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Executive Summary

Innovation is broadly defined as a process through which value is extracted from skills and
knowledge by generating, developing and implementing ideas to produce new or improved
products, processes and services. This definition is equally applicable to the world of work as it
is to the education system. Innovative schoolsÑand the teachers, principals, vice-principals, and
other team leaders and learners within these environmentsÑare dedicated to achieving
excellence in student learning and are committed to the discovery and implementation of new or
improved teaching techniques and learning practices. This report examines the nature of
innovation in schools by identifying the key characteristics and attributes that innovative schools
within the Network of Innovative Schools (NIS) posses.

Innovation is a complex, and at times disruptive process, driven (or inhibited) by a variety of
factorsÑincluding people, leadership, cultures and climates, and structures and processes. With
the right mix of factors in place innovation has the potential to flourish. Place obstacles in the
way of innovationÑe.g., school leaders who do not support new ways of doing things, or people
who are not committed to excellenceÑand the capacity for a school to be innovative may be
greatly impaired.

Innovative Schools

Schools are innovative because of their peopleÑpeople who are creative risk takers, and who
are constantly seeking to improve themselves and the environments in which they work. Schools
are innovative because of their leadersÑleaders including principals and vice-principals who
have a clear vision, who trust and support their staff, and who are passionate about their schools
and their students' learning. Schools are innovative because of their cultures and
climatesÑcultures and climates that have an entrepreneurial and risk taking spirit, that are open,
that encourage collaborative approaches to learning and teaching, and in which the necessary
resources and environments needed to think and act in new ways are promoted. Schools are
innovative because of their structures and processesÑstructures and processes that enable and
encourage innovative thinkers, that foster the sharing of knowledge and information, and that are
flexible enough to allow for "outside of the box" initiatives to happen.

Keys to School Innovation

No two schools or learning environments are alike. As such, there is no single panacea for
innovation success in schools. However there are several important components or elements that
innovative schools collectively support and acknowledge as being critical:
•  Financial and other resources are committed to create, develop, and implement new ideas;
•  Teamwork and collaboration between teachers, and between teachers and school

administrators is encouraged;
•  All activities and initiatives focus on student learning and student development;
•  Teachers and school administrators have a passion to seek out new and better ways of doing

things;
•  Access to new technologies and programs to learn and use
•  Time and resources are made available to teachers and school administrators to think and

learn, create and implement.
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1. Overview of the Research Project

The Conference Board of Canada has undertaken this research project, The Four Pillars of
Innovation: How Innovation Occurs in High Schools Within the Network of Innovative Schools,
to examine the nature of innovation in schools and to better understand the key characteristics
and attributes that innovative schools posses.

The Four Pillars of Innovation research project intends to determine first and foremost what
makes innovative schools innovative; and whether or not the four pillars of organizational
innovation,1 as identified by the Conference Board of CanadaÑnamely leadership, structures
and processes, cultures and climates, and peopleÑare applicable to schools. More precisely, the
report is intended to provide school principals and vice-principals, teachers, team leaders,
superintendents, and school boards with a comprehensive understanding of the key factors that
lend to schools being effectively innovative. Specifically, this report addresses two primary
research questions:
•  What distinguishes highly innovative schools from the rest?
•  What levers do school principals and vice-principals, superintendents, teachers, and school

boards use to build innovation capacity in their schools?

It  i s t he hypot hesis of  this research r eport  that the capaci ty for  i nnovat ion i n school s f louri shes
when teacher s, pri ncipals,  vice pr incipals, team l eader s and st udent s are open to new i deas,  and t o
new ways of thi nki ng, acti ng and doi ng.  The learni ng envir onments and t eachi ng cul tures that 
support  and applaud innovati ve thi nkers, r isk t akers and doers wit h the necessary st ructur es and
pr ocesses,  l eadershi p and vi sion are the ones t hat  are most innovati ve.  Ul ti mat ely, the key to
innovat ionÑwhet her  i t i s f ound in or ganizati ons or  i n school sÑl ies i n t hree wor ds:  purpose,
passion and people.2 S chool s and businesses al ike m ust  both galvani ze individual  cr eat ivity and
comm itm ent  and creat e a cont ext  and cli mat e in whi ch that energy can be successful ly focused.
Innovat ion i s above all  a human pr ocess. How this pl ays out in schools and classroom s, and how
innovat ive schools accompl ish t his, is the prim ary f ocus of thi s r eport .

This research project brings together the Conference Board's expertise in organizational
innovation, human resource management and development, organizational excellence, leadership
development, knowledge management, and education and learning.

Objectives of the Four Pillars of Innovation Research Project

1. Understand the nature and essence of innovation in schools by examining how schools come
to be innovative.

2. Identify the decisive characteristics and qualities of successfully innovative schools.
3. Determi ne the extent  to which t he cr iteria f or organizational i nnovation apply to schools. 

                                               
1 Th e fou r p illar sÑas presen ted b y the Co nference Bo ar dÑp rov id e a fr am ewo rk fr om which  in nov ation  can be
discuss ed witho ut fear of missing an y critical com po nen ts. They  ar e not in tended to be the " end -all- and -be-all"  of 
in no vation  thin kin g.
2 Judith Gibson and Musawir Karim, Laying the Foundation for Successful Innovation: Managing the
Unmanageable (Ottawa: The Conference Board of Canada, 1999). p. 2.
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Exhi bit  1ÑInnovati on

Innovat ion does  not jus t happen. I t tak es a lot 
of  work  and concer ted effort . I nnovation t ak es
vi si on,  dedi cat ion and convi cti on in or der  f or it
to occur.

Nor does i nnovation happen i n i sol at ion. I t
involves all  ar eas  and all  aspects  of an
or ganiz ati on or  inst itution in order  to be
real ized. Innov ati on happens  under  t he right 
sets  of  ci rc ums tances, cul tures  and
envi ronments , under the ri ght guidance and
di recti on,  and under  the r ight sys tems and
st ructures .

Most  impor tantl y, innov ati on oc cur s,  and
sust ains i ts elf , i f an organization or ins ti tut ion i s
fi ll ed wit h the ri ght peopleÑpeopl e wit h t he
ri ght s ets  of s kil ls , atti tudes  and behaviours .

Key Benefits of the Research Project

•  Pr ovide teacher s, pr incipals, vice-principal s, team leader s,  school boards, and governm ent 
poli cy- maker s with a gr eat er  under st anding and appreciation of how i nnovat ive t eachi ng and
lear ning practi ces are reali zed and implem ented wi thin a school  envi ronment. 

•  Pr ovide school boards and schools wi th a t em plate to better understand their  skill s needs and
human r esour ce requi rem ent s for  innovat ion, and for evaluati ng the perf orm ance of current and
pr ospective staff in contr ibuti ng to school innovati on. 

•  Pr ovide teacher s and school adm ini st rat ors ( i.e., pr incipal and vi ce-pr incipal)  wi th insight s i nto
the ski lls, att itudes, behaviours, cul tur es, clim at es,  and eff ect ive processes and str uct ur es
required f or  successful  innovat ion t o occurÑwhi ch can t hen be used t o i nform  curri culum  and
pr ogram  development,  pr ocesses and
st ructures, cul tur es and cli mat es. 

Four Pillars of Innovation Project
Methodology

The Four P il lar s of Innovati on research
pr oj ect  em pl oys as i ts pri ncipal m et hodology
a set of i n- depth inter viewsÑboth face- to- 
face and t el ephone i ntervi ewsÑwith t eacher s
and school  admi nistr ators fr om five high
schools.3 I n tot al,  30 i nterviewsÑ10
pr incipals and vice- pri nci pals,  and 20
teacher sÑwer e conducted for thi s r esear ch
pr oj ect . As wel l, a study instr ument  was
di st ributed to all  30 of t he inter vi ew
part ici pants. T he purpose of  the study
questionnair e was threefol d.   F irst to provi de
the int erview part icipants with background
information on innovati on and t he four pil lars of innovati on fr amework.  Second,  to f ami liari ze them
wi th the com plex subject m at ter  of  i nnovat ion and how i t m anifests i tself in di fferent wor ki ng and
lear ning environment s. Thi rd, t o col lect additi onal wri tten responsesÑwher e applicableÑon how
innovat ion i s i ncorporated i nto the overal l str ategy of  schools and on what it means to be i nnovat ive
in schools.4

The Confer ence Board's ext ensive expert ise i n t he ar eas of  organizat ional innovati on,
leadership, hum an resource m anagem ent and devel opm ent, and educati on and l earni ng further
supplem ent  and rei nf orce t he quali tative i nt erview m ethodologies used i n t hi s r esear ch project.  It  i s
through the ext ensive i nnovation r esear ch conducted by the Conf erence Boar d and ot her r esear ch

                                               
3 The five schools selected for this research project come from Industry Canada's SchoolNet Network of Innovative
Schools (NIS). The schools selected were Bishop's College (Newfoundland); �cole secondaire de Casselman
(Ontario); Ursula Franklin Academy (Ontario); Garden Valley Collegiate (Manitoba); and Canmore Collegiate High
School (Alberta).
4 Not all of the responses to the study instrument were recorded in this research project. Rather the instrument was
used as a means of getting interview participants thinking about "innovation" and how it manifests itself in the
business community.
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or ganizati ons and depar tment s t hat  a compari son of  school and organi zat ional  innovat ion is m ade
possibl e.

2. Introduction to the School Interviews

The core research process of the Four Pillars of Innovation project is the interview. Face-to-
face and telephone interviews are a qualitative methodology that allows participants to describe
in their own words the school context for innovation and for building innovative capacity. The
interview also offers participants the opportunity to provide both verbal and written comments
on understanding innovation in schools, as all interview participants received a background
"Innovative Capabilities" study questionnaire, which they were asked to review and complete.

The Process of Undertaking the School Interviews

The interview process is broken down into three basic phases:

AÑIdentifying the Schools and Interview Participants

1. Five schools from Industry Canada's SchoolNet Network of Innovative Schools (NIS) were
selected to participate in the research project.5 Schools were selected, in part, based on their
innovative initiatives and sustained records of innovative successes, their geographic
location, and their urban/rural makeup.
A complete list of the schools is found
in Appendix 1.

2. At each school 6 interview
participantsÑincluding the school
principal, vice-principal and 4
teachersÑwere selected. The school
principal was asked to select the
interview participants based on their
subject matter expertise, their
contribution to the school, and their
involvement in innovative projects and
activities.

BÑPreparing the Study and
Interview Questions

The basis of the interview questions and
study questionnaire document used in this
research project draw extensively from the
Conference Board's ten years of research
experience in organizational innovation.
The study questionnaire itself is closely based on the Board's annual "Innovative Capabilities"
study questionnaire that regularly polls close to 400 organizations from across Canada. Slightly

                                               
5 The school selection committee for the research project included: the Western and Northern Canada NIS
Coordinator; the Eastern Canada NIS Coordinator; and the Communications Officer, NIS National Office.

Exhibit 2ÑSchoolNet's Network of
Innovative Schools (NIS)

The NIS is a Program from Industry Canada's
SchoolNet that helps to ensure that students,
educators and community members are
prepared for the challenges and opportunities
of using Information and Communications
Technology (ICT) in meaningful and
imaginative ways. Member NIS schools are
strengthening the capacity for innovation in
schools through researchÑlike this
projectÑand through sharing knowledge and
by helping Canadian students gain the skills
required to succeed in today's knowledge
economy. This is key to the Government of
Canada's priority of stimulating a culture of
innovation and branding Canada as a leading
innovator globally. Over 80 schools in the
Canadian K-12 system are members of the
NIS.

For more information about NIS and SchoolNet
go to: www schoolnet ca/nis-rei/e/
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modified to reflect the differences between the education and business sectorsÑincluding
variances in language and terminologyÑthe study document provided all interview participants
with a good understanding of how innovation is measured and realized in organizations. A copy
of the study questionnaire is attached as Appendix 2.

CÑConducting the School Interviews

During the May 20th to June 12th, 2002 timeframe 30 teacher, principal and vice-principal
interviews were conductedÑ20 school teacher interviews and 10 school principal and vice-
principal interviews. Each interview lasted between 45 minutes to one hour. The interviews were
informal in nature and consisted primarily of a structured conversation centred on the concept of
innovation and the four pillars of innovation framework. Twelve of the 30 interviews were
conducted in person (at 2 schools), and 18 interviews were conducted over the telephone (at 3
schools). In total 18 of 30 written study questionnaires were returned.

Step 1ÑInterview participants were asked to define innovation in their own words, and to
describe how their school, as part of the NIS, is considered to be innovative. They were also
asked to comment on the research project's "de facto" definition of innovation and whether it
accurately reflects the sort of innovation that occurs in their schools. By describing their
innovative activities, both inside and outside the classroom, and how their school implements
innovative initiatives (i.e., what are the underlying contexts, climates and environments
necessary for these innovative processes and activities to take place) interview participants
reflect on the root causes and enabling factors of innovation.

Step 2ÑInterview participants were introduced to the research project's 4 pillars of
organizational innovation framework and were asked if this framework applies to their
school's innovation activities (i.e., did the innovation pillars of leadership, cultures and
climates, structures and processes, and people resonate with them).

Step 3ÑInterview participants were asked to "drill-down" and focus their attention on how
innovation is manifested in their schoolsÑnot on what the innovations are but how they
came to be realized.

Step 4ÑInterview participants were asked to describe the skills, attitudes and behaviours
that they, their co-workers, and leaders needed to possess in order for innovation to be
realized within their schools. As well, interview participants were introduced to the
Innovation Skills Profile (ISP)Ña list of the skills, attitudes and behaviours that
organizations and schools need to be innovative and successful in every aspect of
performance, and that individuals need to fully contribute to their organization's innovation
performance.6  A draft of the ISP is found in Appendix 3.

                                               
6 The Innovation Skills Profile (ISP) project is an analogous piece of innovation research that The Conference
Board is conducting. The ISP isolates the unique contribution that skills make to an organization's innovation
performance by focusing on the role of individuals' and teams' skills, attitudes and behaviours in achieving
successful innovation. The ISP will be released in December 2002.
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DÑWriting the Report

This report is based solely on the findings and insights gathered from the interviews and
study questionnaires. Additional innovation research and literature materials are referenced
throughout the paper to bring context and positioning to key points and arguments.

3. The Conceptual Framework of Innovation

Innovat ion i s t he pr oduct of  sever al  factors, i ncl uding or ganizati onal capacity, i ndivi dualsÕ skil ls
that  gener at e personal capacity, and the l inkages in pl ace between i nternal and external wor king and
lear ning environment s. By extendi ng the f ocus from how a parti cul ar  innovat ive outcome occurs to
incl ude what  fundamentals ar e needed to enhance the abi lit y to innovateÑfor exampl e,  the ski lls,
at ti tudes and behaviours of indivi duals and teams,  t he leadership quali ties of an or ganizati on or
inst itution,  and t he physi cal and social wor king environment  in which people funct ionÑi t i s clear
that  innovat ion is a pr ocess that can be m anaged t o enhance the pr obabi lit y of successf ul
development and im pl ementati on. 

The Government of Canada, in it s r ecent ly released i nnovat ion strategy repor t: Achi evi ng
ExcellenceÑI nvesti ng in People,  Knowledge and Opport uni ty,  def ines i nnovation as a process
through which new economic or soci al  benef it s are extracted from knowledge.7 I t is thr ough
innovat ion, the report states, that knowledge i s applied t o the development of new product s and
services or to new ways of  desi gni ng, producing or  m arketi ng an existing product or ser vice for 
publ ic and private m arkets. Her e, innovati on refer s to bot h the cr eative process of applyi ng
knowledge and t he outcome of  that pr ocess.  I nnovat ions,  ther efore,  can be world fi rst, new t o a
country, l ike Canada, or sim ply new to the organizat ion or  i nst ituti on that applies them.

The Conference Board of Canada defines innovation in much the same way. Innovation
within organizations is broadly defined as a process through which value i s ext racted f rom skil ls
and knowledge by generating,  devel oping and implementing i deas to produce new or i mproved
product s, processes and services.8 Al though t hi s defi ni tion m ay appear to be pr edominat ely
"business- centr ic" i n natureÑby focusing on the economi c val ue of innovati on coming from pri vat e
sect or ini ti ati ves ( e.g. i mproved retur ns on investm ent s, hi gher profit  margins, or reduct ions in ti me
to m arket)  i t i s also appl icabl e t o Canada's educati on system and the r ole t hat  educators and school s
pl ay in nurt uri ng and developing highly innovat ive i ndi viduals.  In schools i nnovat ion capaci ty is
buil t t hrough processes and str uct ur es com parable to the business exper ience. I n i nnovative school s, 
teacher s are gi ven m ore opportunit y and support  to seek out and harness new learni ng and t eachi ng
experiences.  In doing so, they not  only acquire capacit y t hemselves, they are also able to help their 
st udent s become innovat ive by gaining new skill s and knowl edge.  How innovati on capacity is
real ized i n students is determi ned t o a large extent  by the val ue of  their  educati onal exper ience. 

Measuring the Value of Innovation

In m ost  busi nesses, employees work t o produce t angible end product s,  li ke cars or laptops.  T he
ri sks and rewar ds of  innovat ive thinking or innovati ve ini ti ati ves i n t hese organi zations can be

                                               
7 Industry Canada. Achieving Excellence: Investing in People, Knowledge and Opportunity. (Ottawa, Industry
Canada, 2002) p. 4.
8 It is this  d efinitio n that the sch oo l educators  an d adm inistrators  w ere as ked to r ef lect o n dur ing  their interv iew s.



The Four Pillars of Innovation Research Project: How Innovation Occurs in High Schools Within the NIS

The Conference Board of Canada, July 2002 9

measured f ai rly di rectl y as profit s and losses to the company. In schools st aff  tend to work towar d
more intangi ble outcomes or end pr oduct sÑe.g., ski ll ed,  educated, and knowledgeabl e
st udent sÑand the benefi ts or  detri ments of  t hei r i nnovative ini tiati ves ar e much m or e diff icult  to
measure. How a student att ai ns and r etains skil ls and knowledge is a funct ion of t he teaching and
lear ning environment s i n whi ch they are si tuated. Ul tim ately, i t i s thr ough inspir ed and i nnovative
teaching and learning practi ces and processes, and by exposi ng students to l ear ning environm ent s
and learni ng cultures t hat  support  and encourage i nnovative ways of thi nki ng, acti ng and doi ng that
st udent s t hemselves learn best.  It  stands to reason,  therefore,  that  teacher s and school adm ini str at ors
can ext ract val ue (t he enhanced lear ning experi ence of their  st udent s) from their teaching skil ls and
subj ect  ar ea knowl edge by gener ati ng, developing and im plementi ng ideas to produce new or
im pr oved products (e.g. , new or  im pr oved l esson pl ans, class pr oject s, assignments, and fi el d t rips) ,
pr ocesses (e.g. , col laborati ve teaching opportunit ies, recognit ion of achi evements) and services
(e.g., teacher mentoring act ivi ties,  pr ofessional devel opm ent i nit iatives) .

Creating the Context for Innovation

Three m ain elem ent s det erm ine a company's or  a school's abil ity to i nnovat e successf ull y
over tim e:9

•  The Organi zational  or I nst it uti onal ContextÑT he or ganizati onal or insti tut ional  context  for
innovat ion determi nes t he extent t o whi ch how effect ively the i nnovation process can occur 
wi thin a com pany or school .

•  The Col laborati on ContextÑT he avail abili ty of  oppor tunit ies f or par tnerships,  al liances and
coll aborat ive effort s creates t he collabor at ion cont ext  that  enhances a company's or  a school's
internal abi lit ies t o i nnovate. 

•  The Public P oli cy ContextÑT hi s determ ines t he gener al  envir onment i n whi ch companies
and school s operat e,  and can have a str ong i nfl uence on such key i nnovation- rel ated issues i n
as skil ls avail abi li ty,  pr ot ect ion of i ntell ect ual  propert y,  curri culum , pedagogy,  and amount of
avai lable pr ofessi onal devel opm ent .

Together, these three cont exts det er mine t he extent to whether or not a company or  school can
make innovat ion a pr ior ity; how ef fecti vel y they are in pursuing i nnovative ideas,  product s, 
pr ocesses,  and ser vi ces; and how successful they are in achi evi ng the advances innovati on makes
possibl e. This research project focuses primarily on the organizational or institutional contexts
for innovation and will only touch briefly on the collaboration and public policy contexts for
innovation, as the scope of these issues and their complexity exceeds what could reasonably be
discussed in this paper.

The Organizational Context of Innovation

Recogni zing that i nnovation includes the abi lit y and wi lli ngness t o generate, develop and
im pl ement ideas, and the abi lit y and wi lli ngness t o take r isks,  it  i s not surpr isi ng that each and ever y
envi ronment in whi ch an indi vidual  or group is sit uated pl ays a large r ole i n shaping one's pot ent ial
capacit y f or  innovat ion. T he capacit y t o i nnovate,  or one's innovative capacity defines a personÕs
underlying abilities or potential to be innovative in a given environment or set of circumstances.
                                               
9 Judith Gibson, Jacek Warda and Janusz Zieminski. Building the Future: 1st Annual Innovation Report. (Ottawa:
The Conference Board of Canada, 1999) pp. 22-24.
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Exhibit 3ÑThe 4 Pillars of Innovation

1. People: The Human Resource Capacity

2. Leadership

3. Culture and Climate

4. Structures and Processes

Source: The Conference Board of Canada.

The context within which innovation occurs inside an organization is shaped by four basic
elementsÑthe four pillars of innovation.10 The four pillars, in and of themselves, do not bring
about innovation to organizations and institutions, rather, they offer a framework from which the
complex process of innovation can be better understood and studied. The four pillars of
innovation are People; Leadership; Cultures and Climates; and Structures and ProcessesÑsee
Exhibit 3 and Diagram 1, below.

1. People: The Human Resource CapacityÑThis refers to the knowledge, skills, attitudes and
behaviours of employees, at all levels. Innovative organizations seek out and hire people with
a range of diverse and complementary competencies including creativity and continuous
improvement skills, implementation skills, risk taking skills, and relationship building skills.
Individuals who take initiative, generate new ideas, embrace change and learn are qualities
that are required of all employees.

2. LeadershipÑInnovative organizations
require leaders who have a clear vision,
who are passionate about the organization
and its future, and who are able to think
and act in new ways and motivate others
to do the same. Top management sets the
direction, communicates the priority on
innovation, and influences whether the
conditions are in place for innovation to
thrive. Leaders of innovative organizations demonstrate their commitment to
innovationÑwithin and outside an organizationÑby what they say and where they put their
priorities, and how they support their priorities with resources.

3. Cultures and ClimatesÑInnovative organizations have an entrepreneurial and risk taking
spirit. They are open to sharing ideas and learning new ways of doing things. Innovative
organizations encourage collaborative approaches and they provide the necessary resources
and environments needed to think and act in new ways. Most importantly, innovation
requires a work environment in which ideas and initiatives are celebrated, risk is tolerated,
and learning and change are valued. In such working and learning environments, employees
tend to behave in a way that results in continued innovation across an organization.

4. Structures and ProcessesÑInnovative organizations have systems and structures in place
that enable and encourage innovative thinking, acting and doing. Structures and processes
that promote and allow for the sharing of knowledge and information, the ability to work in
teams, and working across departments are conducive to innovation. Most innovative
organizations are structured for flexibility. They tend to be relatively flat, capable of creating
and disbanding teams from across the organization, and of moving ideas and information

                                               
10 The "four pillars of innovation" are found in: Building The Future: 1st Annual Innovation Report. (Ottawa: The
Conference Board of Canada, 1999). pp. 22-23. The 4 Pillars of Innovation provide a framework from which
innovationÑan extremely complex process, driven (or inhibited) by a variety of factorsÑsome structure, and
provides a way to understand how innovation can be better understood and organized.
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Diagram 1ÑFour Pillars of Innovation

Leadership                                     Cultures &
     Climates

   Innovation

People                            Structures &
(HR Capacity)                                 Processes

Source: The Conference Board of Canada, 2002.

quickly. As well, management processes and policies, such as human resources, planning and
finances are aligned with corporate priorities on innovation.

Fundamentall y, innovati on only happens thr ough peopl e. Everythi ng el seÑthe syst ems,
pr ocesses,  structures, cul tures, cli mat es and l eader shi p of an organizationÑset s t he context  that
defi nes how people appr oach their jobs. 
•  An organizat ional culture that

di scour ages ideas wi ll see f ew emerge.
•  Syst ems desi gned t o minimi ze ri sk,  or

foll ow est ablished guideli nes, wil l
invariably m ini mize innovati on and r isk
taki ng. 

•  Leaders who bal k at,  or  shy away f rom
new ways of doi ng things discourage
ot hers from thi nki ng outsi de of  the box,
or  greatly i nhi bit  t hem  fr om  looki ng for
im pr ovements.

•  St ructures t hat  im pede int er act ion among
gr oups or the m ovement of ideas between
people wil l also undercut an
or ganizati on's capacity for innovati on. 

No matter how different organizations may be in terms of their focus, their products or
services, or their customers, the truly innovative one's demonstrate many similarities. Above all
else, they put in place the processes, structures, climates and cultures that enableÑor at the very
least encourageÑinnovation to thrive. By way of example, this can mean some or all of the
following:11

•  Innovative organizations manage innovation as a process like any other process, linking it
directly to business strategy and performance.

•  Innovative organizations introduce processes that directly relate to each phase of the
innovation "process" itself, from the generation and incubation of ideas, through successive
stages of development, to commercialization or implementation. Such processes may include
grass-roots employee-based programs, training and development investments, formalized
decision-making processes, team formation

•  Innovative organizations use the organization's "culture shapers" to drive innovation as an
organizational normÑe.g., explicit mission and value statements, compelling vision and
goals, and related communications strategies.

•  Innovation organizations pay careful attention to the systems and structures and processes
that help integrate vision and values into the working reality of the organizationÑgoal
setting and accountability-frameworks, hiring and retention strategies, rewards and
recognition, organizational and knowledge management.

4. Innovation in Schools
                                               
11 Laying the Foundation, 1999. p ii.
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So how do innovative schools go about
being innovative? Are the foundations of
innovation that are present in
organizationsÑgood leadership, enabling
structures and processes, effective cultures
and climates, and good peopleÑthe same
foundations that enable schools to be
innovative?

Under traditional models of education,
educators are required to deliver mandated
curriculum objectives using "chalk and talk"
approaches, with students relying on
textbooks and teacher generated handouts.
Under this approach, subject matter lines
are somewhat rigidly preserved, educators
focus on specific subject matters, and
students are assessed on their ability to
demonstrate subject matter knowledge and
relevant skills-proficiency in discrete
subject areas. Innovative schools, on the
other hand, tend to seek out ways to enrich
their students' learning experience, by
encouraging educators to consult with each
other across subject matter or disciplinary lines, and by using new tools and technology in the
classrooms. As well, innovative schools deliberately help students connect their learnings from
one class with what they are called upon to do in other classroom learning situations.12

Innovative schools provide the necessary tools to their students in order to make them successful
learners. They have leaders who are adamant about developing a culture and climate that
promotes and encourages new ways of thinking and doing things. As well, innovative schools
have structures and processes in place which foster and enable educators to think beyond
individual and institutional comfort zones.

As one interview participant put it, innovative schools are made up of a core group of
teachers and school administrators who constantly seek out ways to:
1. Do the same thing with less (resource reductionÑe.g., reducing the time, capital costs or

staff needed for an activity)
2. Do better with the same, or less (quality enhancementÑe.g., do things faster, better or

cheaper)
3. Do things differently (reconceptualizationÑe.g., using new technologies to teach the

curriculum)
4. Do different things (transformationÑe.g., using on-line learning to engage students in

learning activities from different locations)

                                               
12 Kurtis Kitagawa, Canada's SchoolNet GrassRoots Program: Case Studies 2000/2001. (Executive Summary of
GrassRoots Project Case Studies). February 2001. p. 2.

Exhibit 4ÑOrganizational Innovation Study
Tour

In 1998, The Conference Board of Canada
held an Executive Study Tour on Growth
through Innovation. The tour visited four
organizations: Motorola Inc., Sun
Microsystems, Toyota Motor Sales (USA) and
Starbucks Coffee Company.

How do innovative companies differ from other
companies?

Findings from the study tour suggest that these
innovative companies (and others like them)
force change even when circumstances don't.
They drive breakthrough innovation by setting
and holding the organization to "impossible"
goals. They are values- and vision-driven, and
their leaders are open to challenge. They are
also committed to their employees as the
source of their success. They work hard to hire
and retain the people they need, and they go
to great lengths to reward them.

Source: The Conference Board of Canada, 1999.
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5. Key Themes Emerging From the School Interviews

What it Means to be Innovative

The majority of innovations that take place in schools tend to focus on implementing new or
improved ways of teaching and learning so that the studentsÑthe "clients" of the schoolÑcan
learn and develop the skills, attitudes and behaviours needed in life and work. One educat or  said
that  to be i nnovat ive, schools and t eacher s must continual ly assess their teaching and learning
pr actices,  underst and, and appr eci at e t he fact that there is al ways room f or  change and
im pr ovement.  Innovat ive schools, t heref ore, are the ones t hat m ost  r eadily adapt, and adopt the
phil osophy of change. T hey have pr ogram s, peopl e, st ructur es and cul tur es that foster, encourage
and all ow for change to happen. 

Resting on past successes is not the way to stay on top of the game, or to develop
"innovative" approaches to teaching and learning. The five NIS schools participating in this
research project know this well. Educators from these schools are constantly modifying their
lesson plans, searching out and bringing in new practices and enhancements to their teaching
techniques. Those that are driven by their professionalism and their passion to teach constantly
seek new or improved ways of teaching and learning for two primary reasons: as educators they
strive to do the best they can, and they want to get the best out of their students.

Circumstances in schools change all the time, as do school environments and cultures. The
capacity for educators to be innovative is directly related to these changing circumstances,
environments and cultures. Innovations in schools tend to be of two typesÑsystemic or
comprehensive, and incremental. In interviewing educators for this research project, many noted
that often at the outset, a school will implement a comprehensive and dramatic change to its
teaching and learning approaches (sometimes this change is brought about by an internal
decision, whereas at other times the change may be mandatedÑi.e., a new provincial
curriculum). Typically, systemic changesÑoften referred to as "great leaps of faith"Ñare
followed by periods of incremental innovation or little to no innovation at all. Without question,
being innovative can be an exhausting and time-consuming process for schoolsÑand people,
structures and systems often need to take time to adjust, rejuvenate themselves and become
grounded.

Canmore Collegiate High School, for example, early on in its history implemented a strategy
that called for the wholesale adoption and use of information and communication technologies
within it's teaching and learning practicesÑa somewhat radical approach compared with other
traditional school practices in Alberta. Every teacher was given a computer for their desks and a
school technology team was created to set the direction for the school. The "tech team" was
made up of staff from every department in the school. Collaboratively they decided what
technologies were most desirable for the school, how the technologies were to be used and
integrated into their classes and curriculum, and the sorts of professional development needed to
"up-skill" the school staff so that they could effectively teach their subject matter. Today, the
sorts of innovations taking place at Canmore Collegiate tend to be incremental in nature,
focusing on two primary activities: those that bridge the distance of ICT applications and
approaches used among staff and departments (the breadth of use)Ñfor example, getting all staff
to use technology in their daily class and non-class activities; and those that search for more
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effective ways to use and approach ICT (depth of use)Ñfor example, having students build their
own Web sites using animation software and integrating Art and English subject matter into their
Web-based projects. The end results of these incremental changes are that:
•  Teachers tend to consult more with each other across subject matter or disciplinary

linesÑthereby better integrating their teaching and deliberately help students connect their
learnings from one class with what they do in other classroom situations.

•  Teachers and students develop ICT skills through practical applications that they themselves
devise to support their teaching and learning objectives.

•  Students are exposed to the many uses of ICT as an aid to learning and communicating.

Teachers and school administrators at Canmore Collegiate are confident that it is only a
matter of time, and discovery, before another systemic innovation floods the minds and halls of
the school.

When asked to describe what it means to be innovative, teachers and administrators from the
five NIS schools resoundingly said that innovation is all about discovery and continuous
improvement. Innovation, they said, is about:
•  Trying new thingsÑdifferent modalities of learning, using new tools and technology, or

applying new or improved teaching strategies
•  Instituting new or improved programs and procedures, and ways of applying knowledge in

order that students come out of their schooling better skilled and more knowledgeable
•  Keeping upÑnew curriculum, new technology, changing expectations of students and

parents demands that schools and educators stay on the "leading-edge"
•  Pushing beyond the norm, taking risksÑwilling to do things differently and to do different

things
•  Finding new or better ways to catch the attention of students
•  Looking for other ways of doing things
•  Extracting skills and knowledge to create new

or improved value
•  Exploring new or improved ways of teaching to

help the personal development of students

Not surprisingly, defining innovation as a
process through which value is extracted from
skills and knowledge by generating, developing and
implementing ideas to produce new or improved
products, processes and services sits well with the
teachers and administrators from the five
innovative schools participating in this research
projectÑBishops College, �cole secondaire de
Casselman, Ursala Franklin Academy, Garden
Valley Collegiate, and Canmore Collegiate High
School.

Bishops College

Bishops College integrates technology
into all areas of the school curriculum.
Located in St. John's, Newfoundland,
the school's administrators and
teachers and have received numerous
teaching awards for their work with
technology. Believing in the uniqueness
and importance of the individual and in
the empowerment of all students to
succeed, Bishops College involves
students, parents and the community in
decision-making about learning and
school life.
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Innovative Schools Focus Their Attention on Students and Student Learning

A look at Bishops College's 2001 ICT Plan vision statement, for example, clearly illustrates
how this school is focused on student successes and innovationÑrealized through continuous
improvement and the generation, development and implementation of ideas to produce new or
improved teaching and learning processes, strategies and learning outcomes:

"[Bishops] is committed to graduating students who possess skills to succeed in and adapt to
the changes of the information age. Encouraging teacher innovation in instruction through the
employment of various methodologies and teaching strategies including implementation of
information and communication technologies across the curriculum is another important goal of
the school. The staff, as a whole, is continually searching for better access and improving
technological services to students and teachers. Our classrooms will continue to contain
technological components that are intended to enhance the learning environment and enrich the
delivery of instructionÉ"13

At Ursala Franklin Academy (UFA) everyone
Ñfrom students, to teachers and administrators, to
parentsÑis considered to be a learner and a
teacher. "We're all learners and we're all teachers
at UFA" says the school's information booklet.
Students are actively encouraged to lead sessions
in areas of interest or expertise. Staff are
committed to collaboration, extra-curricular
activities, and to being involved in programs
where a responsive approach to students and
parents is critical. As well, UFA staff members
meet weeklyÑoutside of school hoursÑfor
professional development activities and to reflect
on and plan the school program. With a clear mandate to prepare students for the future and for a
changing world, and by adhering to a set of values and principles that supports and encourages a
sense of community, self esteem, and discovery, the high expectations of UFA's students and
staff are being realized through innovative teaching and learning practices.

Mission statements, vision statements and school values on their own do not make schools
innovative. They simply inform, and set the direction to help guide schools in their pursuits.
Ultimately, it is the staffÑthe teachers, principals and vice-principalsÑand the students that
make innovative schools such effective and leading edge places of learning and teaching.
Through the initiatives and efforts, dedicated professionalism, tenacity and determination, and
creative sense of discovery and learning of staff are innovative cultures and climates within any
school truly realized.

The Four Pillars of Innovation Framework Fits the School Model

Innovation is time consumingÑusually requiring teachers and administrators to spend many
hours of additional time above and beyond the call of duty "in the school and in the classroom".

                                               
13 From: Bishops College ICT Plan (2001) Vision Statements: www.bishops.ntc.nf.ca/techno/ictplan.html.

Ursala Franklin Academy (UFA)

UFAÑa publicly-funded secondary
school located in TorontoÑwas founded
in 1995. The school provides its 400
students with a choice in public
education by offering them integrated
liberal arts and sciences packages at the
advanced level. Integrated and cross-
curricular studies at UFA introduce
students to skills such as conflict
resolution, computer technology,
problem solving, and student leadership.
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Educators are first and foremost responsible for the effective delivery of learning to students.
"Day to day" work includes the preparation, delivery and evaluation of lessons; the supervision
of students inside and outside of the classroom; and leadership responsibilities in a variety of
student extracurricular activities and school or board committees. Teaching a lesson is not
necessarily innovativeÑthe innovation comes in the planning and development of the lesson
itself. Innovation work tends to be in addition to everything else.

Innovation, according to a number of teachers interviewed for this research project, is also a
dynamic process that can often be disruptive and
messy in natureÑhitting "speed bumps" or
obstacles along the way that, if left unresolved, can
quickly lead to the demise of ideas and activities.
Innovations typically upset the smooth daily
operations of a school, and if left unchecked can
lead to havoc and mayhemÑone educator's
accomplishments can be another's greatest troubles,
or an administrator may tire of the demands and
pressures that an innovative idea places on a
school. For innovations to flourish within a school,
there needs to be a culture and environment in
place that strikes a balance between supporting and encouraging innovative thinking, acting and
doing while maintaining a vigilant eye on the immediate learning needs and outcomes of
students. Finding this balance between seeking change and working within the status quo and the
current structures and systems of an education system is often the difference between innovative
success and failure. Having the right people in place with the right sets of competenciesÑtrend-
spotters, creators, risk-takers, implementers, adopters, leaders and managersÑis paramount.

Interview participants were asked if the four pillars of innovation accurately depict the
complex concept of innovation within their schools. All 30 interviewees said it did. Here's what
some of them had to say about the four pillars of innovation framework:
•  "The four pillars clearly define the structure of innovation in schools."
•  "The framework addresses the factors integral to successful innovation at the class and the

school level."
•  "For innovation to happen in schools a

combination of the four pillars is needed."
•  "The four pillars accurately reflect the main

"supports" of school innovation."
•  "The four pillars offer a good balanceÑwith a

strong emphasis on human resourcesÑof what
things need to be in place in order for
innovation to flourish."

•  "People are a school's most important
resourceÑleadership, staff and students ultimately determine the culture of a schoolÑand it
is people, not structures that need to change in order for innovation to flourish. However, the
reality is that schools and staff (and students) have to deal with structures that hinder
innovation. The four pillars accurately address these issues."

Garden Valley Collegiate (GVC)

GVC is located in Winkler, ManitobaÑin
the heart of south central Manitoba. With
a student population of approximately
1,000 this rural high school was the first
in Manitoba to offer online courses over
the Internet. GVC is also a pioneer in the
use of PDAs in education.

Canmore Collegiate High School

Canmore Collegiate opened in 1995,
specifically designed to incorporate
technology in the classroom.
Computers are accessible in labs,
hallways and lounges throughout the
school. Located in Bow Valley, the
school requires that all learners take
courses that equip them with relevant
ICT skills.
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•  "As an educator I believe that I would be innovative no matter where I taught. However, in
the school that I am in now I am surrounded by other educators who also embrace
innovationÑcreating a climate where my innovative ideas can flourish and where I can share
my ideas with those who have the same goals that I do. For innovation to be successful, the
administration and staff must be committed to innovation. The leadership and staff create the
culture and climate in which the students learn. The leadership also encourages the structure
and the processes that foster change by actively seeking staff that is committed to innovation.
In short, the leadership of a school actively searches for proper staff and develops a structure
that fosters innovation, out of this an innovative culture and climate emerges."

•  "The four pillars of innovation framework offers an accurate description of the factors that
promote innovation in schools however it does
not reflect, nor accurately capture, the cyclical
nature of innovation."

Innovation in schools is cyclical in
natureÑgoing through ebbs and flows or
"waves" of innovation. The capacity for a school
to be innovative, and the innovations themselves,
are influenced by a multitude of factors, including
social, political and economic events; people;
leadership styles; changing cultures and climates;
and structures and processes within which a
school operates. The four pillars of innovation do
offer schools a framework from which they can better understand and appreciate what it takes to
be innovative. The four pillars also help schools to determine what they must do in order for
innovation to be realized and sustained in their learning environments. Like a fire that requires
three support elements: fuel, oxygen and an ignition source, innovation excels in schools when it
has four support elements in place: good people, solid leadership, the right cultures and climates,
and accommodating structures and processes.

Rating the Importance of the Four Pillars of Innovation in Schools

Asked to rate the importance of each of the four pillars, 100 per cent of the interview
participants stated that the peopleÑor human resource capacity of their schools was very
important to achieving innovative success.14  "Schools do not innovate, people do" was a phrase
often heard throughout the interview sessions.
•  64 per cent believed that a school's culture and climate was very important to being

innovative
•  57 per cent said that leadership was very important to a school being innovative
•  36 per cent said that structures and processes of a school were very important to being

innovative

                                               
14 26 interview respondents answered this question when asked to rate the importance of each pillar on a scale of 1
to 5, where 1 was not important at all and 5 was very important.

�cole secondaire de Casselman

L'�cole secondaire de Casselman is
involved in many Information
Communication Technology (ICT)
learning projects. Students use graphic
and music production software to create
pictures and songsÑwhich are accessed
by the community and students from
other schools. The school also engages
in many partnerships with businesses,
elementary schools, colleges and
universities.
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Ranking the Four Pillars of Innovation

When asked to rank the importance of each of the four pillarsÑi.e., which pillar was most
importantÑthe majority of respondents said that people ranked the highest, followed by
leadership, cultures and climates, and finally structures and processes.  Some of the comments
made by interview participants include:
•  The people or human resource capacity of a school is most important when talking about

innovation. It is through the ideas and actions of staff and students that innovative teaching
and learning activities are actually realized and developed.

•  The people are the most important pillar of school innovation because, typically, a school's
resources are fully allocated and the structures and process well established. It is up to the
staff, therefore, to come up with new and improved ways of doing thingsÑwithin these well-
defined parameters. You can force structures and processes on people, but you can't force
people to be innovative.

•  It is hard to rank the importance of one pillar over the other as it depends on the contextÑfor
example, in difficult times versus good times, the balance of importance may shift from
culture and climate to leadership. As such, they are all equally important.

•  Schools, according to one teacher interviewee, are still very traditionalÑ"bells still control
the day"Ñand discipline is often the main concern. That being said, for innovation to happen
in schools, it takes a very strong team of people along with good leadership.

•  People and school culture and climate should be given the highest ratings because these two
pillars have the best potential for maintaining continuity and embedding innovative values
within a school. Leaders and structuresÑespecially in the current school systemsÑare more
likely to alter or shift their level and quality of attachment to innovative approaches.

•  Innovative changes are lead by visionary staff, whereas good leadership in innovative
schools tends to function in the backgroundÑhelping to focus and support changes rather
than driving the changes themselves.

•  Innovation occurs in schools only with the support of the staff, and a culture that strives for
excellenceÑe.g., a culture that wants to break new ground, be out in front, and go where no
one has gone before.

•  Together, people and leadership create the culture and climate that is necessary for
innovation to happen in schools. Leadership deals with the issues (e.g., the structures and
processes that inhibit or impede innovation) so that the staff is free to focus their attention on
implementing new and improved learning and teaching strategies and techniques.

•  Individuals who champion ideas will do whatever it takes to get them up and
runningÑregardless of the culture and climate of the school, or the structures and process in
place. On the other hand, a school with a great culture and climate but with no one willing to
step forward and champion an idea will often find that little in the way of innovation gets
done. Understandably, individuals who already have their hands "plenty full" are not usually
as keen to take on additional hours of responsibility and work.

Placing Each of the Four Pillars of Innovation Within the Context of Schools

The report now turns its focus to the four pillars of innovation and examines, by way of
example, how the five NIS schools have implemented and maintained effective innovative
teaching and learning strategies overtime, and how they have overcome some of the obstacles
and challenges they have faced in their journeys of innovation.
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A: PeopleÑHuman Resource Capacity

Innovat ive schools have on t hei r staff a broad range of  teacher s and administrator s.  Al l of them,
wi thout  question, ar e dedi cated and com mit ted t o providing student s wit h t he best education
possibl e. What is most str iking about i nnovative educat ors i s t hat  t hey have a wor k ethic that is
second to none.  Innovat ions take a t rem endous amount  of  work and t im e t o see through to
fr ui tionÑt im e t hat  i s i n additi on to one's r egular  t eaching dut ies and responsi bil it ies. As such
innovat ive educators tend to work late int o the evenings, early in t he mor ni ngs and on weekends
and hol idays. T hey are dedicated and commi tt ed to st udent learning and devel opm ent .   

The innovati ve educator s i nt erviewed for t hi s r esear ch project share a num ber of com mon tr ai ts
and characteristics.  Most noticeable is that  they ar e passionat e about what they doÑteachi ng
st udent s. They are both advocat es and cham pi ons of  new ideas, proj ects and appr oaches. Innovati ve
educators know that student learni ng is an ever green pr ocessÑsubject  matter constant ly changes,  as
ar e the ways in which students are t aught
and learn.  T he truly innovat ive educator,
ther efore,  needs t o be abl e to dir ect and
manage change, and be able t o
comm uni cat e and demonst rat e the benefit s
of  a changeÑi.e., a process improvem ent ,
bett er end-perf orm ance of st udents, or the
fi nanci al savings to a school). 

Ot her key skill s, at tit udes and
behaviours prevalent  in innovat ive
educators addressed in the i ntervi ews,
incl ude:
•  A desir e t o explor e new ideas and new

ways of  doing t hings
•  An ability to think outside the

boxÑconstantly looking for ways t o
im pr ove

•  A knack for constantly r e-eval uating and im provi ng upon cur rent teachi ng pr act ices; 
•  A desire to excel and succeed
•  A wi lli ngness t o i nvest  extr a t ime and resources i nt o t he devel opm ent and im plementation of

new ideas and practi ces
•  An abil ity t o t ake on r isks and new challenges wit h the underst anding t hat  not everythi ng wi ll be

successful 

Not all  educators ar e i nherentl y, or  outwardly,  innovat ive. Thi s i sn't a bad thing eitherÑas it 
woul d be a r eal  chal lenge to manage a staf f of for ty educators who were al l independent ly
innovat ive. That bei ng sai d,  many educator s are not aware of  how "innovati ve they tr uly ar e. 
Innovat ion i n school s ( and busi nesses) is more than bei ng cr eat ive and gener ati ng new i deas or
knowledge.  T o i nnovate successf ull y in any school,  or i n any team,  organizat ion, par tnership, or
coll aborat ive i nit iative f our key sets of competenci es are r equired. 15

                                               
15 Brian Guthrie and Jacek Warda, The Road to Global Best: Leadership, Innovation and Corporate Culture.
(Ottawa: The Conference Board of Canada, 2002). p. 3.

Exhibit 5ÑKey Attributes of Innovative
Educators

Innovative educators share some common
traits. They tend to:

1. Think "outside of the box"
2. Approach challenges and opportunities in a

creative manner
3. Be risk takersÑentrepreneurial minded
4. Adapt to situations well and be flexible
5. Demonstrate great tenacity
6. Be open minded to new ideas and

approaches
7. Be passionate about education and learning
8. Be proactive rather than reactive

Source: The Conference Board of Canada, 2002.
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1. CreatorsÑt he thought  leaders, i dea generat or s, and out- of- the-box thinkers
2. Impl ementers or ExecutorsÑt he pr oducers,  doer s, and oper ati ons people
3. Commercial izersÑt he entrepr eneurs, mar ket er s, and sell ers
4. ManagersÑthe organi zers,  team  builder s, networkers, col labor ators,  and the executi ves

Few indivi duals, school s, or  or ganizati ons excel at all  four  innovat ion competenci es. However,
because educators ar e r equir ed to multi -task much more so than individuals working i n a busi ness
envi ronmentÑwhere one's skil ls are aligned t o a specifi c j ob task or  job f uncti on (e.g. , m ar ket ing,
research and devel opment, or  pr oduct ion), educator s tend t o dem onstr ate more multi -i nnovat ive
competenci es. I n other wor ds educators need to be the creators,  im pl ementers, and lead mar keter s of
thei r own ideas. And within truly innovative schoolsÑlike the five NIS schools participating in
this research projectÑthere are at least a handful of teachers (and administrators) that make up a
critical mass, or core group of risk takers, idea makers, implementers, and
commercializersÑneeded for  sust ained innovat ion to happen. 16

As well , t he passion, dedication and spirit of the group of those innovative teachers who are
the idea generators tends to rub-off on those educators who are not intrinsically innovative
thinkers but who may decide to jump onto an innovative project and help ensure its success. At
Garden Valley Collegiate (GVC), for example, a small group of educators were interested in
using PDA'sÑmobile handsetsÑin the classroom. After much research and considerable
discussion with other educators, businesses, and various communities of learning the group
presented their PDA idea and teaching plan to the school principal and vice-principal. They
believed in the project and the value that it would bring to the students learning and backed the
initiative. Today the school has enough handsets for every student in the classroom, other
educators are interested in applying the PDA technology and learning platform into their lesson
plans, and GVC is recognized as a pioneer school in the use of handheld technology.

Innovative educators are not interested in the status quo, or the comfort zones of
teachingÑe.g., summers offÑthey are interested in pushing the bubble wherever and whenever
possible. An innovative teacher at Canmore Collegiate, for example, decided to run a "triple-split
classroom". In this innovative approach to teaching three grade levels (grades 10, 11 and 12)
come together in the same classroom, at the same time, to engage in differentiated learning
projectsÑone lesson plan with many different learning streams to reflect the differences in the
grades and learning styles of students. Not only has this "triple-split-differentiated-learning"
approach offered students a unique and innovative learning experience, it has also allowed the

                                               
16 According to a number of the teachers interviewed for this study, nay-sayersÑthose who constantly criticize how
resources are spent or allocatedÑoften hinder innovation from happening. Even in schools deemed to be
"innovative" there are typically anywhere from 10 to 30 per cent of the staff not interested in innovation (this figure
is not based on any research methodology, but on the opinions of a number of interview participants). In "non-
innovative" schools this percentage tends to be much higher. If given the choice these non-innovators would rather
function "as is" and maintain the status quo rather than introduce or develop new teaching techniques and practices.
The reasons are as varied as the educators themselves. Some have achieved tenure, or are close to retirement and
simply do not have a desire to "change", others believe that their current lessons work well and don't need to be
altered, others simply do not have the time to be "innovative", still others are not the Type "A" personality needed to
take risks or think-outside-the-box. On the other hand, the hard-core innovators see nay-sayers as just another
challenge or obstacle needed to overcome.
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school to offer the course to more students (three courses per grade/per year, instead of just one
course per grade). It  i s i nnovative approaches and init iat ives like t hi s t hat  m ake schools innovat ive.
And having a core gr oup of  l ike-mi nded innovati ve thinkers and doers that push the limits of a
school, challenge assumptions, and enjoy finding new or better ways of doing things can, and
does, effectively influence the innovative culture and climate of a school.

Fi nally, one way i n whi ch schools and t he business comm uni ty di ffer is in the way st aff  ar e
recr uit ed,  hired and retai ned. In the busi ness wor ld compani es tend to seek out  and hir e t he peopl e
they wantÑthey "recr uit  through acquisi tion", hiri ng those i ndi viduals who demonst rate the skil ls, 
at ti tudes and behaviours needed for a part icular  j ob or pr oject,  and whose personalit y f it s with t he
company's corporat e cul tur e.  They ar e also able to keep the best and the bri ght est  t hrough attr act ive
compensati on packagesÑi ncl uding perf orm ance bonuses,  and stock opt ions. 

Schools, on the ot her hand, are much more restr ict ed in thei r abil it y t o sel ect  st af f and have far 
less latit ude i n t heir hir ing, sel ection and retenti on processes. During t im es when there is a sur pl us
of  t eacher s a school  can be a l itt le choosier. Their  hi ring and retenti on pr act ices mir ror  t hose of the
busi ness com munity and focus on new hir es' subj ect  area experti se and previous exper ience,  as well 
as on t hei r dem onstr ated ski lls and behaviours l ike team wor k, ri gor , wil lingness to change and
gr ow, adaptabil ity and flexi bil ity. However,  now t hat qual if ied educators ar e i n such shor t supply
schools tend to select and r etain st aff  based on t heir subject areas of  experti se al oneÑpayi ng lit tl e
at tenti on to their  i nnovat ive capabi lit ies. School s are gett ing qual ifi ed educator s,  but per haps
educators whose personal character istics m ay not r esonate wi th the values and visi on that dr ive a
schools innovat ive envi ronment.  How wel l new teaching or adm ini str at ive st af f i ntegr ates i nt o,
adapts to or  even posit ively or  negatively i nfl uences a school's cul tur e and cl imate is of ten t he "big
unknown".

B: Leadership

Right across Canada, today's
educational sector is filled with high
profile change and uncertainty.
Economic instability, the removal of
resources from government funded
programs, and sweeping reforms to
provincial curriculums require that
school administrators and teachers seek
out and implement new ways of doing
thingsÑi.e., in the way students learn,
how funds are raised and distributed,
and on what sorts of professional
development is offered to staff. The
very same scenario is being played out
in corporate boardrooms and CEO
offices across the country.
Organizations seek higher sales, greater

Exhibit 6ÑKey Traits of Innovative Leaders

Innovative leaders share some common attributes.
They tend to be:

1. VisionariesÑknow where the school is heading
and how it is going to get there

2. FocusedÑhaving clear goals and objectives
3. Trustworthy and SupportiveÑemotionally and

financially of the vision and efforts of staff and
students

4. Good listeners and communicators
5. ConsultativeÑopen to new ideas and new

ways of working and doing things
6. OptimisticÑencourages staff to take initiative

and risks
7. EncouragingÑby celebrating the initiatives,

achievements and successes of students and
staff

Source: The Conference Board of Canada, 2002.
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profitability, larger global market share and greater employment creation, whereas schools seek
enhanced student learning, improved teaching practices, and greater learning achievements.
Without question, in today's schools and organizations necessity is the mother of innovation.

Capital "L" Leaders

A school's capacity to be innovative is, in part, the measure of its principal, vice-principal
and team leadersÑit's capital "L" leaders. Innovation starts with top management's commitment
and passion for changeÑand a clear vision of where they want to take their organizations.17

School leaders set the overall tone of a school and guide its character and culture. Innovative
schools have leaders that constantly seek new ways of doing thingsÑincluding new processes,
new learning strategies and new teaching techniques. An educator at Garden Valley Collegiate
(GVC) sums up the school's innovative history nicely, saying: "somewhere in the course of the
school's history something happened. A leader was brought in and got the school's innovation
ball rolling. He hired some key staff, and through this leader's vision and his staff's abilities, the
school changed from not being on the innovation map to being an innovative school. Together,
these people pushed the envelope, and brought success, people jumped on and continue to jump
on this innovation vision. The challenge that GVC faces today is keeping the ball rollingÉand
keeping it rolling in the right direction".

Invariably, it is through the vision and actions of a school's leadersÑnot only in supporting
others to take risks, but also in "leading by example"Ñthat a culture of innovation is promoted
and developed. Invariably, an in spite of
one's best planning, there will be 'speed
bumps' along the way, where even the
most dedicated innovator needs
encouragement and support. School
leaders that believe in, and fully support
their staff, as they explore new or
improved ways of doing things, ultimately
instill in them characteristics like
creativity, passion, commitment, risk-
taking, and teamworkÑall essential to
innovative teaching and learning.

The qualities of innovative leaders
most often mentioned by interview
participants from the five NIS schools
include:
•  Innovative leaders have vision, and they must communicate this vision to the school and its

educators
•  Innovative leaders inspire and motivate others to work hard to accomplish important

tasksÑthey value the contributions of all colleagues
•  Leaders develop good working relationships with staff by encouraging and supporting their

teams
                                               
17 Brian Guthrie and Jacek Warda, The Road to Global Best: Leadership, Innovation and Corporate Culture.
(Ottawa: The Conference Board of Canada, 2002). p. 2.

Exhibit 7ÑLeadership

•  94 per cent of study respondents believe
that their school's principal and management
team does what is needed to ensure the
capabilities for innovation are present in their
schoolsÑi.e., proper structures, culture and
climate, learning environment and people

•  100 per cent said their school's principal and
management team were committed to
innovation, innovative teaching and learning
activities, and that they were change-ready
and eager to learn.

Source: The Conference Board of Canada, 2002.
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•  Innovative leaders provide opportunities for staff to dialogue around shared goals and
objectives and involve staff in decision-making processesÑthey encourage and promote a
sense of community and collaborative governance in their schools

•  Innovative leaders provide flexibility to educators so that they have the time and resources to
create and implement innovative projectsÑi.e., innovative scheduling of timetables and
classes, freeing up resources for professional development, or securing part-time
replacements for educators to pursue new ideas and activities

•  Leaders are "committed to excellence, not the economy"
•  Innovative leaders work with all stakeholdersÑincluding, educators, students, parents, and

communityÑto help foster a positive and caring community of learners
•  Leaders work tirelessly to narrow any divides that arise between teachers and administrators
•  Innovative leaders are open and supportive
•  Innovative leaders recognize and celebrate achievements
•  They take on the role of facilitatorÑrather than authoritarian
•  Innovative leaders are creative with resourcesÑincluding money, timetables, staffing and

professional development

Consider Bishops CollegeÑa school that purposefully does not have a high degree of formal
or "top-down" governance structures in place. Many decisions at the school are made through a
democratic decision making process whereby working groups or advisory teams discuss and
respond to ideas, actions and opportunities. The advisory teamsÑmade up of subject area leaders
and the principal or vice-principal, meet on a need be basis (perhaps 3 or 4 times per year) to
discuss, for example, cross-curricular integration projects. The teams first agree amongst
themselves on a plan and then bring it to the full staff for comment. This consensus-building
process ensures that everyone in the school "buys" into the plan and agrees with it. By securing
broad-based support for a project, and instilling ownership of a cross-curricular initiative into the
entire school staff, the chances of it being successful are greatly enhanced.

At l'�cole secondaire de Casselman, school leaders realized that those educators considered
to be the "change agents" were burning themselves outÑhaving to work evenings and weekends
to try new learning and teaching activities. To overcome this challenge the principal offered to
secure part-time replacements for their classrooms, thereby freeing up time during the regular
school hours for these innovative thinkers to work on new initiatives and activities.

Leadership Is Needed at All Levels and In All People

Important as leadership is at the top it is also required throughout all levels of a school in
order for broad-based innovation to be realized. Teachers, li ke adm inist rat or s, must also champi on
ideas, inspi re,  have vi sion,  and create opportunit ies f or change. At  L'�cole secondaire de Casslem an, 
for exampl e,  the adm ini str at ion does not wield the power. Everyone i n t he school i s expect ed to be
leadersÑincl udi ng the students,  educators,  parents and business part ner s, as they ar e all part of the
innovat ive t hought  process and key pieces of  the school 's communit y of learners. At L'�cole
secondaire de Casslem an the l eader s act as facil it ators and guidesÑtr ust ing completel y i n their st aff 
and students to do t hei r best.
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C: Cultures and Climates

Innovation in organizations requires a certain kind of culture and climateÑopportunity
seeking, learning oriented, respectful of people, market focused, goal driven and idea friendly.18

The same holds true for innovation in schools. The only significant difference being that schools
are student focused not market focused. Innovative schools have an entrepreneurial and risk-
taking spirit that is shared among a core group of staff members and leaders. Although there is
no "magic number" or "critical mass" of entrepreneurial-minded people needed to make a school
innovativeÑin some schools there are just a handful, in others half or more of the staff are
entrepreneurialÑit is safe to say that it is the people who enjoy challenges, who have a desire to
push beyond the current curriculum, and who willingly take on risks that drive a school's
innovation culture.

Innovation Flows from Culture
Building

Innovative schools, like innovative
companies, tend to share a number of key
determinants of culture, including:
•  Mission statements that are simple and

focused
•  Vision statements that are capable of

galvanizing enthusiasm and commitment
•  Clearly articulated values that convey a

commitment to students, staff, parents and the broader community, innovation and change,
and individual and institutional learning

•  Recognition systems that support and reinforce a schools' values and priorities

Earlier, this report looked at the mission statements from Bishops College and Ursala
Franklin AcademyÑtwo schools with very compelling and exciting innovation landscapes (see:
page 14 and 15). These mission statementsÑand the vision and mission statements of the other
three NIS schoolsÑare not sacred documents that never see the light of day. Rather, they are
referred to constantly and are a part of each of the schools' culture and climate. They are valued
and relevant. They are a part of each of the school's ongoing conversation that communicates and
reinforces their cultures of innovation. Most importantly, the missions and visions connect
meaningfully with the educators and students within these schools.

Take for example Ursala Franklin Academy. UFA was born in a time of diminishing
resources, 1995, and out of necessity looked at ways of doing things differently.19 Its mandate
reflects the schools unique approach: "to prepare students for the future and for a changing
world." It's mission "Éthe learning experiences at UFA will reflect not only the learning
expectations identified by the province and the school board, but also the students' own
interestsÉ" supports the very pillars and processes of innovation. What innovative-minded
educator or administrator wouldn't be excited by the chance to be part of such a culture?

                                               
18 Building The Future: 1st Annual Innovation Report. p. 39.
19 The founding principal of UFAÑDr. Ursala FranklinÑwas given one year by the Toronto District School Board
to examine best practices and educational research in order to build a new school.

Exhibit 8ÑCulture

A culture is best defined by the behavioural
norms of a group. Members of a culture
generally know how other members are
going to act in certain circumstances, at least
within a certain acceptable and expected
range of actions.

Source: The Conference Board of Canada, 2002.
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Accordi ng to one t eacher, the school s and school boar ds wi thout  a clear  vi sion,  mi ssi on or 
mandate, t end t o j um p on i nnovative bandwagonsÑat the peri l and expense of  student s,  teachers,
pr incipals, vice-pri nci pal s and team  leaders. A new technology or pedagogy i s i ntr oduced t o a
school.  It  i s seen as being "new" and "excit ing" and "i nnovative" and i s i mplem ent ed wi thout  much
di scussion or buy- in. However, once the bandwagon passes by,  the t echnology or the l ear ning
appr oach qui ckl y l oses favour,  and is dropped for  m ore fami liar t ools or pr act ices,  or  perhaps the
next  bandwagon.  What  is known as t he "i nnovation f al lout"Ñwhere poli tical and f inancial 
shor tfalls and short com ings need t o be explainedÑsoon begi ns.

The five NIS  schools parti ci pat ing i n t his r esearch project do not  j ump onto innovat ion
bandwagons. There never  is a bandwagon mentalit y at these schools because each has i ts own clear
vi si on and m issionÑpart icularly when it  comes t o usi ng technology in the classr oom s. 20 And for
ever y new pr oject that a school  looks at, both the admi nistr ati on and educat ors coll aborat ively and
openly discuss its m eri ts and concer ns.  If , at the end of the day,  t he group can col lectivel y agree on
how a new or  im proved cour se, program, or
technol ogy enhances the lear ning needs and
outcomes of the school and i ts students the
idea wi ll gain mer it  and m ay very well be
im pl emented.  This is the sam e busi ness model 
that  is foll owed and used by the m ost
successful  compani es. New technologi es or
lear ning approaches are not bought  or
im pl emented in truly innovat ive schools (and
busi nesses) sim ply because t hey ar e new. T hey
ar e implem ented because they fi t wit h a
school's m ission, and t hey hold pr om ise of 
im pr ovi ng or  si gni fi cantly altering the lear ning
and teachi ng envir onment.

Examples of how the five NIS schools
have cultures and climates that are supportive of innovation, include:
•  In m any of  t he schools educator s t ake on r ol es that best sui t t hei r abi lit ies and inter est s. 
•  At Garden Valley Collegiate (GVC) technology has been targeted as a tool through which

innovative activities and learning outcomes happen. GVC was the first school in Manitoba to
develop an on-line learning program. The stakes were high but the hunch was correct, and
today the school is in its seventh year of delivering on-line learning initiatives to it's students.

•  At UFA teachers and the school administrators go by their first namesÑsupporting a culture
of respect and equality, key ingredients for innovation to succeed.

•  At l'�cole secondaire de Casselman integrated learning projects, like the annual Franco-
Ontario show, integrates subject matter from various departments within the school.
Educators and students from French, history, music, dramatic arts, visual arts,
communications and multimedia work together and learn together, as cross-curricular
learning and teaching approaches are realized.

                                               
20 Schools that are a part of SchoolNet's Network of Innovative Schools are recognized for using Information and
Communication Technology (ICT) in meaningful and imaginative ways to improve learning.

Exhibit 9ÑSome Key Cultural
Characteristics of Innovative Schools

1. An openness to sharing ideas and trying
new things

2. Coll aborat iv e and shared-dec isi on making
pr oc ess es

3. A good chemistry among staffÑa spirit of
trust and professional camaraderie
between educators, and between
educators and a school's administration

4. A cl imate where succ ess es and
ac hi evements  ar e c el ebr atedÑno mat ter
how big or  s mal l

So ur ce: Th e Con fer en ce Boa rd  of Ca na da, 20 02 .
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•  At UFA kids and parents are committed to learning and the school. Students and their parents
make a choice to go to UFA. Because enrollment is capped at 500 students, kids must
successfully go through an interview process before being accepted into the school. As a
result, parents, students, teachers, the principal and vice-principal have high expectations.
Kids expect a lot from the school, and the school expects a lot from the studentsÑa recipe
for success, a recipe for successful innovation practices.

•  At Canmore Collegiate all new grade nine students are introduced to the full range of
technologies available at the school. Not only does this raise the learning expectations of the
studentsÑwho are eager to try the technologiesÑit also encourages staff members to learn
and be more productive and innovative in using the technologies in the classroom. For
example, by getting the Language Arts teacher up to speed on word-processing, students can
use the technology as part of the course requirement. Likewise, a math teacher can have his
or her students apply and practice their spreadsheet skills in math class.

Cultures of Sharing and Openness

Innovat ions rar ely happen in isolati onÑthey occur and prol if erate in schools (and in businesses)
when knowl edge and i nformati on is shared, when ideas get bounced around and when i ndivi duals
and teams collabor at e with one another.  School cul tures that  encourage dialogue am ong coll eagues
and peers and extended net works of  cont act s bot h i nside and out side of the educati on system are
im portant for i nnovation. The m ost  successful school  innovat ions are the ones t hat  engage and get
the suppor t of as many stakehol der s possible, i ncl uding for exampl e adm ini st rat ors, educat or s,
st udent s, parents,  school boards, school t rustees,  busi nesses, and t he com munit y where possi ble.

L'�cole secondaire de Casselman, for example, is a big advocate and supporter of business-
education partnerships and the many innovative initiatives and activities that flow through them
(i.e., co-op programs, mentoring activities, site visits, guest lecturers, and the use of new
technologies in the classroom). To foster these collaborative initiatives the principal and vice-
principal set aside resources to help finance the initial development and implementation of
projects that engage local and regional businesses. By pushing teachers to try new ways of doing
things and reach their full potential everyone winsÑstudents, educators, schools and businesses.
Students see the links between what they are learning and the world of work, educators become
excited about teaching and are confident that their learning materials are up-to-date and relevant,
and the school and the business community benefit by working together and supporting each
other's interests.

School cul tures that  support  collaborat ive appr oaches t o l earni ng and t eachi ng tend to be more
innovat ive t han those school s t hat  don't. Ot her  exam ples of how the five NIS  schools foster cul tur es
of  openness and shar ing incl ude:
•  At all of the schools ther e i s a t rem endous amount  of  informal m entor ing and peer tut ori ng that

takes place.  Typical ly,  it  i s not scheduled or for mally recogni zed, however,  the educat ors
recogni ze the value of shari ng their  ideas with one another and do so i n t he hallways, teacher
room s, and school gr ounds. 

•  At  UFA the i nformal mentor ing and shari ng of  ideas i s encour aged and pr omoted by t he very
desi gn and structure of  it s staff roomÑRoom 208. T here are no separate depar tment rooms
found i n t he school.  Instead there i s one large and open staff wor kr oom Ñnot a l oungeÑbut a
workroom where all  of t he school depart ments ar e f ound.  Wi th everyone t ogether,  the sci ence
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teacher s, the E ngl ish t eachers,  the mat h t eachers and t he Ar ts teachers ther e i s a natural  t endency
for educat or s t o share ideas and t o wor k col laborati vel y on projects and exerci ses. Educat or s
who wor k shoulder- to-shoul der t end t o desi gn cl ass proj ect s together . F or example,  a chemi st ry
teacher  that  was studyi ng forensics asked the l aw teacher to get i nvolved.  T he end-r esult:  a
cr oss-curr icular chemistry and law class where the science of f orensics is used to solve cri minal
cases. When a proj ect dict at es,  the desks in Room 208 are moved ar ound and r econfi gured so
that  those educators worki ng on coll aborat ive proj ects can be close to one anot her .

•  At  Canm ore Coll egi ate a somewhat simi lar arrangement is in pl ace. Depar tment of fices ar e
gr ouped togetherÑi .e., the m ath and sci ence depart ments shar e an off ice, and the hum ani ties
departm ent s share another of fice. In doing so, there is a lot m ore opportuni ty for  educators to
shar e i nform ati on and best  practices, and for cross- cur ricul ar teaching and learni ng activit ies to
be i mpl ement ed. 

D: Structures and Processes

The Canadi an educati on system i s a complex, diverse,  bureaucrat ic,  f orm ali zed, and poli tical 
syst em.  In place are a num ber of i mport ant  and signi ficant  processes, struct ures, policies and
pr actices whose purpose is t o m aintain standards and quali ty in the del ivery and t esting of learni ng
and teachi ng activit ies. I n an envir onm ent  of standardi zed t est ing, regulated t eachi ng pract ices, and
mandated cur riculum there of ten appears to be very l itt le room for  "thi nki ng-outsi de-of -the- box"
type personalit ies t o f uncti on.  Fr om  the m om ent  indi vidual s ent er the t eachi ng professi on they are
bombarded wi th standards, pr otocol , regulati ons
and gui del ines.  Most  schools and educat ors
happily function wit hin the par ameters of this
regulat ed worki ng and l ear ni ng envir onm ent .
Innovat ive schools t end not toÑthey are
constantly sear chi ng for ways t o str etch t he
boundar ies of t eachi ng and l ear ning.  The
chal lenge for i nnovative school s and innovat ive
teacher s i s to fight  the t endency to ri gidit y t hat 
comes with size and com plexi ty of large
syst ems. As one educator so eloquent ly put  i t: "I
tr y not  to l et the i ner tia of r out ine get in the way
of  m y i ntent ions."

St ru ctu res  a nd Pro ce sse s t ha t I nhi bi t I nno va tio n

No m att er how i nnovative a school and i t's staf f m ay be, i nevit abl y there ar e some structures and
pr ocesses in pl ace t hat  ei ther inhibit or im pede i nnovations fr om happening.  Inter vi ew respondents
pointed to curr iculum, tim et abl es and scheduling, outcomes-based l earni ng approaches, and the
physical space (or  structure) of bui ldi ngs and classrooms as some of  the t op inhibit ors.

Innovat ion r equires tim eÑt im e t o t hi nk,  ti me to cr eate,  ti me to pl an, and ti me to im plement.  In
most  schoolsÑeven the m ost i nnovative onesÑt ime i s not readi ly avail abl e for  innovat ive i deas
and ways of doi ng things. The struct ured t im etables and heavy workloads of  educators, f or example, 
do not give them t he oppor tunit ies needed to tr y new things,  or  im pl ement new t eachi ng and
lear ning approaches.  And wit hin the classr ooms themselves,  t he sheer  am ount of cur ri cul um to be
taught is,  i n some provinces and subject areas,  st agger ing. The ti me needed to teach mandated

Exhibit 10ÑStructures and Processes
that Inhibit Innovation in Schools

1. CurriculumÑtoo much of it, too
structured

2. Timetable and scheduling
3. Standardized testingÑprovincial

outcomes-based learning
4. Facilities and buildings
5. Working in seclusion from the world of

work and the community

Source: The Conference Board of Canada, 2002
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curr iculum  stif les i nnovat ion as educat ors are restr ict ed or  di scour aged f rom i ntr oduci ng reflecti ve,
pr oblem -solving, discovery based l earni ng st ructur esÑe. g.,  debates, plays,  dance. Many teachers,
accordi ng to one i nt erview part ici pant,  feel  that the only way to "get thr ough" the cur ricul um is
si mply to di sseminat e i nform ati onÑrever ting back t o bei ng "sages on stages."  As wel l, another
teacher  intervi ewed for  this research study sai d t hat educat ors have li ttl e tim e t o col labor ate because
of  t hei r confli cti ng cl ass schedul es and excessive workloads.

St andar dized testi ng, f ound in most provinces, encourages (and som et imes f or ces) t eachers to
"t each to these test s"Ñaccor ding t o a number  of  intervi ew parti cipants.  At  Canm ore Coll egi ate, for 
exam ple, 50 per  cent  of  a gr ade 12 student 's fi nal  m ark is based on the end- of- year diplom a exam.21

As such ther e i s l it tle incenti ve or  ti meÑbecause of  the quanti ty of  curri culum Ñfor teachers to
init iat e i nnovative projects or  lear ning act ivi ties as students and educat or s are responsi bl e and
account abl e for  these f inal test r esult s Ñeducator s do not  want  to be "exper imenti ng" with non- 
test ed teaching methodologies. Another int er view par ticipant  noted t hat  in opti on courses (non- cor e) 
ther e i s m or e i nnovation t aking pl ace, as the curr iculum i s mor e f lexible and t her e are no outcomes- 
based dipl om a exam s to contend wit h. 

Many schools look for ways t o over come these and other inhibitors.  Most  al l of the NIS schools, 
cert ainly the one's taking part  in t his research study,  tr y to implement str uct ures and syst ems wi thin
thei r l ear ni ng envir onm ent s that all ows them  to manage change and be innovat ive wi thout 
comprom isi ng the i nt egr ity of t he teaching prof ession or educat ion syst em.  F or example,  many of 
the school s par ticipati ng in this pr oject tend to have rel at ively few l ayers between the pri nci pal  and
the educat or s i n t he cl assroomsÑwher eas most  ot her  schools have well  defined layer s of hierarchy
and lines of  communi cat ion ( for  exam ple, pri nci pal , vice-pri nci pal , depart ment heads, subj ect-area
special ist s,  teacher s).  Innovat ive NIS schools also tend t o create secondary st ructuresÑli ke worki ng
gr oups or action com mit teesÑto com pensate for t he depar tment  si los t hat  result from the domi nant
desi gn of their  inst itutional struct ures. For i nst ance,  an i nnovat ive school  may bal ance a departm ent
st ructure wi th a f or mal  comm itt ee that bri ngs t ogether key experti se fr om across t he schools
subj ect -ar ea depar tm ent s t o ensure t he transfer  of  knowledge and t o encour age coll aboration. 
•  At UFA working committees are established as new ideas come up and innovative

approaches are thought about. School administrators and teachers from various departments
discuss the merits and challenges of an idea or initiative, and collectively decide to either act
on it, or put it on hold a project.

•  GVC has regular  technol ogy t eam  meet ingsÑm ade up of the school's t echnology speciali sts as
well  as ot her subj ect-area educators. I n t hese tech- team m eetings the diverse group of educator s
di scuss the fut ure directi ons and technology pl ans of t he school. Wi thi n t hi s t eam  t her e i s also
an i nnovat ion sub- gr oup that  focuses on the school 's technol ogy vi si on and f uture uses and
teaching i n technology.  This team and i ts sub-comm it tee have ef fecti vel y i nt egr ated technology
into the overal l cur riculum and pedagogy of the school. 

Through the eff ort s and perseverance of  those school s and educator s who ar e passionate about 
educati on,  who are comm itt ed to em power ing student s in their  care,  and who are ready to do
what ever i t takes to cr eat e a dynami c l ear ni ng envir onm ent  come innovat ive t eaching and lear ning

                                               
21 At many schools innovative learning and teaching activities tend to peak in grade 10 or 11Ñafter which students
and educators are driven by the provincially mandated year-end diploma test results.
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init iat ives.  Innovat ive educators ar e f irst and foremost i nspir ed to teach chil dren how to t hinkÑnot 
what  to thinkÑas such, they are al ways ready to fi nd innovat ive ways to teach t he curri cul um .

Exam ples of inspir ed teaching practi ces incl ude:
•  Canm ore Coll egi ate, for  exam ple, has im plemented an innovati ve learning pr ocess wher eby the

part icular  l ear ning needs and pref er ences of  st udent s are met and pr ovi nci al  curri culum  is
covered, however students get t o choose how they present or dem onstr ate thei r
lear ningsÑei ther t hr ough visual  pr esent ati ons, wri tt en presentations, or oral presentat ions (or  a
combination) . T he teaching and learning pr ocess, known as di fferenti ated l earni ng,  has enabl ed
Canm ore Coll egi ate t o be m or e effect ive in i ts learning and teachi ng st rat egies.

•  Cr oss-curr icular l earni ng is an innovat ive t eaching and lear ning process t hat has been adopt ed at
Canm ore Coll egi ate, Bishop's College, L'�cole secondaire de Casselman, UFA, and GVC. An
exam ple of  a cr oss-curr icular l ear ni ng
pr ogram  found at Canm ore Coll egi ate,
for exampl e,  of fer s students registered in
an i ndependent novel  st udy class t he
opportunit y to recei ve mar ks in both their 
Engl ish and Fine Art s classes. Students
wr it e an essay on a novel,  and prepare a
bi ography of  the novel's aut hor Ñas part 
of  t hei r E nglish m ar k. As well,  they
receive marks f or their  Fi ne Ar ts cl ass by
vi suall y por traying (e. g.,  a short  play or 
skit ) an i mport ant  quot e or phr ase f rom 
the novel. 

•  UF A creates connected knowledge by
st ructuring grade 9 and 10 student s'
ti metables so t hat  t hey spend half  t hei r
day in cor e teams.  T his st ructure al lows
educators to integrate the curr iculum
between two or mor e of the classes t o
pr ovide st udent s wit h a ri cher and m ore
meaningful  l ear ning experi ence.  Gr ade
11 and 12 st udents m ust  choose a f ocus
ar ea (science/m ath, liberal art s, or 
technol ogy) for  thei r studies. And within
these areas,  st udent s do i nt ensive
independent study units that  requi re them
to i ntegrate across at least  two of their subjects. The pl anning of the integrated unit s i s made
easi er for  t eacher s by the f act  that  their  desks are locat ed in Room  208, the l arge,  integrated
teacher  workroom.22

•  Anot her  exam ple of  how a school 's st ructur e and pr ocesses enabl e or encour ages innovati ve
lear ning t o take place is found in UF A's Wednesday Pr ogram . E ach m ont h students si gn up for
four  di fferent mini- courses.  St udent s m ust  choose courses fr om four general cur ricul ar areas:
math, science and technology; personal and soci al st udi es;  arts; or com municati ons. In these

                                               
22 From the UFA School Information Booklet, Providing Choice in Public Education.

Exhibit 11ÑStructures and Processes

•  71 per cent of study respondents said that
their school maintained a flexible
institutional structure

•  71 per cent said their school involves all
relevant departments in new projects,
ideas, and/or technologies from the very
beginning

•  65 per cent said their school encourages
teamwork to stimulate innovation, creativity
and original thinking.

•  59 per cent said their school uses activities
such as job-rotation and secondments to
promote the generation of new ideas

•  76 per cent said their school uses special
tools or technologies (i.e., chat groups, e-
mail) or have an office room to foster
communication between staff

•  76 per cent said their school encourages
the delegation of decision making among
staff members

Source: The Conference Board of Canada, 2002.



The Four Pillars of Innovation Research Project: How Innovation Occurs in High Schools Within the NIS

The Conference Board of Canada, July 2002 30

sessions students learn how ski lls and inf or mat ion cross discipline boundari es.  Exam ples of
cour ses of fered in t he Wednesday sessions include,  f or example,  robotics, bi cycle maint enance,
dr um ming, Tae-Bo F it ness, gr amm ar games, S al sa and other L at in dances. The Wednesday
st ructure is very fl exi ble and fluid and r anges fr om  st udent  lead sessi ons, to field tr ips, to par ent
and com munit y guest speakers.

Innovat ive schools, just l ike i nnovative organi zat ions have system s and st ructures i n place that
enable and encourage innovat ive init iat ivesÑthe exam ples l isted above demonstrate this.  Al though
the str uct ur es and processes for i nnovation in schools typicall y f ocus on inter nal  working
envi ronments, t hey also focus on t he exter nal envi ronments i n which educat or s and schools operate, 
incl udi ng,  f or example,  the com munit ies in which school s are si tuated, and t he pol it ical and
economi c contexts that schools funct ion. S om e of t hese ext er nal  st ructures and process are unique to
the educat ion syst em  and are not f ound wit hi n t he business comm uni ty.

Take for exampl e, GVC, the only hi gh school in its r ural school  boar d. There is very li ttl e
competi tion from other schools when it com es to securing f inancial  r esources for i nnovative
pr oj ect s, accor ding to a num ber  of  t he teachers. I t is som ewhat  easi er for  GVC to secur e m oney
fr om  the school  boar d t han i t i s f or  ot her  schools situated in lar ger urban areasÑwhere the
competi tion for  li mi ted resources is fi erce.  GVC i s abl e t o capitali ze on this posit ive external
st ructure further by focusing t he major ity of i ts ef for ts and i nnovative t hi nki ng on st udent  learning.
Wher eas, i n many cit y school s, tim e and funding ar e spent on devising i nnovative grant- wri ti ng
st rategies or comi ng up wi th innovat ive pr oposalsÑusual ly,  at t he peril  and det rim ent of student
lear ning i ni tiatives. As another t eacher put  it : "being in such a sm all  school division al so lets GVC
showcase i ts innovat ion successes,  and wor ry less about  the pol iti cs and bur eaucracy that so many
large school  boards must contend wit h." In a non-com pet iti ve school board accol ades typicall y
br ing with t hem  addi tional  support  f rom  the school  divi sion to conti nue im pl ementi ng innovat ive
lear ning and teaching i nit iatives. 

Al l of the schools part ici pating i n thi s r esear ch pr oject recognize the value and im por tance of 
im pl ementi ng and m ai ntaini ng st rong rel ati onshi ps wi th the i mmediate communi ties t hat t hey are
located in and the worl d of wor k. Innovati ons f louri sh when school s col labor ate wi th communi ty
gr oups,  busi nesses and gover nment agencies. Co- op pr ogr ams, mentor ing acti vi ties, si te visit s all
lead to innovat ive t eaching and lear ning act ivi ties.  The par tnerships t hat  l'�cole secondaire de
Casselm anÑa high school  located east  of  Ot tawa in a rur al setti ngÑhas with t he local  and r egional
busi ness com munity has enabl ed it to do much more than the school would have ot her wi se been
able to do. Technology donat ed by Nort el Net works, f or  example, i s used extensively in a var iety of
the school 's cr oss-curr icular l ear ni ng act iviti es.  And the co-op programs in pl ace helps students gain
a better understandi ng of the worl d of wor k. 

Innovative Schools Recognize People and Their Accomplishments

Innovat ive schools r ecogni ze innovat ive teaching and learning i nit iatives.  I n t he business worl d
fi nanci al rewar ds ar e preval ent , l inked vari ously to i ndi vidual perf or mance,  t eam  perf orm ance or
or ganizati onal per formance on such key indicators as customer sati sf act ion, employee satisfacti on
and qualit y. 23 Unl ike the business communi ty where recogni tion oft en com es in the way of  prai se

                                               
23 Building the Future: 1st Annual Innovation Report. p. 40.
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al ong with some monetar y r eward (a bonus, st ock opti ons, sal ary incr ease, or  a promotion) schools
ar e ver y l im ited and restr icted fi nanci all y,  and t hey do not  recogni ze achievem ent s monetari ly. 
Rather,  recogni tion is int ri nsi c i n nat ureÑf ocusing on thi ngs l ike personal- sat isf action, or  the
opportunit y to take professi onal development . At GVC, f or example,  people who demonstrate
init iat ive and dri ve tend to get r esour ces t o attend pr ofessional devel opm ent acti vi ties l ike
conf erences and workshops.  E ducators that do not show i nit iative t end t o m iss out on more
pr of essional  devel opment act ivi ties.  As well  recogni tion com es in the f orm  of peer  r ecogni ti on, 
publ ic cel ebrat ion and small  tokens.  Recogni tion can be as simple as having a princi pal  wr it e a
detailed t hank you note to t eacher s com mendi ng them on their  ef for ts, or as qui ck as holdi ng an
im pr omptu st aff  meet ing wi th cake and coff ee. At Bishops Col lege, for exam pl e, there is not a l ot of 
money avai lable for cel ebr at ing successes.  However , the school does make sur e t hat  staf f m em ber s
and students ar e dul y r ecognized f or  their  accompl ishments, whenever  and wherever possi ble, as it
br ings consi der abl e val ue to the school  by enhanci ng it s cli mat e and culture and by keeping the
spir it and drive of students and staff high.  Accor di ng to one staf f mem ber  i n t he school "respect and
recogni tion breeds good things. "

Innovative Schools are Committed to Professional Development
Ever yoneÑstudents,  t eacher s,  pr incipals, vice-princi pal s, and parent sÑbenefi ts from learni ng.

Unfortunat el y m any schools, according t o a number of  educators int er viewed f or thi s resear ch
pr oj ect , t end not to value t he impor tance or  si gni fi cance of  teacher  tr aining and pr ofessi onal
developmentÑor at least  to t he ext ent necessary or  desi red. Innovati ve schoolsÑjust like
innovat ive organizat ionsÑhowever, pl ace gr eat stock and value i n professional development
init iat ives.  Seventy-si x per  cent of  st udy r espondents sai d that t heir schools assess t he individual 
tr ai ning needs of st aff . And 94 per cent sai d t hat  t hei r school s encour age i ndi vidual staf f mem ber s to
ask for  and choose t he appropri ate t rai ning. 
•  At  GVC,  for exampl e,  st aff  m embers are given the opport uni ty to desi gn their  own professional

development plans.  I t i sn't uncomm on for 3 or 4 educators,  i nterested i n a part icular subj ect
matt er,  to get toget her  and run thei r own pr ofessi onal devel opm ent  sessionsÑe.g., getti ng
speaker s, purchasi ng resources,  running sessions. One i nterview part ici pant sai d: "we are gi ven
cart e-blanche t o det erm ine wher e and how we want t o spend our prof essional  development
resources.  P rof essional  development in our  school is relevant. It fi ts wit h the school's vision and
mi ssion on i nnovat ion, and i t i s always movi ng the l ear ning agenda f orward."

•  Canm ore Coll egi ate High School uses government block gr ant s from t he Al ber ta Insti tute for 
School Improvem ent  ( AIS I) to run i n- house mentoring programs. E ver y staff is gi ven one day's
wort h of m entor ing f rom  a colleague in a subject m at ter  of  t hei r choice. E ducat ors l ear n about
anot her  subj ect  matt er,  and ways t o engage i n coll aborative teachi ng methodologies and cross-
curr icular  l ear ning act ivi ti es are enhanced. 

Pr of essional  devel opment i n innovati ve schools is not j ust  about l earni ng how t o apply the
curr iculum  or l ear ni ng how t o work within the conf ines of the curr ent educat ion syst em.  It  i s also
very much about  seeking out new ways of  doing t hings and t aking pr of essional  devel opment t hat
lends t o i nnovative thi nki ng, acti ng and doi ng.  For exampl e,  one i nt erview part ici pant descr ibed a
pi votal  ti me in hi s car eer . "Being selected to att end t he Nort el Net works Inst itute for E xcell ence i n
Educati on changed the way I thought and acted as a t eacher . I became an agent of change, and when
I came back to my school I  i mpl ement ed many innovati ve thi ngs. I also became a mentor t o other
teacher s and influenced how they t hought and acted."
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6. Conclusion

For innovation to occur in schools the right mix of leadership, people, cultures and climates,
and structures and processes are required. The very same ingredients needed for innovation to
flourish in organizations. There is no single right mix, or single recipe for success. In both
environments innovation is a dynamic and fluid process that is affected by a range of influences.

Nevertheless, schools committed to innovation need to pay close attention to the context
within which teaching and learning takes place. A school's culture and climate must be open to
sharing ideas, and trying new ways of doing things. A school's structures and processes should
enable and encourage students, teachers, principals and vice-principals to think outside-the-box,
to be innovative, and to work across departments. They should also assist a school to maximize
and leverage its human and capital resources in support of innovative teaching and learning
initiatives. Finally, a school's teachers and principals and vice-principals must believe in, and be
passionate about lifelong learningÑfor themselves and their studentsÑand the never ending
need for continuous improvement and development. Innovation, like learning, is a process that
continuously evolves and regenerates. They must foster the conditions where risk taking is
rewarded, creativity is promoted and the transfer of skills and knowledgeÑthrough collaborative
teaching and learning experiencesÑis encouraged.
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Appendix 1ÑList of Participating NIS Schools

Bishops College

Pennywell Road
St. John's, Newfoundland
A1C 2L6

www.bishops.ntc.nf.ca

Canmore Collegiate High School

1800, 8th Avenue
Canmore, Alberta
T1W 1Y2
www.crsd.ab.ca/cchs

�cole secondaire de Casselman

778 rue Br�beuf
Casselman, Ontario
K0A 1M0
www.escasselman.com

Garden Valley Collegiate

736 Main Street
Winkler, Manitoba
R6W 4C8
www.gvc.gvsd.mb.ca

Ursula Franklin Academy

90 Croatia Street
Toronto, Ontario
M6H 1K9
www.ufa.tdsb.on.ca
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Appendix 2ÑThe Four Pillars of Innovation Study Instrument

Part 1ÑInnovation in Schools

1. Please describe what you mean by "innovation"?
•  What does it mean to be "innovative"?
•  What does it mean to be an "innovative school"?

2. Please tell me how you think your school has been innovative? (i.e, how or why it was
selected to be a part of the Network of Innovative Schools (NIS); what it does that is
innovativeÑapproaches to teaching and learning, use of resources, activities, structures in
place, etcÉ)?

3. How does the Conference Board's definition of innovation fit with your own definition?
•  What are the similarities and differences?

4. In your opinion, what are the five elements or factors that have led your school to being
innovative? Put another way, what do you consider to be the top 5 keys to innovation
success?

Part 2ÑIncorporating Innovation into the Overall Strategy of a School

5. Does your school engage in any of the following activities?

a. The in-school development of new or improved learning activities or
learning processes (i.e., tools, courses, resources)

Y q N q

b. The purchase of new learning services or activities (tools, courses,
resources) from external suppliers

Y q N q

c. The acquisition of new learning tools and technologies Y q N q

d. Training and development linked to the new or improved learning
activities or learning processes

Y q N q

6. Over the last three years, has your school:

a. Introduced new or improved learning tools or learning approaches (e.g.
new technologies, mentoring, peer tutoring, etc.)?

Y q N q

b. Introduced innovations in the way teachers teach, or learners learn (e.g.
cross-curriculum teaching, integration of different subject matter, team
teaching, partnerships, etc.)?

Y q N q

c. Introduced significant institutional innovations (e.g., changes in
institutional structure, changes in learning strategies, etc.)?

Y q N q

7. In your opinion, is innovation a part of the learning strategy of your school?
Y q   N q
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a. Does your school continuously evaluate its learning strategy to adapt to
changes in the learning environment?

Y q N q

b. Does your school evaluate the quality and efficiency of it's learning
outcomes (teaching techniques, etc.) and learning processes?

Y q N q

c. Does your school involve all of its staff (teachers, principals, vice
principals) in the formulation of the overall vision of the school?

Y q N q

d. Does your school assess the ways in which classroom learning may be
altered or the techniques and approaches that the school may adopt in the
future?

Y q N q

Monitoring, Forecasting & Responding to Technology & Learning Market Trends

8. Does your school evaluate the effectiveness of the learning technologies used in the
classroom?  Y q   N q

a. Does your school maintain a technology watch/scanning to keep abreast
of technological developments in the learning field?

Y q N q

b. Does your school identify and react to emerging demand or changes in
learning preferences?

Y q N q

c. Does your school conduct tests of your learning tools and learning
activities with the students or educators?

Y q N q

d. Are you familiar with any learning technologies and/or learning tools
used by other schools?

Y q N q

e. Does your school conduct road-mapping exercises to prepare your school
for the future?

Y q N q

Accessing and Using Learning Technologies

9. Typically, does your school purchase and introduce new learning technologies and tools as
soon as they become available on the market?  Y q   N q

10. Before purchasing a new learning tool or technology does your school test it?
Y q   N q

a. Does your school perform any research, testing or product
development in co-operation with other schools, or outside vendors?

Y q N q

11. Does your school enter into partnerships with businesses, government or other external
organizations in order to foster technology transfer, or to improve your capability to
innovate?  Y q   N q

Financing Innovation

12. Does your school attempt to estimate in advance, the costs related to introducing an
innovation (i.e., a new teaching or learning tool, or piece of technology)?  Y q   N q
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a. Does your school perform any ongoing cost/benefit analysis of
innovations (i.e., a new teaching or learning tool, a new technology, or a
new process or system) introduced in the past?

Y q N q

b. Does your school use private sources of funding available for innovations
(i.e., a new teaching or learning tool, a new technology, or a new process or
system)?

Y q N q

c. Does your school use government sources of funding available for
innovations (i.e., a new teaching or learning tool, a new technology, or a
new process or system)?

Y q N q

Creativity and Idea Generation Management

13. Does your school encourage the formulation of new ideas in its staff (i.e., classes, tools,
pedagogy, teaching techniques)?  Y q   N q

a. When conducting performance evaluations, does your school attach
importance to originality and creativeness in its teachers and
administrators?

Y q N q

b. Does your school reward individual staff for ideas, originality and
creativeness?

Y q N q

c. Does your school tolerate staff creativity even when it is not directly
productive?

Y q N q

d. Does your school provide justification for rejecting an idea? Y q N q

Organization and Process

14. Is your school organized around learning outcomes in general and not by subject areas,
departments, or function?  Y q   N q

15. Does your school maintain a flexible institutional structure?  Y q     N q

a. Does your school involve all relevant departments in new projects, ideas,
and/or technologies from the very beginning?

Y q N q

b. Does your school encourage teamwork to stimulate innovation, creativity
and original thinking?

Y q N q

c. Does your school use activities such as job rotation, secondments, etc. to
promote the generation of new ideas?

Y q N q

d. Does your school use special tools or technologies (i.e., chat groups) or
have an office room to foster communication between staff?

Y q N q

e. Does your school encourage delegation of decision making among staff
members?

Y q N q
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Managing Human Resources

16. When your school hires new staff, does it assess their innovative potential?
Y q   N q

a. When your school hires new staff does it assess their ability to work as
part of a team?

Y q N q

17. Does your school assess the individual training needs of staff? Y q   N q

a. Does your school encourage individual staff members to ask for and
choose appropriate training?

Y q N q

18. Does your school reward staff when they acquire new capabilities that are of use to the
school? Y q   N q

a. Are procedures for promotion in your school transparent? Y q N q

b. Does your school ensure that staff appraisals are transparent and that the
best performers are rewarded appropriately?

Y q N q

Leadership

19. In your opinion, does your principal and his/her management team ensure that the
capabilities for innovation are present in your school (i.e., proper structures, culture and
climate, learning environment, and people)? Y q   N q

a. In your opinion, is your school principal and his/her management team
committed to innovation, and innovative-teaching and learning activities?

Y q N q

b. In your opinion, is your school principal and his/her management team
change-ready, and eager to learn?

Y q N q

Inhibitors and Enablers of Innovation

20. In your opinion, what are some of the key barriers that inhibit your school and its staff from
being innovative?

a. Capital resources (costs)? Y q N q

b. Human resources (staffing)? Y q N q

c. Leadership (vision, strategy, management)? Y q N q

d. School and/or education policies and practices? Y q N q

e. Culture and climate of school? Y q N q

f. Time? Y q N q

g. Others?ÉÉÉÉ. Y q N q
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21. In your opinion, what are some of the keys to your school and its staff being innovative?

a. Capital resources (costs)? Y q N q

b. Human resources (staffing)? Y q N q

c. Leadership (vision, strategy, management)? Y q N q

d. School and/or education policies and practices? Y q N q

e. Culture and climate of school? Y q N q

f. Time? Y q N q

g. Others?ÉÉÉÉ. Y q N q

Part 3ÑAttributing Skills, Attitudes & Behaviours to the Four Pillars Framework

The four pillars provide a framework from which innovation can be better understood and
organized. It gives innovation some structure and provides us with a way to understand how
innovation can be influenced or managed better.

The four pillars, in of themselves, do not bring about innovative thinking, acting or doing to
an organization or institution. It is the people within an organization or institution, through their
skills, attitudes and behaviours (and their thinking, acting and doing) that bring about innovation.

22. In your opinion, what are some of the skills, attitudes and behaviours required by individuals
in your school in order for innovation to flourish?

a. Specifically, what are some of the skills, attitudes or behaviours that your school leaders
exhibit or possess (or need to exhibit) in order for innovation to happen in your school?

b. Specifically, what are some of the skills, attitudes or behaviours that school teachers and
educators exhibit or possess (or need to exhibit) in order for innovation to happen in your
school?

23.  Can you think of any skills, attitudes and behaviours required by individuals in your school
in order for the culture and climate of the school to be conducive to innovative thinking,
acting and doing?

a. Specifically within school leaders?

b. Specifically within educators?

24. Are there any skills, attitudes and behaviours that you can think of that might positively
influence the way in which structures and processes are implemented and maintained within
a school in order for innovative thinking, acting and doing can flourish?

a. Specifically within school leaders?

b. Specifically within educators?
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Part 4ÑAn Innovation Skills Profile

The Conference Board of Canada is in the process of building an Innovation Skills Profile
(ISP). It is the intent of the ISP to isolate the unique contribution that skills make to an
organization's or institutions' innovation performance by focusing on the role of individuals' and
teams' skills, attitudes and behaviours in achieving successful innovation. The skills found in the
ISP can be applied to all 4 pillars. Your thoughts on which skills are most important are
welcome.

(A copy of the draft ISP is found in this report in Appendix 3).

The ISP is divided into four primary skills categories:

(1) Creativity and Continuous Improvement Skills.
(2) Implementation Skills.
(3) Relationship Building Skills.

(4) Risk Taking Skills.

25. Please take a look at the ISP and reflect on the skills, attitudes and behaviours listed. What
skills, attitudes and behaviours within the ISP do you think apply to your own school and in
its ability to be innovative? (Check the most accurate ones).

26. Are there any skills, attitudes and behaviours that are missing from the list that you think
should be included? Y q   N q

a. If Yes, what are they?

27. Do you think that the ISP would be a useful tool for you to reference or use within your
school? Y q   N q

a. If Yes, why?

b. If No, why not?

Part 5ÑThe four Pillars of Organizational Innovation

As m ent ioned earli er  in this docum ent, The Conf erence Boar d of Canada has at tem pted to put 
some st ructure around t he concept of  innovat ion by i ntr oduci ng four pil lar s:  leadership, str uct ures
and processes, cul tures and cli mat es, and peopl e.  T his is j ust  a fr amewor k and is only intended t o
help under st and the com plex and di verse nature of innovati on.

Your  thought s and opini ons on t his struct ur e, and on t he four pil lars of innovati on and t heir
appl icabil it y t o your school  envir onment are welcomed.

For ref erence, the f our  pi ll ars of  i nnovat ion are: 

•  Lead ership .
•  St ru ctu res and Processes.
•  Cu lt ures and  Cl imates.
•  Peop leÑHum an  Resou rce Capaci ty.
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28. In your opinion, do the four pillars accurately "frame" or "structure" the complex concept of
innovation? Y q   N q

a. If Yes, why?

b. If No, why not?

29. Please rate the four pillars of innovation, using the table listed below:

4 Pillars of Innovation
Please rate the importance of each pillar

from 1 to 5, where 1 is not important at all
and 5 is very important

Leadership 1 2 3 4 5

Structures and Processes 1 2 3 4 5

Cultures and Climates 1 2 3 4 5

People 1 2 3 4 5

30. If possible, please explain why you gave the ratings that you did. Examples or descriptions of
situations within your school that illustrate your "ratings" are welcome.

31. Are there any other "pillars of innovation" that are missing?      Y q   N q

a. If Yes, what are they?

32. Of the four pillars identified and any others that you may have included, are you able to rank
their importance (i.e., is one pillar more important than the other?) If so, what are their ranks?
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Appendix 3ÑThe Draft Innovation Skills Profile (ISP)

Creativity and Continuous Improvement Skills for InnovationÑ

the skills, attitudes and behaviours needed to generate ideas to produce new or improved products,
services and processes

Acting/Doing

1. Think outside of the box: approach challenges in a creative manner

2. Be creative in exploring possible solutionsÑlook for unexpected or surprising connections

3. Be aware and open-mindedÑideas can come from anywhere at anytime, give full attention to
alternative possibilities

4. Enthusiastically observe, question and reflect

5. Assess situations, identify problems, ask the right questions and seek solutions

6. Seek different points of viewÑideas often come from entirely new and unexpected perspectives

7. Seek divergence and convergence on new ideas

8. Be adaptable and flexibleÑchallenge ideas and offer constructive controversy between individuals
and groups when appropriate

9. Be thoughtful and insightfulÑwatch, listen, analyse, anticipate and predictÑtransform information
into new knowledge and new ideas

10. Take responsibility for your own creativityÑfollow the courage of your convictions

11. Actively participate in discussions around possible new initiatives

Managing/Leading

12. Inspire others to be creative and innovativeÑnurture and promote creativity and the capacity for
inventiveness

13. Be open to new ideas and new ways of working and doing things

14. Demonstrate trust in your employees' ideas

15. Constantly challengeÑthink beyond individual and organizational comfort zones

16. Have visionÑmake sound business decisions using implied and explicit knowledge

17. Monitor the success of a product, service, or process and seek ways to continuously improve it

18. Create change opportunitiesÑactively lead change and offer support with the change

19. Promote successful practices and present new ideas on a regular basis

20. Recognize and reward originality

Considering your school and it's innovative environment, which skills, attitudes and behvioursÑlisted
aboveÑdo you consider to be most important for successful innovation to take place in your school?
Please mark them with a (4). If there are any skills, attitudes and behaviours that you consider to be
inappropriate please mark them with a (8).
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Implementation Skills for InnovationÑ

the skills, attitudes and behaviours needed to turn ideas into new or improved products, services and
processes

Acting/Doing

1. Demonstrate practical know-how and ingenuity

2. Find solutions to practical concerns and conditions

3. Access, analyze and apply knowledge and skills from various disciplines, divisions and departments
(e.g., research and development, engineering, manufacturing, sales, marketing)

4. Be tenaciousÑdemonstrate initiative, commitment, perseverance and motivation for accomplishment

5. Listen to and learn from the ideas of othersÑkeep involved in all parts of the organization

6. Adapt to changing requirements and information as required

7. Consider a possible solutions' pluses, potentials, and concernsÑovercome the concerns one at a time

8. Use appropriate tools and technology to complete a task or project

Managing/Leading

9. Adopt and promote a "can do" attitude

10. Be adaptable to an ever-changing environment

11. Support initiative and be tolerant of the mistakes that may occur because of it

12. Display loyalty, commitment and enthusiasm

13. Appeal to the powers of potentialÑempower employees to manage themselves and their teams, and
to make their own decisions

14. Understand the full range of critical business success factors

15. Accept responsibility and accountability for decisions taken

16. Take new ideas and transfer them into breakthrough solutions

17. Value, support, and reward employees who implement new ideas

18. Celebrate success and make new products, services and processes highly visible

Considering your school and it's innovative environment, which skills, attitudes and behvioursÑlisted
aboveÑdo you consider to be most important for successful innovation to take place in your school?
Please mark them with a (4). If there are any skills, attitudes and behaviours that you consider to be
inappropriate please mark them with a (8).
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Relationship Building Skills for InnovationÑ

the skills, attitudes and behaviours needed to develop interpersonal relationships like teams to take
responsibility for innovation

Acting/Doing

1. Understand and work within the dynamics of a group

2. Listen and ask questions to understand and appreciate the points of view of others

3. Engage others as resourcesÑmake use of their skills, knowledge and abilities

4. Be flexibleÑrespect, be open to and supportive of the thoughts, opinions, approaches and
contributions of others in a group

5. Show initiative to learn new skills form various internal and external sources

6. Recognize and respect people's diversity, individual differences and perspectives

7. Anticipate sources of assistance and resistance

8. Negotiate the barriers between people and teams that may impede quality results

9. Use relevant knowledge and skills to explain or clarify ideas

10. Accept and provide feedback and guidance in a constructive and considerate manner

11. Share information and expertiseÑspeak your mind

Managing/Leading

12. Favour an atmosphere of open-mindedness

13. Foster collaborationÑfacilitate communication and knowledge transfer within the organization

14. Coach and encourage others to share knowledge

15. Encourage the participation of individuals, teams and end-users by involving, communicating,
delegating and supporting others

16. Demonstrate tolerance and respect for others

17. Provide honest praise, constructive criticism, and fair rewards

18. Identify, acquire, develop and nurture key stakeholders

19. Leverage diversity in people and skills to deliver powerful solutions

20. Nurture and promote personal development, responsibility, and job satisfaction

Considering your school and it's innovative environment, which skills, attitudes and behvioursÑlisted
aboveÑdo you consider to be most important for successful innovation to take place in your school?
Please mark them with a (4). If there are any skills, attitudes and behaviours that you consider to be
inappropriate please mark them with a (8).
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Risk Taking Skills for InnovationÑ

the skills, attitudes and behaviours needed to take calculated risks and to act entrepreneurial in order to
bring about new or improved products, services and processes

Acting/Doing

1. Demonstrate a tolerance for dealing with or coping with uncertainty

2. Be willing to accept a certain degree of risk

3. Embrace ambiguityÑcommit to an action without always knowing every outcome or consequence

4. Clarify the exact nature of a problem

5. Assess, weigh and manage risk

6. Identify and suggest alternative ways to achieve goals and get the job done

7. Analyse and evaluate the origins, assumptions, purposes and consequences of your actions

8. Identify the pluses and minuses of a potential solution

9. Be open and respond constructively to change

10. Learn from your mistakes and accept feedback

11. Feel good about yourself and be confident

12. Recognize your own and other people's good efforts

Managing/Leading

13. Respect and trust others

14. Encourage risk takingÑactively manage risk, by understanding the nature of the risk and by
constantly monitoring it

15. Be resilientÑdefine, assess and take reasonable risks

16. Be tolerant of initiative and tolerant of the potential for mistakes

17. Be responsibleÑgive careful consideration of the consequences to which any action may lead

18. Absorb uncertaintyÑtransform uncertainty into a course of action

19. Understand how work impacts business and furthers growth of the company
20. Reward and recognize risk taking

Considering your school and it's innovative environment, which skills, attitudes and behvioursÑlisted
aboveÑdo you consider to be most important for successful innovation to take place in your school?
Please mark them with a (4). If there are any skills, attitudes and behaviours that you consider to be
inappropriate please mark them with a (8).


