first finding in this study, conducted at MA Miftahul Ulum, highlights the importance
of the Unfreeze phase in the implementation of technology-based change in education, specifically
in preparing educators for adopting new technologies. The research found that the initial stage of
introducing technological change involves orienting educators to the advantages of technology for

enhancing teaching competencies. It emphasizes that creating awareness and providing thorough
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training are essential for ensuring educators are receptive to new technological tools. The Unfreeze
phase, which is about preparing the organization for change, focuses on addressing teachers'
resistance by giving them the proper tools and knowledge about technology.

Based on the observation results at MA Miftahul Ulum, a positive portion of educators
expressed difficulty in adopting new technology due to a lack of understanding about its long-term
benefits. This lack of understanding resulted in hesitation to embrace changes in teaching
methodologies. The teachers acknowledged that, although the technology had potential, their
unfamiliarity with its application led to a sense of uncertainty and reluctance to fully integrate it into

their classrooms. The need for a more extensive and hands-on approach to technology training was

apparent.
Table 4. Technology Preparation Aspects
No Aspect Indicator Finding
1. Educator Preparedness Understanding  Many teachers at MA Miftahul Ulum are hesitant
Technology about technology adoption due to a lack of
understanding.
2.  Training Methods Training Types =~ Workshops, seminars, and hands-on sessions

were most effective in improving comprehension
and acceptance of technology.

3.  Technology Technology Teachers who participated in direct training
Engagement Adoption sessions had higher levels of engagement with
new tools.

Source: Data from Researcher Analysis, 2025

The research findings underscore that effective training methods, such as seminars, hands-
on workshops, and group discussions, significantly contributed to the preparedness of educators at
MA Miftahul Ulum. These approaches allowed educators to understand the potential impact of
technology on their teaching practices, enhancing their willingness to engage with these tools.
Without this stage of preparation, technology adoption risks facing resistance from educators who
are unacquainted with its long-term benefits. The key to successful technology adoption in
education is proper preparation. The Unfreeze phase, focused on raising awareness and providing
essential training, helps educators understand the role and potential of technology in enhancing
their teaching capabilities. These initial steps are critical for ensuring that technology adoption is
met with enthusiasm rather than resistance.
Implementation of Technology in Competency Development

This study found that although many educators at MA Miftahul Ulum initially felt hesitant

and lacked confidence in using technology after integrating e-learning and web-based applications
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into their professional development, they experienced a significant increase in their teaching
competencies, digital classroom management skills, and data-driven assessment skills. This finding
was surprising because it contradicted the initial assumption that technological barriers would
reduce learning effectiveness; instead, digital adoption proved to be a major catalyst for improving
the quality of the teaching and learning process.

The technology is implemented into educators' professional development processes. This
study found that the introduction of technology, particularly e-learning platforms, web-based
learning applications, and digital assessment tools, significantly improved educators' ability to
manage learning and assess student progress. Educators at MA Miftahul Ulum showed notable
improvements in their distance learning skills, data-driven assessments, and collaborative digital
tool usage.

Based on interviews with educators at MA Miftahul Ulum, the study found that those who
actively engaged with e-learning platforms such as Google Classroom and video conferencing tools
like Zoom reported significant improvement in student interaction and learning outcomes. Teachers
also felt more confident in using digital tools for planning, grading, and delivering lessons, which
contributed to a more efficient teaching process. This shift in educational practices enabled more
flexible, personalized learning experiences for students. In restating these findings, the research
indicates that the active use of digital platforms contributed to increased competency in areas such
as classroom management, assessment, and student engagement. Teachers who were initially
hesitant about using these technologies found that, once integrated into their teaching practices, the
platforms became indispensable tools for modern education.

These findings also highlight that educators' willingness to embrace technology is crucial in
shaping their teaching practices. By incorporating digital tools into their daily routine, teachers not
only improve their own competencies but also enhance the learning experiences for their students.
This suggests that technological integration in education is not just about tools, but about fostering
an ongoing process of growth and adaptation among educators. The successful implementation of
technology in educational settings requires educators to move beyond initial resistance and embrace
digital tools as part of their professional growth. The implementation of such tools leads to
improvements not only in teaching practices but also in student outcomes, confirming the value of

technology integration in modern education.
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Discussion

One of the most significant findings of this research highlights the role of preparation and
awareness in minimizing resistance to technological change in education. This result implies that
without adequate preparation, the function of technology as a tool for pedagogical innovation can
become dysfunctional, leading to teacher reluctance and student disengagement. This finding aligns
with Laila's (2024) study, which demonstrated that when educators are not adequately trained
before new digital tools are introduced, the result is frustration and reduced instructional
effectiveness. Clear communication of benefits played a decisive role in ensuring the acceptance of
new practices (Uralovich et al., 2023; Zain & Mustofa, 2024). These studies, in line with the present
findings, indicate that preparation is not merely a procedural step but a functional mechanism that
determines whether technology serves its intended purpose.

Teachers who receive training not only acquire technical skills but also develop a sense of
competence and agency, which directly decreases anxiety about change. The professional teacher
development programs targeted at specific teacher needs were effective in minimizing early-stage
resistance (Khotimah et al., 2024; Nungu et al., 2023). This is consistent with Yunita and Mulyadi's
(2024) claim that confidence is central to adopting technology; once educators feel capable, they
begin to perceive digital tools as assets rather than burdens. The causal relationship between
structured preparation and reduced resistance demonstrates that resistance is not simply a matter
of unwillingness, but of insufficient scaffolding during change. The present study confirms this
underlying pattern: teachers at MA Miftahul Ulum who engaged in hands-on training quickly
transitioned from hesitation to active use of technology. This indicates that professional learning
structures are crucial mediators in the adoption of technology, establishing a direct causal
relationship between preparation and functional integration.

When teachers actively utilize digital platforms, learning becomes more interactive,
assessments become data-driven, and student engagement significantly increases. Conversely,
underutilization or superficial use of these tools leads to dysfunction, where technology remains a
symbolic enhancement rather than a practical one. Teachers who actively engage with online tools
develop stronger classroom management and assessment practices (Bahtiar & Kerta Wijaya, 2020;
Mundiri et al., 2021). Gustilo et al. (2024) also asserted that digital collaboration tools enhance
teacher-student interactions, thereby improving communication and feedback loops. The current

study extends this insight by demonstrating that educators at MA Miftahul Ulum experienced

162



Change Management and its Role in Enhancing Teacher ... (Abu Hasan Agus R, Bukhori Muslim)

significant improvements in their ability to personalize learning experiences, which in turn
contributed to better student learning outcomes.

Teachers who regularly engage with e-learning tools gradually internalize digital
competencies, which enhances their teaching proficiency and ability to manage online assessments.
The use of platforms like Google Classroom fostered both familiarity and skill, thereby increasing
technological fluency (Maman et al., 2021; Suryaningsih & Aisyah, 2024). Asror et al. (2023) also
noted that when teachers develop confidence through regular digital practice, the positive effect
cascades into improved student performance. The causal mechanism is thus one of reinforcement:
regular engagement creates skill, which in turn generates confidence, and confidence produces
improved learning outcomes. This structural progression was also evident in the current study,
where teachers who initially showed hesitation became proficient and began to report higher levels
of student interaction and achievement.

The implication here is that without systematic support, the functionality of technology
adoption diminishes over time, resulting in a regression in teaching practices. In contrast, when
sustained support is present, the function of digital tools is preserved and continuously enhanced.
Purwowidodo and Zaini (2024) argued that sustaining technology integration requires more than
initial adoption; it depends on institutional structures that provide feedback and continuous
development. The teacher learning communities foster shared problem-solving and innovation,
ensuring that the use of technology does not decline after its initial introduction (Asad et al., 2020).
In the present study, forums and collaborative groups established among teachers at MA Miftahul
Ulum played a critical role in maintaining engagement with digital tools. This suggests that the
function of technology in education is not static but dynamic, and it requires an ecosystem of
ongoing support to prevent dysfunction.

Teachers operate within social and institutional frameworks, and when these frameworks
encourage collaboration, motivation, and accountability increase. Malik et al. (2024) argued that
ongoing professional development and peer collaboration serve as structural anchors that stabilize
the integration of technology. Institutional backing is necessary to prevent a decline in usage, as
teachers without external reinforcement often revert to traditional practices (Sumanti et al., 2024).
The causal link here is clear: structured support sustains momentum by creating opportunities for
teachers to refine skills, troubleshoot issues, and share best practices. In this study, ongoing

evaluations and peer forums functioned as reinforcing mechanisms that kept technology use active
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and evolving.

The implications of these findings are both practical and theoretical, providing valuable
insights into how educational technology can be effectively integrated into schools. Practically, the
study demonstrates that initial training, active engagement, and continuous support are
indispensable pillars for effective technology adoption. Schools must design professional
development programs that not only introduce tools but also provide long-term scaffolding to
ensure their continued use and adoption. Theoretically, the findings contribute to the change
management literature by demonstrating how teacher confidence, institutional frameworks, and
collaborative cultures interact to influence the success of technological innovation in education. The
case of MA Miftahul Ulum exemplifies how an institution can serve as a model of sustainable
technology integration, combining preparation, engagement, and support into a cohesive strategy.
These insights suggest that future research further explore how systemic structures interact with

individual teacher practices to shape long-term educational transformation.

CONCLUSION

The research highlights that without proper preparation (Unfreeze), -effective
implementation (Change), and continuous support (Refreeze), the integration of technology in
teaching practices is likely to face resistance and limited success. One important lesson learned from
this study is the need for ongoing training and peer collaboration to ensure sustainable adoption of
technological tools among educators. The strength of this study lies in its contribution to the
academic field, as it integrates change management theories with the competency development of
educators in the integration of technology. This approach offers a new perspective on how schools
can effectively manage technological changes, a topic that has not been sufficiently explored in
previous research. By employing a case study approach in a real-world setting, the study offers
practical insights into how educational institutions can enhance the adoption process. However, the
study has limitations, including its focus on a single school, which may limit the generalizability of
the findings. Additionally, the study does not consider factors such as gender, age, or diverse
teaching contexts. Future research should incorporate a broader range of cases, include varied
demographic factors, and utilize survey methods to provide a more comprehensive understanding

of the topic.
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