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"How will the public sector change
over the next decade?" was the
theme of this study. In this brief re-
port, we look at the answers for one
part of the public sector, namely,
public education (K-12).

Our study relies on face-to-face
structured interviews with 120 opin-
ion leaders from across the coun-
try. Some 56 of these respondents
came from healthcare. Others
come from federal-provincial gov-
ernment (15), municipal govern-
ment (15), public education (16)
and post-secondary education
(17). Each opinion leader interview
took about 90-120 minutes.

The most critical part of the study
is identifying the 'right people' as
opinion leaders. If this is not done
properly, then the logic of the en-
tire process falls apart.

Looking at the next decade, we see
three main stages of change for the
public sector as a whole.
Re-focus: Identify societal priorities
and focus resources across organi-
zations and supporting
stakeholders;

Realign: Change channels for de-
livery of services within and across
organizations (and levels of gov-
ernment), as well as changing the
source of funding; and

Integrate: Coordinate, participate
and share responsibility across or-
ganizations - both formally and in-
formally.

“Re-focus” refers to setting priori-
ties based on society's needs, then
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We began by identifying people
regularly named in articles, publi-
cations and speeches. We inter-
viewed these people and asked
them who they felt were opinion
leaders. We continued interview-
ing until we got agreement on
which people to interview. A list of
the opinion leaders for public edu-
cation is appended.

At the end of the study, we were
quite impressed with the dedica-
tion and talent of the people we
interviewed. We learned to rec-
ognize that the public sector must
manage in an environment that is
more complex than the private
sector. Objectives are inevitably
at odds with the desires of some
citizens, yet the public sector con-
sistently aims to improve public
well-being in the ways that are
within its means.

planning how to get things done.
These plans are likely to include co-
ordinated action by different parts
of government. There are four key
"re-focus" themes for the next dec-
ade.

1. Demand, supply and access man-
agement;

2. Accountability focused on
achieving results;

3. Community engagement that
seeks the views of stakeholders and
involves them; and

4. Leadership in meeting priorities
and finding funding.

“Realign” means that government
will change the way it delivers serv-
ices, as well as changing the
sources of funding it uses to get pri-

On behalf of the Royal Bank of
Canada, we thank all of the opin-
ion leaders for their commitment
to the public service and their will-
ingness to share their views with
others.

As a final note, we must point out
that this report summarizes what
opinion leaders say and does not
represent the views of the Royal
Bank. The authors are writing as "in-
dependents". They have no vested
interest in the opinions other than
portraying them accurately. They
are simply seeking to identify com-
mon views of the future and their
logic.

“Opinion leaders are the
people who make the
future happen. Because
of their leadership role,
their views of the future
are more accurate than
others.”

ority jobs done. Service delivery of
common functions will typically be
provided by one organization
which serves the needs of several
departments in the same level of
government, or in the case of de-
livery of services to the public, it
may provide service for federal,
provincial and municipal govern-
ment combined. This might well in-
clude delivery of services like
health care, land use or environ-
mental clean-ups, which fail to con-
form to pre-set political boundaries.
These services may be delivered by
multi-level government organiza-
tions, new agencies, private sec-
tor contractors, joint public-pri-
vate partnerships or volunteers.
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How is Public Education Changing

Public education (K-12) has expe-
rienced a decade of amalgama-
tion and downsizing. Itis now en-
tering a new period of re-focus-
ing its priorities. Among the major
changes of the last decade was
the centralization of financing
and salary negotiation, as well as
increasing central control of cur-
riculum development and
achievement standards.

Accountability and integration
are the two main issues for the
next decade. Provinces are hold-
ing local boards accountable for
student achievement and lit-
eracy levels, and in turn, local
boards are holding each school
responsible for progress. Funding
will increasingly be based on per-
formance, but performance is
judged relative to other schools
with comparable demographics
and circumstances. Support serv-
ices are also provided to help
ensure achievement of learning
and literacy results.

With funding now centrally con-
trolled, we found a great deal of
concern about the role of
stakeholders like school trustees,
teachers, parents, and education
experts. The accountability of

The biggest challenge for realign-
ing service delivery is the willing-
ness to share resources across or-
ganizations to effectively deliver
solutions for complex problems, es-
pecially when "resources" are the
basis of power. There are three pro-
gressive themes for government
when it realigns are: (i) Partnerships;
(i) Working around funding short-
falls; and (iii) Integrated action be-
tween different organizations.

“Integration” is a strategy for re-
sponding to complex problems that
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each party is unclear, as isits role.
The next decade will see more of
an effort to clarify these roles,
since all stakeholders will have a
role in achieving results.

Technology plays an increasingly
major role in accountability. It
provides tools for delivering edu-
cation, but even more critical, it
can now provide almost instant
feedback on the progress of each
student using standardized
achievement measures. Prov-
inces are building these feedback
loops and they will play a larger
part in the educational system,
providing actionable information
to students, teachers, principals
and parents. Technology will also
play a role in equalizing the
course opportunities for students
in remote areas, as well as an al-
ternative way of learning for stu-
dents in urban centres. While
there is limited awareness and
mixed experience for "public-pri-
vate partnerships" (P3) in public
education, provincial govern-
ments suggest there will be more
P3 for public education infrastruc-
ture. Another infrastructure
theme will be re-purposing old
school buildings, likely enabled by
legislation that permits their sale

cannot be solved within a single
organization. New organizations
may not be practical because the
focus of coordinated action may
be too narrow or time-limited.
Essentially "integration” means
managing organizational and
stakeholder boundaries.

When we talk about "integration”,
we are not talking about forming a
single command and control struc-
ture. Each organization retains its
own distinct identity, distinct man-
agement, and distinct balance

or lease. We are also seeing de-
velopment of "mixed use" facili-
ties, where educational facilities
are built into shopping and
condo developments as part of
a "package deal" between pub-
lic and private partners.

Shared Service Organizations will
also play a larger role. We can
expect functions like purchasing,
food services and personnel to
cross school board boundaries.
We also anticipate sharing of re-
gional transportation services.

Finally, in an effort to meet fund-
ing shortfalls, opinion leaders an-
ticipate more use of foundations
and fund-raising, as well as more
use of local volunteers. At a pro-
vincial level, we can also antici-
pate more international initia-
tives involving development and
delivery of secondary school
educational programs in China
and elsewhere.

sheet. We are talking about nego-
tiated, flexible and rapidly-chang-
ing integration. This is a mixture of
coordination of selected organiza-
tional activities, joint participation
in those activities (and only those
activities) that are mutually benefi-
cial, and shared responsibility for
achieving outcomes in those areas
alone.
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FORCES AT WORK

In demographic terms, there are
three main forces at work: diverse
populations, declining enrolment
shortage of teachers and adminis-
trators. While all sectors have had
difficulty adapting to changes in
service demand, the main impacts
of each demographic force are:
1. Diverse Populations: Increase in
both immigrant and special needs
students (especially in urban areas)
impact demand for special serv-
ices; and demand for culturally-
sensitive services.

2. Declining Enrolment: Declining
enrolment affects funding, pro-
gramming, delivery and staffing.
Some boards will feel the pressure
more than others, depending on
their location, regional economic
health and changing
demographics.

3. Labour Shortages: While labour
shortages in the government sec-
tor are uniformly anticipated to
worsen over the next five years
eventually compromising the abil-
ity to deliver services, labour short-
ages in public education are re-
gional. School boards are being
challenged to fill leadership roles
as retirement rates of principals,
vice principals, and senior adminis-
trative board staff climbs.

Demographics are at the core of
the political pressure for change.
Public pressure not only dictates
priorities, but increasingly asks gov-
ernment of all types to be account-
able for its achievements. Public
pressure for change in public edu-
cation is enormous and is having
the greatest positive impact on
the system overall. Public expec-
tations have soared as a result of
many inter-related factors. There is
political pressure on school boards
to raise the bar on academic per-
formance. Strong advocacy
groups, often representing a par-
ticular need or culture, put politi-
cal pressure on school boards to
promote spending that is "fair and
equitable" from the viewpoint of
their special interests.

“"The diverse population has a
strong voice and influences
everything from the curriculum to
school holidays and the food sold in
the cafeteria.”

The Brondesbury Group

The role of technology in education
is both interesting and somewhat
unique to the sector. Technology
will play a major role in both con-
tent and delivery of public educa-
tion.

We can certainly expect to see
technology play a bigger role in
delivery of education, both within
urban schools and within schools in
more remote areas. Technology
helps to equalize access to a wide
range of courses. Technology has
also created new uses of data col-
lection. Monitoring and managing
achievement are directly related
to solving problems of stagnating
achievement.

What we have learned about tech-
nology in the past decade is that
the equipment is cheap. Develop-
ment and operating costs are far
higher. In fact, technology has
made some services more expen-
sive by raising demand and expec-
tations for service. Inshort, we have
learned that the impact of tech-
nology is seldom as simple or cost-
effective as it appears at the out-
set. We will certainly see this new
notion repeatedly played out in
education and health in the years
to come.

There are seven changes that af-
fect all parts of the public sector.
The four changes in the inner circle
are core changes that respond to
the forces at work in the public sec-
tor environment. The three outer
changes are basically strategies
than will help deal with the four core
changes. All of the changes are
shown in a circle because they af-
fect one another and there is really
no single starting point or end-point.

The four core changes, in an order
that seems logical to us, are:

1. Change the services you
provide in response to changes in
demand and supply arising out of
demographic shifts.

2. Change the method of
delivering services in order to
compensate for the shortage of
people available to deliver
public services. Typically this
means outsourcing, contracting
or converting services to online
self-service in order to reduce
the labour required.

3. Find new revenue sources
to fund priorities.
4. If you don't have the rev-

enue you need after funding your
priorities, let others fund their
own priorities.

Measure results and fund success

To make the core changes prac-
tical, a government must:

5. Use technology to lower
costs and achieve results.
6. Measure results and fund

organizations that are success-
ful at achieving the results you
want.

7. Build new integrated
structures that help solve prob-
lems or deliver service in a cost-
effective manner. These struc-
tures can cross departments or
different levels of government.
Sometimes they are informal
coordination, sometimes they
are formalized and shared re-
sponsibility for related action on
a common problem, and other
times the structures will be new
special-purpose agencies.
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Top 5 Changes In The Sector

Public education (K-12) will experi-
ence another decade of change.
As we see it, the top five changes
in public education will be the fol-
lowing:

1. Accountability for student
achievement & literacy will become
performance-based funding.
School boards will be funded ac-
cording to how well they do at
meeting provincial standards of
achievement and literacy, or alter-
natively, their success at improv-
ing low performance.

2. There will be more integration
among stakeholders to meet local
priorities including trustees, volun-
teers, educators, parents and stu-
dents.

3. There will be growth in shared
service organizations (SSO), espe-
cially at the regional level. Formal
partnerships for buying and provid-
ing non-core services will help re-
duce costs while avoiding the un-
necessary step of further school
board amalgamations.

4. Technology will be increasingly
used to deliver courses and monitor
achievement at the student level.
Technology will be used as a deliv-
ery alternative for urban students
and as a device for creating ac-
cess to a broader range of courses
for students in more remote areas.
It will also be used to provide edu-
cational programs to students in
foreign countries.

5. There will be more private sector
partnerships to build, operate and
re-purpose school buildings. In the
case of older building stock, the
main impediment is a lack of legis-
lation that permits them to be re-
purposed. This is expected to
change over the decade.
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We include some selected com-
ments from opinion leaders to give
you a better sense of their com-
ments.

"There has to be a will to look at how
resources are used. We would wel-
come alegislated sharing between
boards on many levels. In some
parts of the province it is necessary
to share facilities and with declin-
ing enrolment this need will be
even greater. Many boards can
simply not maintain their current
infrastructure with declining enrol-
ment."

"All kinds of places where the private
sector can provide support - stu-
dent exchange, community
projects, etc."

"Reduce barriers to entry and in-
crease the technological knowl-
edge of people. Technology will
make the walls of the classroom
more permeable; teachers will no
longer be the source of all knowl-
edge and that's a good thing."

"The Board has been working to
bring the teachers to focus on stu-
dent learning. They have been
bringing in the education research-
ers to speak with school teams...
The move to have assessment
drive instruction uses the data from
diagnostic tools as well as formal
tests... The efforts of teachers at the
school level are where the success
will be realized with continued fo-
cused effort and support.”

"The aging population is becoming
increasingly concerned that their
tax dollars are being eaten up by
the education system. "

"...staying abreast of student
choices and anticipate their needs
with innovative programs and stay-
ing up with technology."

The Opinion

Leaders

Finally, we would like to thank the opin-
ion leaders who spoke to us about
changes in public education. Those
speaking about health, post-secondary
education, federal-provincial govern-
ment or municipalities are identified in
those reports. We identify the opinion
leaders based on where they were work-
ing when we interviewed them in late
2006 or early 2007. Their current position
and title cannot fully convey the depth
of their prior experience, which is often
a key factor in their selection.

In alphabetical order, the opinion lead-
ers are:

David Anderson, Executive Director, Al-
berta School Board Association;

David Birnbaum, Executive Director,
Quebec English School Boards Associa-
tion;

Ron Canuel, Director General, Eastern
Townships School Board, Québec;

Gerry Connelly, Director of Education,
Toronto District School Board;

Emery Dosdall, Deputy Minister, British
Columbia Ministry of Education;

Michael Fullan, Professor, University of To-
ronto/OISE;

Ruth Anne Furgala, President, Manitoba
Association of School Trustees;

Bill Hogarth, Director, York Region Board
of Education;

Chris Kelly, Superintendent of Schools,
Vancouver School Board;

David King, Executive Director, Public
School Boards' Association of Alberta;

Kevin Kobus, Director of Education, To-
ronto Catholic District School Board;

Ben Levin, Deputy Minister, Ontario Min-
istry of Education;

Penny Milton, Chief Executive Officer,
Canadian Education Association;

Dale Sabean, Superintendent of Edu-
cation, Western School Board, Prince
Edward Island;

Lee Southern, Executive Director. British
Columbia School Trustees Association;

John Wiens, Dean, Faculty of Education,
The University of Manitoba.
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