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McKinsey: How the world’s best
performing systems come out on top

‘The quality of an education system [or school]
cannot exceed the quality of its teachers’

Learning from Finland
•
•
•
•
•
•
•
•
•

Top in PISA
Every teacher has a master’s degree
Only 10 percent of applicants are accepted
Every student who falls behind gets 1:1 or small group
support until they catch up
30 percent of all students receive special support each year
Teachers who provide special support train longer and are
paid more
The gap between high- and low-performing students is
smaller than elsewhere
There are no national testing regimes or ‘league tables’
of schools
The starting age for school is 7

Learning from Australia
Percentage of Grade 1 students reading
with 100 percent accuracy at level 15
at Bellfield Primary School
Bellfield
1998
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New skills for a global innovation society

Asia-Pacific Leaders Forum on Secondary Education
New Delhi, 24-26 March 2008
Andreas Schleicher
Head, Indicators and Analysis Division
OECD Directorate for Education

School completion

24-26 March 2008

Asia-Pacific Forum

Seeing education through the
prism of international comparisons

10
10

A world of change in the global skill supply
Approximated by percentage of persons with high school or equivalent qualfications
in the age groups 55-64, 45-55, 45-44 und 25-34 years

%

1

13

1

27

1. Excluding ISCED 3C short programmes
3. Including some ISCED 3C short programmes

2. Year of reference 2004
3. Year of reference 2003.

Growth in university-level qualifications

Approximated by the percentage of persons with ISCED 5A/6 qualification
born in the age groups shown below (2005)

%

4
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1. Year of reference 2004.
2. Year of reference 2003.
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Percentage of tertiary type A graduates to the population at the typical age of graduation
%

15
2

Decline of the relative
position of the US from
1995 to 2005
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Moving targets
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Future supply of high school graduates
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Gordon Brown’s Vision
‘I make no apology for saying that education is the best
economic policy. And I make no apology for wanting every
child to be able to read, write and add up. But education
has always been about more than exams, more than the
basics, vital as they are. To educate is to form character,
to shape values, and to liberate the imagination. It is to
pass human wisdom, knowledge and ingenuity from one
generation to the next. It is a duty and a calling. As
Plutarch said, the mind is not a vessel to be filled but a fire
to be kindled. And that is why we have such high
ambitions. Not just because education is a matter of
national prosperity, although it is certainly that. It is
because education is the greatest liberator
mankind has ever known, the greatest force
for social progress. And that is why it is my passion’.

Australian 2020 Summit: Background paper on
Education, Skills and the Productivity Agenda
• The Australian economy faces a period of significant change
• To meet these challenges the economy will need to be
flexible, productive, and highly participative
• Knowledge, skills and innovation are major drivers of
prosperity, productivity and global competitiveness
• Early childhood education and care are critical to outcomes in
later life
• At primary and secondary levels, Australian students perform
well compared to their international counterparts
• Behind the averages there are wide variations across
sectors, socio-economic status and culture

Education, Economy and Society

SOCIETY

Compelling vision
with high moral
purpose

EDUCATION

ECONOMY

The global and local challenge
• Notwithstanding Finland’s top rankings in PISA, its creativity
as a nation, its thriving economy, its lower than EU average
unemployment, the country has difficulty attracting talented
people to maintain its workforce (similarly for Sweden,
Norway and Denmark) (‘enticing skilled foreigners to the
Nordics is a tough job’, The Economist, 5 April 2008, p. 58)
• Should Finland, or any other nation including Australia
facing a similar challenge, make major changes to (a) its
education system, or (b) its immigration program, or (c)
both?
• Leading the Way: The Tasmania Academy and the
Tasmania Polytechnic

Three-year research and development project
2005-2007
• 14 workshops in (Australia, Chile, England, New Zealand)
in 2005
• 5 workshops in England in 2006
• 19 workshops in every state and territory of Australia in
2006: ACE on the Road
• 22 seminars or workshops in 2007 in / for Australia
(Queensland, SA, Victoria), Malaysia, Mauritius,
Netherlands (included participants from England and
Croatia), Philippines, Singapore and Wales
• A total of 60 seminars or workshops with about 2800
school and school system leaders from 11 countries
• 49 case studies, with 40 presented in 13 of the 60
workshops, and 4 master classes

Raising the Stakes
(Caldwell and Spinks, 2008)

Alignment of capital for the
transformation of schools
Transformation is significant, systematic and sustained change that
secures success for all students in all settings

Intellectual and Social

• Intellectual Capital . . .
The knowledge and
skill of those who work
in or for the school
• Social Capital . . The
strength of formal and
informal partnerships
and networks that
have the potential to
support or be
supported by the
school

Spiritual and Financial

• Spiritual Capital . . . The
strength of moral
purpose and the degree
of coherence among
values, beliefs and
attitudes about life and
learning
• Financial Capital . . .
The money available to
support
the school

Governance

• Governance . . . The
process through which a
school builds its
intellectual, social,
spiritual and financial
capital and aligns them
to achieve its goals

Confirmation in international project
• International Project to Frame the Transformation of
Schools
• Australia, China, England, Finland, United States, Wales
• Case studies of five secondary schools in each country,
with many schools in highly disadvantaged settings
• 10 sample indicators for each form of capital and
governance – a total of 50
• 30 of 50 confirmed in every school; 10 in the majority of
schools, 10 in at least one school
• Forthcoming book
Why Not the Best Schools (Caldwell and Harris, 2008)

Intellectual capital indicators
1. The staff allocated to or selected by the school are at
the forefront of knowledge and skill in required
disciplines and pedagogies
2. The school identifies and implements outstanding
practice observed in or reported by other schools
3. The school has built a substantial, systematic and
sustained capacity for acquiring and sharing
professional knowledge
4. Outstanding professional practice is recognised and
rewarded
5. The school supports a comprehensive and coherent
plan for the professional development of all staff
that reflects its needs and priorities

Intellectual capital indicators

6. When necessary, the school outsources to
augment the professional talents of its staff
7. The school participates in networks with other
schools and individuals, organisations, institutions
and agencies, in education and other fields, to
share knowledge, solve problems or pool
resources
8. The school ensures that adequate funds are set
aside in the budget to support the acquisition and
dissemination of professional knowledge
9. The school provides opportunities for staff to
innovate in their professional practice
10. The school supports a ‘no-blame’ culture
which accepts that innovations often fail
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Creating a knowledge-rich profession in which schools and
teachers have the authority to act, the necessary knowledge
to do so wisely, and access to effective support systems
The future of education
systems is “knowledge rich”
Informed professional
judgement, the teacher as
a “knowledge worker”

Informed
prescription

National
prescription

Professional
judgement

Uninformed
prescription, teachers
implement curricula

Uninformed professional
judgement, teachers
working in isolation

The tradition of
education systems has
been “knowledge poor”

Social capital indicators
1.
2.
3.
4.
5.

There is a high level of alignment between the expectations
of parents and other key stakeholders and the mission,
vision, goals, policies, plans and programs of the school
There is extensive and active engagement of parents and
others in the community in the educational program of the
school
Parents and others in the community serve on the governing
body of the school or contribute in other ways to the decisionmaking process
Parents and others in the community are advocates of the
school and are prepared to take up its cause in challenging
circumstances
The school draws cash or in-kind support from individuals,
organisations, agencies and institutions in the public and
private sectors, in education and other fields, including
business and industry, philanthropists and social
entrepreneurs

Social capital indicators
6. The school accepts that support from the
community has a reciprocal obligation for the
school to contribute to the building of community
7. The school draws from and contributes to networks
to share knowledge, address problems and pool
resources
8. Partnerships have been developed and sustained
to the extent that each partner gains from the
arrangement
9. Resources, both financial and human, have been
allocated by the school to building partnerships
that provide mutual support
10. The school is co-located with or located near other
services in the community and these
services are utilised in support of the school

Education revolution is in the air!
‘We know that global
competition – not to
mention any genuine
commitment to the
values of equal
opportunity and upward
mobility – requires us
to revamp our
educational system
from top to bottom’.

New Commission on the Skills of the
American Workforce
‘The core problem is that our
education and training systems
were built for another era . . . It is
not possible to get to where we
have to go by patching that
system. There is not enough
money available at any level of
our intergovernmental system to
fix this problem by spending
more on the system we have. We
can get where we must go only
by changing the system itself’

School Autonomy
• Unconstrained school autonomy is rare
• There is constrained autonomy in local management,
school-based management, self-management
• The self-managing school is ‘a school in a system of
education to which there has been decentralized a
significant amount of authority and responsibility to
make decisions related to the allocation of resources
within a centrally determined framework of goals,
policies, standards and accountabilities’
• Resources are defined broadly to include finance,
curriculum, staffing, facilities and maintenance

Trends and impact of autonomy
• There is a trend to autonomy (decentralization) but
there are parallel trends to centralization
• Early research on impact was inconclusive
• Recent research for OECD yields the most important
findings on autonomy
• The report of PISA 2006 includes a model to explain
the joint impact of school and system resources,
practices, and policies on student performance. Of
the 15 factors in the model, the system average on
the school autonomy index in budgeting is by far the
most powerful

School accountability, autonomy and
choice: The OECD Working Paper 13
On average, students perform better if schools have
autonomy to decide on staffing and to hire their own
teachers, while student achievement is lower when
schools have autonomy in areas with large scope for
opportunistic behaviour, such as formulating their
own budget. But school autonomy in formulating the
budget, in establishing teacher salaries, and in
determining course content are all significantly more
beneficial in systems where external exit exams
introduce accountability. (Wößmann, Lüdemann,
Schütz and West, 2007, p. 59)

School accountability, autonomy and
choice: The OECD Working Paper 14
. . . rather than harming disadvantaged
students, accountability, autonomy, and
choice are tides that lift all the boats. . . there
is not a single case where a policy designed
to introduce accountability, autonomy, or
choice into schooling benefits high-SES
students to the detriment of low-SES
students (Schütz, G., Wößmann, L. and
West, M.R., 2007, p. 34)

Public and private schools

Seeing education through the
prism of international comparisons

37
37

Government schools

Government dependent private
Government independent private

% 0

24-26 March 2008

Asia-Pacific Forum

Luxembourg
Japan
Italy
Switzerland
Finland
Denmark
Czech Republic
Sweden
Hungary
Austria
Portugal
United States
Netherlands
Slovak Republic
Korea
Ireland
Spain
Canada
Mexico
New Zealand
Germany
OECD
United Kingdom

20

40

60

80

Observed performance difference
Difference after accounting for socio-economic background of students and schools

-150
100

-100

-50
0
Score point difference

Private schools
perform better

50

100

Public schools
perform better

Private schools in India:
World-Class Katha
• Imagine a brick and stone building. Warm. Intimate,
resounding with the laughter of 1200 children, 100 women
who come in to discuss issues of resurgence and learn,
nearly 70 teachers, many volunteers. Imagine a community
of 150,000 people many of whom keep walking into the
school that is at the centre of its resurgence. Started in
1990 with five children, we have stretched out to 54
communities that live around us, each at the edge of many
poverties.
• And now imagine its curriculum and pedagogy. Specially
devised for our students, ranging in age from 0-17. Each
trimester, the flavour of the learning changes, and the
excitement bubbles within teachers and students as
they look forward to one more window opening . . .

Scene 1 Approaching the Katha School: Katha
serves many communities in deep poverty

Scene 2 An Uncommon Education for a
Common Good: A narrow lane leads to Katha

Scene 3 Entering Katha: warm and welcoming

Scene 4 Learning at Katha: small, intimate,
colourful . . . and note the sturdy construction!

Scene 5 Parvinder Kaur: Director of Schools

Scene 6 The 9Cs of Classroom Teaching

Scene 7: Less than 2% drop out; graduates
secure jobs in thriving knowledge economy

Australia 2020 Summit Question 1
‘If I could do one thing’ [Caldwell]
• We need to bring about a new alignment of education,
economy and society that is suited to the 21st century.
We did it in agricultural and industrial times but we
haven’t got it right for the skills we need in a globalised
knowledge era. A second alignment is required to achieve
this. We need to build the intellectual, social, spiritual and
financial capital of our schools. More money (financial
capital) will be important but we are lagging behind other
nations against whom we benchmark, especially in
respect to intellectual capital (‘know-how of teachers’) and
social capital (‘engagement of the community’).

Australia 2020 Summit Question 2
‘One issue over which I’ve changed my mind’
[Caldwell]
• Until recently I believed that the transformation of public
education could be achieved by improved effort within the
public sector. While this is absolutely necessary, I now see
that it is seriously insufficient. We need to engage all
sectors: public and private, educational and noneducational, for-profit and not-for-profit. I changed my mind
after research and limited involvement in education reforms
of New Labour in England which has, for example, helped
secure partnerships of schools and business in 90% of
secondary schools; and seeing how community and
philanthropic support can be mobilised in places like
Finland, Hong Kong, India and Korea.

Strategies for an education revolution

•
•
•
•
•
•
•
•

Transformation of the teaching profession
Settlement on the public-private issue
Dramatic engagement of the wider community
Breakthrough in Governance
New provision in design and delivery of curriculum
Elevating leadership
Acting globally – Acting locally
Why Not the Best Schools?

Passion, Trust and Strategy

STRATEGY

Compelling vision
with high moral
purpose

PASSION

TRUST

The speed of trust
Stephen Covey in The Speed of Trust:
•
•
•
•
•

Self-Trust: Principle of credibility
Relationship Trust: Principle of
behaviour
Organisational Trust: Principle of
alignment
Market Trust: Principle of reputation
Societal Trust: Principle of contribution
Passion is ineffective if it does not
engender trust. Passion and trust are
ineffective if there
is no strategy

The integrating force
• There is one thing that is common to every
individual, relationship, team, family, organisation,
nation, economy, and civilisation throughout the
world – one thing which, if removed, will destroy the
most powerful government, the most successful
business, the most thriving economy, the most
influential leadership, the greatest friendship, the
strongest character, the deepest love.
• On the other hand, if developed and leveraged, that
one thing has the potential to create unparalleled
success and prosperity in every dimension of life.
Yet it is the least understood, most neglected, and
most underestimated possibility of our time.
• That one thing is trust. (Covey, 2006, p. 1)

Look what we can do if we go
further and faster!

