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Executive Summary 

What is the core of the capstone? 

 This capstone creates an Office of Innovation to be established within Clark 

County Public Schools in Winchester, Kentucky, and provides a possible blueprint 

for other districts across Kentucky to do the same.  Clark County Public Schools is a 

rural school district situated in Winchester, Kentucky.  Total enrollment is 5,290 

students with 340 certified staff across 10 schools (National Center for Education 

Statistics, 2021).  Schools in the district are George Rogers Clark High School and 

Clark County Area Technology Center, servicing grades 9-12; Phoenix Academy, an 

alternative school partnered with the Kentucky Department of Juvenile Justice and 

the Kentucky Educational Collaborative for State Agency Children, servicing grades 

7-12; Robert D. Campbell Junior High School, servicing grades 7-8; Rev. Henry E. 

Baker, Sr. Intermediate School, servicing grades 5-6; William G. Conkwright 

Elementary School, Willis H. Justice Elementary School, O.F. and Lelia Shearer 

Elementary School, and Strode Station Elementary School, each servicing grades K-

4; and Clark County Preschool, servicing Pre-K students.  

 Of the nearly 5,300 students, 62.2% are economically disadvantaged, 81.2% 

are white, 7.8% are Hispanic or Latino, 5.7% are African American, and 5.3% 

identify as more than one race.  Although the district’s graduation rate is 95.9%, the 

African American student population’s graduation rate is 6% lower than each of the 

other student populations, and is 5.6% lower than the district average.  At GRC High 

School, 92.2% of the students complete advanced coursework but only 52.4% entered 
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some sort of post-secondary education.  These percentages are worse for African 

American and economically disadvantaged students.  These gaps in achievement  are 

exactly what the Office of Innovation is meant to address (Kentucky Department of 

Education, 2021). 

 The Office of Innovation is a department at the district level with three 

purposes: 1) act as a liaison between the district and the Kentucky Department of 

Education’s (KDE) Office of Innovation, 2) establish a dedicated space for the 

development and implementation of programming and policies that extend outside of 

the normal educational regulations and norms, what many in the education field 

would consider “innovative”, and 3) cultivate the workplace satisfaction of district 

employees.   

 The first two purposes of acting as liaison and establishing a space to develop 

ideas that are outside the educational norms means that this office would work 

directly with KDE to seek out alternative methods or policies such as half-day or all 

virtual learning options, modified graduation credits, performance-based assessments 

to supplant standardized testing, and more (see Appendices A and B).  Furthermore, 

the Office of Innovation would work with KDE to seek out and apply for the 

necessary waivers from the Kentucky Board of Education (KBE) in order to legally 

implement the desired initiatives.  Additionally, the office would be able to develop 

and implement innovative ideas throughout the district that do not require such 

approval from the state education department including reevaluating grading policies, 

working to separate academic and behavioral reporting at all grade levels, and 
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building capacity for technology use in both students and staff.  Examples of these 

possible initiatives are fully described in the capstone. 

 The third purpose lies in the cultivation of a fulfilling work environment for 

staff throughout the district.  This means the Office of Innovation looks to streamline 

the opportunities and procedures for staff development and evaluation, develop and 

implement support programs for new teachers and administrators, establish 

opportunities for staff to pilot programs or policies about which they are passionate, 

and build a culture of open dialogue and transparency.  This would ultimately allow 

staff, students, families, and community members to feel heard and to know they can 

be an active part of shaping their educational environment alongside legislators and 

state/federal departments of education.  

 The Office of Innovation promotes a culture of innovation (thinking outside 

educational norms and traditional structures), personalized learning, and transition 

readiness for students at every level, and works within the following focus areas: 

teaching and learning; opportunity and access; and, application and outreach.  These 

three focus areas are meant to target stakeholders through a combined effort of 

curation, communication, collaboration, and celebration.  By curating input and 

feedback from relevant stakeholders/parties, opening communication to allow for 

maximum transparency, collaborating with other district leaders and staff on pertinent 

projects, and publicly celebrating processes from beginning to end, the Office of 

Innovation can become an innovation incubator.  
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 This project proposal outlines the office creation and rollout in a 3-year 

progression.  Before implementation, the Clark County Board of Education must 

approve the creation and funding of the Office of Innovation (KRS § 160.290).  It 

also investigates the desperate need for such an office, how it can have a major 

impact on the quality of education in Clark County Public Schools, along with how 

much the district stands to gain from engaged and fulfilled stakeholders.  

Additionally, this capstone outlines the proposed staffing of the department and each 

member’s specific roles and responsibilities as presented in two options: first, staffing 

as a result of restructuring current district positions into new ones for the purpose of 

this department, and second, as an additional department with new staff.  

Who is the capstone meant to impact? 

 District administrators, building principals, grade level or content 

departments, individual teachers, students, parents, and community members are all 

closely connected to the success of their local school district.  By establishing an 

Office of Innovation, each stakeholder may be served in different ways based on the 

programming and policies developed and implemented by such a division, but the 

overarching purpose is to advance the welfare of everyone involved.    

 The programs and policies designed for this capstone project could reach and 

benefit many stakeholders.  For example, students would benefit from a district-wide 

competency-based curriculum that could embrace both personalized learning and a 

shift to performance-based assessment, both of which are beyond the reasonable 
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workload of current district positions like the Chief Academic Officer or Instructional 

Specialists.  Student-led help desks, training programs, and device management 

programs piloted by the Office of Innovation could give middle and high school 

students an active role in the ongoing maintenance and management of our district’s 

current 1:1 initiative and develop important skills while gaining industry experience 

and certifications.  Projects could reimagine school libraries in a way that would 

expose students of all ages and grade levels to exploratory learning through STEM-

related activities and equipment. Additionally, flexible scheduling and a choice of 

learning environments allow students to take control of their education and their lives.  

All of these are examples of how an Office of Innovation may pick up where 

traditional positions leave off within a district or school, and are fully described in the 

office’s proposed initiatives presented in the capstone.  

 Administrators and teachers would also benefit from the office’s initiatives to 

streamline the opportunity for professional development, how they are evaluated 

during the course of their school year, and to add support for new hires through 

increased training, mentorship, and collaboration with experienced colleagues.  

Parents can work with the Office of Innovation to establish initiatives that allow them 

to be involved in tailoring their child’s educational experience based on alternative 

programs, modified scheduling, differentiated credit and certification offerings, and 

individualized graduation timelines.  Even community members like local business 

leaders, religious organizations, and philanthropy groups could collaborate with this 

office to shape new and innovative graduate profiles while also extending the 
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opportunities they offer our students at every grade level both inside and outside the 

classroom from K-12 and beyond.   

 All of these initiatives sound overwhelming for one office to tackle, but if the 

sole purpose of this office is to expand the educational experience beyond the current 

norms, and it is fully supported by the district and its stakeholders, then the Office of 

Innovation has the potential to be an agile and flexible department that could 

continuously grow and evolve throughout the years to meet the ever-changing needs 

of the district and tackle the most important issues facing education in Clark County 

Schools. 

How would the capstone project be implemented? 

 There are three areas to consider when first creating and implementing the 

Office of Innovation in Clark County Schools: (1) understanding the needs of the 

district, (2) appropriate staffing, and (3) initiative development and rollout.  Each 

component is critically important to ensure the success of the office during its initial 

development, introduction, and integration.  Careful consideration must be given to 

the intended scope of the office, the budgetary constraints of the district, and the use 

of appropriate data to navigate these three areas of implementation. 

Understanding the Needs of the District 

 Before the office is implemented, a needs assessment should be conducted in 

order to gauge the areas of need across the district and prioritize resources for 

creating the office’s initial budget.  This includes, but is not limited to, looking into 

testing data, staff satisfaction data, data surrounding student attendance, behavior, 
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completion, current spending for curriculum and programming district-wide, and 

programming data (alternative programming, migrant education, English-language 

learners, community education, mental health, family resource and youth services 

center).  This data can be used to advise the Clark County Board of Education 

regarding the creation and maintenance of the Office of Innovation, while also 

determining the specifics of the Office of Innovation (initiatives, budget, necessary 

resources).   

 This office should perform various Needs Assessments (NAs) in order to 

properly identify the specific needs of the district (students, staff, systems) and to 

develop an appropriate action plan to address those needs (Sleezer et al., 2014, pp. 

31-32).  The first should be a Complex NA because Office of Innovation personnel 

would have would need to analyze multiple data sets, systems, job descriptions, to 

understand the initial scope of work for the Office of Innovation’s first year.  This 

would likely require Strategic NAs to illustrate the connection between student and 

staff performance improvement along with how to align those improvements with our 

district’s educational strategy and vision.  Additionally, it would include an array of 

Knowledge and Skills NAs, Job and Task Analyses, and Competency-Based NAs to 

create or redefine job descriptions, roles, responsibilities, training and support 

requirements, and standards of evaluation for new or existing positions within the 

Office of Innovation and throughout the district.  This series of NAs could be initiated 

during the first week of the new fiscal year in which the office is created.  From this, 
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the Director of Innovation can develop our first initiatives and work towards their 

implementation.   

Appropriate Staffing 

 If the Board approves of the initial creation of the Office of Innovation 

(depending on the option they choose and the results of the initial complex needs 

assessment), staffing is the first priority.  Once the core roles are established and 

staffed, those hired should consider a needs assessment to identify priority issues and 

develop a strategic plan to address them during the first year of the office’s 

implementation.  The second year includes additional projects and/or solutions to 

issues from the needs assessment, which could lead to evolving roles and 

responsibilities if deemed necessary.  By the third year, the office should have 

reached its staffing capacity, and should continue to focus on developing, monitoring, 

and maintaining initiatives based on the outcomes and experiences of the first two 

years.  Additionally, office space, initially, could be small, perhaps one office for the 

core staff, for example, but may grow over the following two years depending on the 

performance and outcomes of the office and its projects and/or solutions.  Moreover, 

because of the recent construction of a new high school and the subsequent 

redistribution of classrooms and office spaces throughout the district, there are several 

empty spaces scattered throughout the district in various buildings including the 

technology and maintenance offices, the junior high school building, and there may 

be upcoming availability at Central Office after the current restructuring and 

renovations occur. 
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Initiative Development and Rollout 

 Although the Office of Innovation fundamentally deals with educational 

change on the district’s organizational level, the creation of the office itself is an 

example of educational change.  Therefore, the same steps and considerations must be 

taken to ensure its establishment is incremental, smooth, and embraced by the district 

and its stakeholders.  Speaking with teachers over the years, they seem to have 

developed a disdain for new initiatives because they appear (and subsequently 

disappear) in an established pattern: (1) introduce a shiny new thing someone is 

telling us to do, (2) assume lots of new roles or responsibilities, (3) change 

everything, (4) find little to no support or resources to do the new thing with the new 

responsibilities, (5) give it very little time to magically fix all our problems, (6) 

decide it is an utter failure, (7) ditch it, and (8) move on to the next shiny new thing.  

Because of this cycle of despair, this office must fully understand how educational 

change must be developed and implemented through research-based approaches to 

minimize the pushback and growing pains of new ideas (Ash & D′Auria, 2012; 

Christensen et al., 2016; Ellsworth, 2000; Fullan, 2015; Robinson, 2006).  It would 

utilize change models such as Ely’s Conditions of Change (1976) to gauge the 

readiness of an environment or organization to embrace change, Fullan’s Six Secrets 

of Change (2008) to determine how individuals within the system contribute to 

successful change and how to increase the likelihood they would do so, and 

understanding obstacles at all levels of change in order to anticipate and mitigate 

them (Zaltman and Duncan, 1977).  Additionally, the Concerns-Based Adoption 
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Model specifically addresses how to include stakeholders in the change process to 

maximize buy-in and increase the sustainability of new initiatives (Hall et al., 1973).  

The office would be tasked with expanding and offering new perspectives on 

education by practicing the fundamentals of relevant educational change models 

throughout every process to keep the office from acting as a bull in a ceramic shop.   

Why were this capstone and related strategies selected? 

 An Office of Innovation in the Clark County Public School System could 

potentially help to solve several problems at once: a need for curriculum and policy 

reform to best serve the needs of all stakeholders (Ash & D′Auria, 2012), the already 

heavy workloads of current school staff (Zimmerman et al., 2020), and the 

development of a culture of innovation and forward-thinking to potentially avoid 

stagnation (Barshay, 2018).  Throughout the last three decades, both for students and 

professionals, there has been little change in the approaches educational institutions 

take to prepare students for their transition between elementary, intermediate, junior 

high, high school, post-secondary, and beyond (Christian et al., 2018).  For instance, 

moving from 5th to 6th grade in 1990 is about the same process as doing so in 2022, 

yet, since 1990, we have learned much more about the critical importance of this 

transition for student success (Paterson, 2019).  It is concerning that not much has 

changed in thirty years.  This concern shifts to alarm when one compares the lack of 

change in public schools to the dramatic changes our world has seen in those same 

three decades.  
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 More recently, COVID-19 has further highlighted a disconnect between 

traditional education methods and truly meaningful instruction and assessment, 

especially as they relate to low-income and minority students (Garcia & Weiss, 

2020).  These students were already struggling under the system of compliance versus 

mastery and self-direction, and many teachers have tried to simply replicate their 

same classroom instruction into a virtual setting.  This has been doubly damaging for 

the majority of students under this model as seen by their poor performance 

throughout the COVID-19 crisis (Darling-Hammond, Schachner, & Edgerton, 2020).  

When there is a culture of ownership, individuality, and flexibility, students rise to the 

challenge in nearly any environment, even during a pandemic (Tate, 2021). 

Clark County Public Schools have begun to address the issues of access and 

opportunity in the form of 1:1 Chromebook devices for students and teachers.  

Previously, students had sporadic home access to reliable Internet and/or devices, 

thus making the COVID-19 situation extremely concerning, especially for lower 

income students.  While this is a critical step forward, simply granting access to 

devices is not enough.  Meaningful interaction with these devices, other educational 

technologies, and individualized curriculum and assessment is the key to developing 

true competency, curiosity, and engagement for students.  Additionally, staff must 

have the training and support to choose, manage, and implement such technology and 

instructional programs in their classrooms.   

While this new landscape is constantly evolving, Clark County Public Schools 

should designate a department to develop programs to resolve the problems identified 
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above and to grow and evolve with the needs of students and staff.  Clark County 

Public Schools must be committed to providing students with an educational 

experience that maximizes their chances of success in their current and post-

secondary pursuits.  

Why Must Schools Focus on Innovation? 

 Innovation, for the purpose of this capstone, is defined as programming and 

policies that extend outside of the normal educational regulations and norms.  It is 

important to define innovation herein because it is an incredibly common descriptor 

used to mean many things in many organizations.  Even those in education use the 

term differently throughout the field.  For this project, innovation is meant to convey 

the idea of moving beyond traditional instructional methods, environments, 

schedules, policies, and programming that would transform the staff, student, parent, 

and community interactions with an educational institution.  While this is a large 

scope, this would be the sole undertaking of the Office of Innovation.  This type of 

innovation must be given priority and authority across our Commonwealth. 

 The COVID-19 pandemic brought to light the deeply rooted deficiencies of 

public education on a global stage.  Parents, teachers, administrators, and students 

were unprecedentedly united against these shortcomings as they were exacerbated by 

lockdowns and homeschooling.  The struggles of the pandemic renewed calls for 

flexibility, creativity, and empathy to be better integrated into the educational process 

and its accompanying institutions (Darling-Hammond, Schachner, & Edgerton, 

2020).  Educators found students to be largely ill-prepared to handle educational 
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adversity and to work within the modernized idea of what a school environment 

should look like.  Due to the pandemic, businesses are leaning towards permanent 

remote work options, valuing less traditional skills in employees, and are constantly 

evolving with the technological tides (Global Education Futures & WorldSkills 

Russia, 2020).  Consequently, educational institutions must follow suit to best prepare 

students for their transition into the world’s workforce when their K12 education is 

complete.  

 The continued decline of American students in global education rankings over 

the last decade has highlighted the necessity of transforming education away from 

traditional industrialized models and towards a focus on teacher and student 

autonomy (Amadeo & Potters, 2021).  We constantly hear about teacher shortages, 

but fail to address the root cause of them.  When great teachers are heard, are free to 

effectively practice within their unique skill sets rather than a blanket curriculum, and 

have real input and investment in the educational development processes, they will 

stay put for the long haul (Diamandis & Kotler, 2020).  Additionally, 2.1 million 

students dropped out of school in 2018 (U.S. Department of Education & National 

Center for Education Statistics, 2020) with the majority citing boredom as their 

reason for quitting (Diamandis & Kotler, 2020).  Not only is stagnation failing to 

prepare students for a constantly changing and competitive world, it is causing them 

to simply give up and leave school altogether.   

 Solutions to school system stagnation exist, but educational institutions must 

be willing to devote the necessary human and financial resources to them (Vincent-
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Lancrin et al., 2017).  Most proposed changes include the following categories: 

increased equity and quality for all students, student expectations (graduate profiles 

and transition readiness), performance-based learning and assessment, college and 

career readiness based on experience and real-world training/certification, and 

flexible options for student attendance (Patrick et al., 2020).   

 Because of the great disruption to the normal processes of school caused by 

COVID-19, schools have a unique opportunity to essentially stop their business-as-

usual mentality and actually enact the changes they have been talking about all these 

years.  Districts had long used every excuse from finances to personnel to community 

backlash to avoid change in the past, but those excuses were invalidated during the 

pandemic as the need for change became painfully obvious.  The most compelling 

articulation of this concept came from a report by the Learning Policy Institute 

(Darling-Hammond et al., 2020): 

Our current system took shape almost exactly a century ago, when 

school designs and funding were established to implement mass 

education on an assembly-line model organized to prepare students for 

their ‘places in life’—judgments that were enacted within contexts of 

deep-seated racial, ethnic, economic, and cultural prejudices. In a 

historical moment when we have more knowledge about human 

development and learning, when society and the economy demand a 

more challenging set of skills, and when—at least in our rhetoric—

there is a greater social commitment to equitable education, it is time 
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to use the huge disruptions caused by this pandemic to reinvent our 

systems of education (p. v). 

Why Do Districts Need a Designated Office of Innovation? 

 An Innovation Office is desperately needed to avoid system stagnation and to 

ensure innovative programming and policies have both priority and authority within 

the district.  Current Clark County Public Schools district positions are designed to be 

largely reactive to new legislation and initiatives coming from state and federal 

levels, but this practice is reactive and does not let offices become proactive in nature.  

An innovation-focused office needs to seek out problems and anticipate future needs 

while fundamentally understanding the nature of organizational change as they relate 

to performance, growth, legislative or market conditions, globalization and 

technology, and also why so many are initially resistant to that change (14.3 

Organizational Change – Organizational Behavior, 2017).  This understanding is the 

critical key to successful curation, development, and implementation of any new 

program or policies.  Hence, it is important to create a new and separate district-level 

department because it requires a fresh approach to rethinking education.  The 

literature surrounding successful organizational and educational change has three 

themes: organizational trust, making room for trial and error, and the systematic (yet 

transparent and inclusive) examination of problems and their possible solutions (Ash 

& D′Auria, 2012; Christensen et al., 2016; Ellsworth, 2000; Fullan, 2015; Robinson, 

2006).   
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Organizational Trust 

Because the Office of Innovation is responsible for piloting programs and 

initiating policies that can push stakeholders out of their usual comfort zones, the 

department must be led and staffed by members that can build trust and rapport with 

stakeholders.  Innovation can be hard to sell sometimes, but innovators who offer real 

resources, actively seek and use team learning, and build upon a shared vision and 

language are the most successful (Reich, 2016).  These four components are critical 

in building trust among stakeholders for future support and input.  Trust, as described 

by Ash and D′Auria (2012) is when all stakeholders can feel safe being vulnerable, 

can openly ask questions and make mistakes, and know they have room to grow over 

time.  Trust is also built by clear and consistent communication between all 

stakeholders.  From this transparency, communities begin to form and build trust 

amongst themselves, working towards the collective good of their shared vision and 

increasing their chances of longevity and effectiveness.   

Teachers often feel micromanaged by forces that have little experience or 

interest in their field (legislators, parents, donors), and all while no one really asks for 

or cares about their professional input (Logan & Wimer, 2013; Strauss, 2018).  A 

culture of acceptance, transparency, and trust must be established for staff, 

administrators, students, and the community to buy into new initiatives that may 

greatly affect them.  Simply incentivizing stakeholders through traditional avenues 

(testing, parties, jean days) will not create a sustained culture of innovation.  

Stakeholders must understand the roles of the Innovation Office as stated in the 
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following capstone project, and be included in its processes.  This will ultimately 

build the trust and shared responsibility necessary to make this avenue of educational 

change successful.   

Room for Trial and Error 

Another critical barrier to educational change is the tendency of schools to 

make failure a fatal end result (Reeves, 2004).  Because they have equated failure 

with the end of all hope, they have sent the message that “mistakes are the worst thing 

you can make,” (Robinson, 2006).  The overwhelming focus on standardization has 

caused schools to strive to meet arbitrary numbered scores that only measure a 

dismally narrow scope of student achievement (Ash & D′Auria, 2012).  Too often, 

adults blame student failure on a lack of ability or poor support beyond school (Ash 

& D′Auria, 2012).  Some teachers give grades for a failed attempt that can ultimately 

haunt the student later in the course.  If a student receives a 50% on an assignment on 

their first attempt and the teacher does not allow them to use feedback to learn from 

their mistakes and try again, two things will likely happen.  First, the students become 

discouraged and receive the message (perhaps unintentionally) that they are no good 

at this, they will never be any good at this, and they should accept that and move on 

to the next thing.  Second, that low score may fatally lower their final grade in the 

course.  If students cannot recover the grade, they are forced to fail the course and 

decide to either take a course they no longer have interest in or keep the failing grade 

and move on to some other course. 
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This is in no way advocating for giving students good grades regardless of 

effort or merit.  Instead, it is an argument that teachers should allow students to use 

meaningful and timely feedback to correct mistakes on assignments that will help 

them learn both the material and the value of growth.  In other words, failure should 

be part of the learning process, not an end result (Failure: Part of the Learning 

Process?, 2010; The Value of Failure in Learning, 2018; Lottero-Perdue & Parry, 

2017).  Additionally, we as educators should afford this same opportunity for growth 

to our colleagues and subordinates.  Room to make mistakes is a critical component 

of any successful change within an organization and is equally important to sustain 

that change through continuous improvement.   

Systematic Examination of Problems and Solutions 

 The literature review of educational change models is substantial, but I have 

focused primarily on the work of Fullan (2008; 2015), Hall et al. (1973), and Rogers 

(1995), with insights from Ellsworth (2000) on additional models and theories.  Each 

of these models or theories presents important guidance surrounding the climate 

necessary for change, components of examining the success or failure of initiatives, 

and how to include stakeholders in the change process based on their roles and 

responsibilities.  Because of the revolving door of tried and failed silver bullet 

solutions, this office must fully understand how educational change must be 

developed and implemented through research-based approaches to minimize the 

pushback and growing pains of new ideas.  Additionally, these change models 

specifically address how to include stakeholders in the change process to maximize 
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buy-in and increase the sustainability of new initiatives (Ash & D′Auria, 2012; 

Christensen et al., 2016; Ellsworth, 2000; Fullan, 2015; Robinson, 2006). It is 

important to actively practice the fundamentals of relevant educational change models 

throughout every process to keep the office from acting as, or being perceived as, a 

bull in a ceramic shop.   

The theory of Diffusion of Innovations (Rogers, 1995) categorizes the 

variables that determine whether change will succeed or fail, and the rate at which it 

does so.  Rogers identifies how intended adopters may perceive the innovation as 

advantages and disadvantages, complexity, compatibility, room to try it, observable 

process or results, whether the innovation is optional or mandatory, how the change is 

communicated, how does it relate to the established norms of the current system, and 

the communication efforts of those initiating the change.  This model can be used at 

the beginning of a change process to best structure the intended change in a way to 

maximize the chances of success and widespread adoption.   

While Rogers’ model addresses the rate of adoption by looking at change 

components before the change, the Concerns-Based Adoption Model (CBAM) 

presented by Hall et al. (1973) gives clear steps on how to take the fears or opinions 

of the clients into consideration throughout the change process.  The CBAM is based 

on the need for “the effective change facilitator [to] understand how his or her clients 

(e.g. teachers) perceive change and adjust what he or she does accordingly,” 

(Ellsworth, 2000, p. 146).  It looks at the available resources, how the change 

facilitator disseminates information, stages of concern for implementation, levels of 
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use by the clients, the configuration of innovation, interventions for improvements or 

abandonment, and the types of innovation users and non-users in the system (Hall et 

al., 1973).  Taking into account the hesitations of the intended adopters throughout 

the entire process is incredibly important for the success of any suggested change. 

Fullan (2015) steps outside of the change processes mentioned above to 

consider the outside factors that affect educational change.  He outlines the influence 

of government forces like policies and funding, community involvement, and access 

to quality information on the implementation of any proposed changes within an 

educational organization.  Most important of these is usually government funding or 

policies which normally focus on big-picture reforms like literacy or desegregation, 

yet they often overlook the critical need to build capacity within the educational 

system to be effective and innovative (Fullan, 2015).  Oftentimes, innovators have a 

great idea and a solid plan to get local support, but they fail to consider the external 

forces that could sink their ship before it even leaves the dock.  Additionally, many 

changes that go beyond “superficial changes in content, objectives, standards, and 

structures” are torpedoed by the lack of consideration for how hesitant most 

stakeholders are to change “culture, role behavior, and conceptions of teaching and 

learning,” (Fullan, 2015, p. 28).   

Fullan addresses these social and cultural considerations in his Six Secrets of 

Change (2008), where he focuses on creating change through building trust, capacity, 

and shared vision throughout the stakeholders of an organization.  He emphasizes the 

notion that behaviors change before beliefs, feelings are more influential than 
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thoughts (Kotter, 2008), and shared vision is a product of a quality change process 

than it is a precondition of change (Fullan, 2008).  Overall, he takes the human 

element into consideration when planning or implementing change, and echoes the 

sentiments of the aforementioned literature (Ash & D′Auria, 2012; Christensen et al., 

2016; Ellsworth, 2000; Fullan, 2015; Robinson, 2006) in which change must have a 

plan that includes organizational trust, plenty of room to make mistakes and correct 

them, and a systematic way to include all relevant aspects of the change process while 

planning and implementing such educational changes.   

Staff working within the Office of Innovation must fundamentally understand 

three critical change models/theories: the Six Secrets of Change (Fullan, 2008), the 

Concerns-Based Adoption Model (Hall et al., 1973), and Diffusion of Innovation 

(Rogers, 1995) as they relate to implementing and supporting successful systematic 

change.  Specifically, Fullan’s third component of his Six Secrets - Capacity Building 

Prevails (2008) cites the development of competent employees, an access to adequate 

resources, and proper motivation as the critical three components of building capacity 

for organizational change.   

In this capstone project, special emphasis is placed on capacity building 

throughout the office and the school district.  This includes training Office of 

Innovation staff on these fundamental change models and how to use them 

throughout their work.  Fullan (2015) posits that change is only successful when you 

convince the majority of your stakeholders that motivation and success depend on the 

shared vision and knowledge of everyone involved or affected.  One must be able to 
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banish the fear of failure from the larger crowd to make room for innovation and 

lasting change.  Once capacity is built for innovation, one may then address specific 

issues through the Concerns-Based Adoption Model (Hall et al., 1973) and prepare 

for implementation ups and downs as predicted by the theory of Diffusions of 

Innovation (Rogers, 1995).  Additionally, they must understand the relationship 

between each piece of the system in which they are working so they are able to 

correctly identify weaknesses or shortcomings, develop or create the necessary 

solutions, and roll out the solutions without overwhelming pushback from those 

affected (Ellsworth, 2000, pg. 28).     

Why Not Use Current District Positions to Innovate? 

 Establishing a dedicated office to handle the heavy lifting of innovation within 

school districts is a must if Kentucky hopes to keep pace with the evolving landscape 

of the 21st Century.  Using Clark County Schools as a pilot, one can look at their 

existing organizational structure and current duties to understand why the Chief 

Academic Officer (CAO) and Instructional Specialists (IS), by themselves, are not the 

best suited avenue for curriculum and policy innovation.  This is a large change to 

tackle through existing positions within educational institutions.  The CAO and ISs 

already handle a wide range of responsibilities, and adding the role of change agent 

will almost certainly overwhelm staff in those positions (Ellsworth, 2000).  As stated 

in their job description (Clark County Public Schools, 2019, pp. 58-61), the CAO of 

Clark County has over twenty-two specific assigned duties, but they include all things 

related to academic achievement within the district.  
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 Additionally, the CAO is responsible for supervising and evaluating all 

building principals (which, as of 2022, totals 10 in Clark County, but could be much 

higher in larger districts), acts as liaison with other school districts/universities and 

the Kentucky State Department of Education, and is prepared to serve as head of the 

district in the absence of the Superintendent.  While this seems as if it should include 

curriculum and policy innovation, there simply is no room for this important work 

within this position.  They are meant to supervise and evaluate, not create, develop, or 

implement.  This does, however, make them a critical partner to a Director of 

Innovation and his/her Innovation Leaders.   

 The Clark County Instructional Specialist is probably the closest position to 

curriculum innovation, yet they, too, are already tasked with a heavy load of 

instructional evaluations and coaching (Clark County Public Schools, 2019, pp. 208-

209).  They look at specific curriculum resources and their implementation through 

staff collaboration, training, and coaching, while the Office of Innovation would look 

at the larger picture of curriculum and policy.  The Innovation Leaders and Director 

would look at how curriculum is offered, flexible scheduling and environments, 

overarching instructional delivery methods like blended learning or self-paced 

programming, while the Instructional Specialist looks at core content resources like 

textbooks, apps, intervention/enrichment programming, and how to best initiate 

professional development and support for district curriculum and instructional 

resources.  
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 These existing positions (e.g., Chief Academic Officer and Instructional 

Specialists) are simply not designed to enact sweeping changes in the educational 

delivery structure (e.g., virtual or part-time options) because they largely focus on 

instructional strategies and professional development.  Additionally, adding to their 

plates would dilute their ability to perform their current tasks and responsibilities 

well, which potentially could damage the district. 

Intended impact of the capstone 

 The overall intended impact of this capstone project is to create a more 

holistic, flexible, and meaningful educational experience for students throughout the 

Clark County Public School district by solving many of the problems identified above 

through the creation of an Office of Innovation.  While each program or policy the 

Office of Innovation may implement has specific goals, they share a common purpose 

to expand opportunities and accessibility for students at every grade level, especially 

those marginalized populations for which the traditional educational model has not 

been, nor was designed to be, successful (Ash & D′Auria, 2012).  By developing, 

implementing, and supporting innovative programs and policies deemed important or 

necessary by the stakeholders themselves, the department can shift the emphasis of 

education from behavioral compliance to true academic mastery and application.  

This may exponentially increase student achievement within the district and student 

success beyond them.  By revamping our district to embrace innovation by giving it 

priority and authority via this new department, students can reap the benefits of better 

academic performance, meaningful experiences, and personal development that only 
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comes with educational adaptation to the real world.  An Office of Innovation allows 

us, as educators, a real avenue to move away from what is considered to be obsolete, 

and push past our century-old comfort zone for the sake of our students and their 

families.   

The greatest impact from an Office of Innovation could be the safe space for 

fresh ideas.  District administrators, building principals, grade level or content 

departments, individual teachers, students, parents, and community members should 

all feel welcomed to posit and initiate real change in their areas of control without 

fear of being ignored or facing retaliation.  Ideally, this Office could cultivate an 

environment that valued both positive and negative feedback from all stakeholders, 

celebrate successes and failures in the name of progress, and work solely on bettering 

the quality of education for every student at every level. 

Limitations of the capstone 

 This capstone is focused on establishing an Office of Innovation in the Clark 

County Public School System.  Budgetary constraints (see Appendices C and D), 

along with successfully staffing the necessary positions to ensure department 

sustainability, inevitably play a role in limiting the selection and rollout of any chosen 

program.  In this case, the Clark County Board of Education must approve the 

creation and funding of the Office of Innovation (KRS § 160.290).  Given the nature 

of the Innovation Office, the Kentucky Department of Education needs to approve 

waivers for some innovative program or policy components (KRS 156.160), and 
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stakeholder buy-in is critical to both secure the waivers and garner the necessary 

support the department and its programs must have for sustainability and longevity.   

 It is also important to note that I am currently a Technology Resource Teacher 

for Clark County Public Schools and have used my own experience as an educator in 

this district to outline some possible needs for the Office of Innovation to address.  

Additionally, generalizability is an issue with this capstone project because I am 

using Clark County as an example district; therefore, all ideas or techniques may not 

equally apply across all districts in Kentucky or elsewhere.  However, it is my belief 

that they may be adapted to fit wherever they are implemented. 

Reflections 

 Looking back on my journey, it seems like a blur of time and emotions that 

only lasted a few weeks.  In reality, it was a few years of learning important lessons 

that fueled a sustained period of personal and professional growth that has proven 

invaluable.  I learned about being flexible and willing to pivot to follow an idea 

through every twist and turn, how to dig deeper into myself to go beyond surface-

level thinking, and how to be creative and original while also being logical and 

steady.   

 Although this experience was incredible, it started during a very tumultuous 

time in my life.  I had just abruptly moved school districts, had just given birth to my 

fourth child, and was working on adjusting to a totally new place with new coworkers 

and a new 2-hour commute (one way).  I felt very low at this time, and was looking to 

reinvent myself in some way.  I had stumbled onto educational technology through 
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my new position, since I was only named Site Technology Coordinator because I was 

the only one who was familiar with Google Suite products at the time.  I found a 

glimmer of fulfillment in earning my Google Certified Educator Levels 1 and 2, and 

then Google Certified Trainer earlier in the year.  It started me on the path to 

exploring educational technology as a career specialization.  That is when I found the 

Doctor of Education in Educational Technology Leadership program, and the result is 

this capstone.   

 I had originally explored using my experience in teaching alternative school 

as my capstone subject, but started to see a pattern unfolding around me.  The 

constant back and forth of trying to fix the problems of public education began to 

weigh heavily on my mind, and this capstone was my opportunity to dig deeper into 

working towards some sort of solution.  Thinking back on the topic I chose, I wish I 

had been able to study it more deeply to find out what every innovative school in the 

country is doing right these days, but the time and scope of the capstone would not 

allow me.  Additionally, the whole purpose of this capstone is to eventually find those 

solutions, so I am satisfied with at least establishing a starting point that may 

ultimately have a real impact on teaching and learning in Clark County Schools, and 

maybe beyond. 

 To anyone who is toying with the idea of completing a graduate degree of any 

kind – do it.  There is no situation in which adding to your education is harmful.  It is 

always worth it, no matter what.  I would also encourage everyone to take a deep look 

into their local educational institutions and find a way to lend a hand.  Whether you 
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believe it or not, you are connected to the success of that organization.  Volunteer 

your time, advocate for higher salaries or more resources, or publicly support the 

students and staff through donations or praise.  Be a part of the solution.   

 Through all this, I have achieved my goal of reinventing myself during a time 

when I felt lost and hopeless.  I had little direction and was simply in survival mode.  

Since then, I moved on to a district position as a Technology Resource Teacher, 

helping other teachers and administrators navigate one of the most difficult times in 

history to be a public school employee.  I am incredibly proud of myself for how far I 

have traveled away from where I began, and I absolutely look forward to using my 

educational doctorate to impart meaningful change on the educational experience for 

students, teachers, parents, and community members all over Clark County, 

Kentucky.  
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Appendix A 

Kentucky Department of Education Office of Innovation Initiatives 

 

KDE Initiative Description as provided by KDE Office of Innovation 

Personalized 

Learning 

Personalized learning is a student-centered, customized learning 

model that addresses the diversity of a student’s background and 

needs and sets high expectations for all students. This may entail 

a formalized plan and process that requires students to set 

learning goals based on personal, academic, and career interests 

with the close support of adult mentors that include teachers, 

parents, and other members of the community. 

 

https://education.ky.gov/school/innov/Pages/Personalized%20Le

arning.aspx 

Competency 

Education and 

Assessment 

Consortium 

The Kentucky Competency Education & Assessment 

Consortium (KCEAC) consists of districts across the state 

interested in providing their students with the option of a 

competency pathway toward graduation. The KCEAC vision is 

to create a collaboration among districts committed to a systemic 

approach to competency education and assessment and, with the 

support of the Kentucky Department of Education, design and 

implement a competency education and assessment system. 

 

https://education.ky.gov/school/innov/Pages/Competency-based-

Education-.aspx  

Districts of 

Innovation 

KRS 156.108 and KRS 160.107 (House Bill 37, enacted 2012) 

provide Kentucky public school districts the opportunity to apply 

to the Kentucky Board of Education (KBE) to be exempt from 

certain administrative regulations and statutory provisions, as 

well as waiving local board policy, in an effort to improve the 

learning of students. By re-thinking what a school might look 

like, districts will be able to redesign student learning in an effort 

to engage and motivate more students and increase the numbers 

of those who are college- and career-ready. 

 

https://education.ky.gov/school/innov/Pages/Districts-of-

Innovation.aspx 

https://apps.legislature.ky.gov/law/statutes/statute.aspx?id=40161
https://apps.legislature.ky.gov/law/statutes/statute.aspx?id=46302
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Innovative 

Learning 

Network 

The Kentucky Innovative Learning Network (ILN) is a 

partnership between local school districts and the Kentucky 

Department of Education to provide a space for sharing 

innovative strategies and learning about ways to transform our 

education system. KDE is committed to working with a group of 

leading districts within Kentucky, in addition to peer states and 

expert educational organizations, to advance new models of 

learning that can best prepare all students for success in the 21st 

century. 

 

https://education.ky.gov/school/innov/Pages/Innovation-Lab-

Network.aspx 

Non-Traditional 

Instruction 

Program 

The Non-Traditional Instruction Program (NTI) is a program that 

encourages the continuation of learning on days when school 

would otherwise be canceled. School districts create plans to 

deliver instruction to every student in the district and provide for 

student and teacher interaction on NTI days, with the ultimate 

goal of continuing instruction. The Commissioner of Education 

can waive up to 10 NTI days to count towards student attendance 

days in the school districts’ calendars. 

 

https://education.ky.gov/school/innov/Pages/Non-Traditional-

Instruction.aspx 
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Appendix B 

Kentucky Department of Education Office of Innovation Partnerships 

 

KDE Innovation 

Partnership 

Description as provided by KDE Office of Innovation 

Student-Centered 

Learning 

Collaborative 

The Student-Centered Learning Collaborative is facilitated by 

the Council of Chief State School Officers (CCSSO) and is 

designed to support states committed to increasing access to 

equitable, student-centered learning through systems-level 

change to develop life-long learners prepared for success in 

college, careers, and life. CCSSO is committed to working 

alongside states to develop education systems that encourage 

and inspire student-centered learning, including personalized 

learning, competency-based education, and social-emotional 

learning and academic development. CCSSO believes this 

work must be anchored in equity and have [an] unapologetic 

focus on increasing access for students who have been 

historically underserved. This collaborative is a key element of 

CCSSO’s overall commitment to student-centered learning. 

KnowledgeWorks KnowledgeWorks is a national organization committed to 

providing every learner with meaningful personalized learning 

experiences that ensure success in college, career and civic 

life. With a presence in more than 30 states, they develop the 

capabilities of educators to implement and sustain 

competency-based and early college schools, partner with 

federal, state and district leaders to remove policy barriers that 

inhibit the growth of personalized learning and provide 

national thought leadership around the future of learning. 

Network of State 

Innovation 

Partners 

The Network of State Innovation Partners is a consortium of 

states facilitated by the Foundation for Excellence in 

Education (ExcelinED).  The Network was credited to assist 

state education agencies and education partners in building 

innovative programs and pilots.  The Network will focus on 

issues that are common to all states, and ExcelinEd will locate 

and provide state and national resources. The primary goal of 

the Network is to advance state efforts to identify and provide 

the support and regulatory relief schools need to develop more 

student-centered models. Through quarterly virtual and in- 
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person convenings, participants will continuously explore 

common problems, brainstorm ideas, and share best practices. 

The secondary goal of the Network is to identify and support 

effective communication and outreach efforts at the state, 

regional, and local levels. Support and resources will be made 

available as needs are identified. Finally, the Network will help 

ExcelinEd and its partners ensure that policy development and 

advocacy plans are informed by state and local experience. It 

will also provide an opportunity to “pressure test” new policy 

proposals. 

Center for 

Innovation in 

Education 

The Center for Innovation in Education at the University of 

Kentucky contributes to the national education reform agenda 

with a focus on ensuring more states are adopting and 

implementing a standard definition of college and career 

readiness that embodies “deeper learning” outcomes, 

implementing meaningful measures of those outcomes, and 

holding all levels of the system accountable for results. 

 

https://education.ky.gov/school/innov/Pages/Innovation-Networking-and-

Partnerships-.aspx 
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Appendix C 

Option 1 - Budget 

Need Raw Cost Cost with Benefits Phase Quantity Total Cost Ongoing 

Director of Innovation 90,000.00 121,482.00 1 1 121,482.00 Yes 

District Data Analyst 75,000.00 101,235.00 1 1 101,235.00 Yes 

Acer Chromebook Spin 

713 699.00 699.00 1 2 1,398.00 
No 

iPad Air 8th Gen 569.00 569.00 1 2 1,138.00 No 

Desktop Computer w/ Dual 

Monitors 950.00 950.00 1 2 1,900.00 
No 

Rocketbook Everyday 

Planner 39.99 39.99 1 2 79.98 
No 

Professional Development 

Allotment 5,000.00 5,000.00 1 1 5,000.00 
Yes 

Conference Allotment 3,000.00 3,000.00 1 1 3,000.00 Yes 

Innovation Leader 75,000.00 101,235.00 2 1 101,235.00 Yes 

Acer Chromebook Spin 

713 699.00 699.00 2 1 699.00 
No 

iPad Air 8th Gen 569.00 569.00 2 1 569.00 No 

Desktop Computer w/ Dual 

Monitors 950.00 950.00 2 1 950.00 
No 

Rocketbook Everyday 

Planner 39.99 39.99 2 1 39.99 
No 

Innovation Leader 75,000.00 101,235.00 3 1 101,235.00 Yes 

Acer Chromebook Spin 

713 699.00 699.00 3 1 699.00 
No 

iPad Air 8th Gen 569.00 569.00 3 1 569.00 No 

Desktop Computer w/ Dual 

Monitors 950.00 950.00 3 1 950.00 
No 

Rocketbook Everyday 

Planner 39.99 39.99 3 1 39.99 
No 

 

Year 1 Year 2 Year 3 Ongoing 5-Year Total 

$235,232.98 $334,209.99 $435,444.99 $433,187.00 $1,871,261.96 
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Appendix D 

Option 2 - Budget 
 

Need Raw Cost 

Cost with 

Benefits Phase Quantity Total Cost Ongoing 

Director of Innovation 100,000.00 134,980.00 1 1 134,980.00 Yes 

Administrative Cohort 

Stipend (8 x 3,000, 1 x 

5,000) 29,000.00 39,144.20 1 1 39,144.20 

Yes 

Acer Chromebook Spin 

713 699.00 699.00 1 1 699.00 
No 

iPad Air 8th Gen 569.00 569.00 1 1 569.00 No 

Desktop Computer w/ 

Dual Monitors 950.00 950.00 1 1 950.00 
No 

Rocketbook Everyday 

Planner 39.99 39.99 1 1 39.99 
No 

Professional 

Development Allotment 5,000.00 5,000.00 1 1 5,000.00 
Yes 

Conference Allotment 3,000.00 3,000.00 1 1 3,000.00 Yes 

Data Analysis (Sub-

contracted) 60,000.00 60,000.00 1 1 60,000.00 
Yes 

Library Media Specialist 

Cohort Stipend (6 x 

2,000, 1 x 3,000) 15,000.00 20,247.00 2 1 20,247.00 

Yes 

Secondary Grades 

Cohort Stipend (6 x 

2,000, 1 x 3,000) 15,000.00 20,247.00 2 1 20,247.00 

Yes 

Elementary Grades 

Cohort Stipend (6 x 

2,000, 1 x 3,000) 15,000.00 20,247.00 3 1 20,247.00 

Yes 

Middle Grades Cohort 

Stipend (6 x 2,000, 1 x 

3,000) 15,000.00 20,247.00 3 1 20,247.00 

Yes 

 

Year 1 Year 2 Year 3 Ongoing 5-Year Total 

$244,382.19 $282,618.20 $323,112.20 $323,112.20 $1,496,336.99 
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