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Foreword

Britain faces a challenging decade. Society is changing and citizens’ needs and
expectations are changing with it. The fiscal context is extremely difficult. It is
essential that public services change to reflect these new realities. As members of
the Commission on 2020 Public Services (the Commission), we have a vision of
public services that are better aligned with the needs, priorities and aspirations of
citizens, encourage independence and responsibility and put citizens in control of
their lives. This report addresses the process of transforming public services from
their current configuration to that of this vision by 2020.

Transformation is urgent. While politicians recognise the scale of the immediate
fiscal crisis facing Britain, there has been insufficient public debate about the crisis
looming in 2020 due to an ageing population, increasingly demanding service users
and the “higher labour costs that high quality social services require.”t Without
public service transformation, the breadth and quality of services to which citizens
have become accustomed will not be delivered and expanding the range of services
that are offered will be near impossible. To address these issues, the Commission
proposes three major shifts:

e A shiftin culture: from social security, to social productivity
e A shift in power: from the centre to citizens
e A shiftin finance: reconnecting financing with the purposes of public services

These shifts represent a fundamentally different relationship between government
and citizens. The Commission proposes a model in which government engages more
with citizens to understand their priorities and provides strategic leadership, while
citizens are enabled to take responsibility for themselves and their communities.

1 Howard Glennerster, Financing the United Kingdom'’s Welfare States (London: 2020 Public Services Trust,
2010): 8.



Transformation will not be easy. But a new coalition government has just been
formed providing an opportunity to begin the debate with UK citizens about the
future of public services and to build a cross-party consensus the core issues
Britain faces. We hope that this report will become an essential reference to
government as a source of inspirational vision and as a practical guide to public
service transformation.
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Tim Besley Nick Bosanquet Geoffrey Filkin
Kuwait Professor of Professor of Health Chair and Founder,
Economics and Political Policy, Imperial 2020 Public Services
Science, London College and Consultant Trust

School of Economics Director, Reform

Commissioner Leads for Transformation
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Executive Summary

Public services are a cornerstone of British society. Many people strongly link
their identity as British citizens to public services such as the NHS: “It's like the
NHS and the Union Jack, they're the same thing.”? Public services play a critical
role providing the security citizens need during difficult times in their lives and
supporting the most vulnerable in our society. It is vital that public services be the
best that can be offered.

Transforming our public services is essential. Public services can be made
better by using information and communication technologies (ICT) and informal
citizen resources to their fullest potential. The pressures of coping with the long-
term fiscal challenges of an ageing population and the immediate fiscal crisis make
change urgent. However, change in public services should not mean salami-slicing
or ring-fencing entire departmental budgets. A more sophisticated, long-term
approach is required.

Rising to the challenges ahead means transforming public services according to
a positive long-term vision which articulates the objectives of services and provides
a strategy to achieve them. A more open and honest debate about the purposes of
public services and the priorities for public action at the national and local levels is
urgently needed.

One possible way to conduct a national debate of this kind is through twenty-first
century town meetings. Using technology to transmit information between groups of
citizens all over the country, twenty-first century town meetings can enable very large
numbers of people to voice their opinions, hear what their counterparts in other parts
of the country think, re-consider the options and, ultimately, vote on policies. Such
meetings are also an opportunity to provide citizens with the information they need
to make difficult choices, information they may be otherwise unaware of, such as the
cost of certain policies or their implications for particular groups of vulnerable citizens.

2 Discussion group participant, Kent. Quoted in Ipsos MORI, Citizen engagement: testing policy ideas for public
service reform (London: 2020 Public Services Trust, 2010): 22.



When faced with ‘impossible’ choices about priorities for public services,
an instinctive reaction is to attempt to avoid the problem altogether by refusing
to recognise the need for change. In light of this, it is important continually to
communicate a positive vision for the future and to equip citizens with essential
tools to help them think through the issues. Some of the fundamental questions
for citizens are:

e What would | like public services to help me achieve? Which public services
seem superfluous to me, or which would | like to be created that would have a
positive impact on my life?

e Does wider society benefit from my using this public service paid for by the
taxpayer? If not, should a partnership funding model be considered?

e Does government need to play a role in funding, delivering or regulating this
service for equality or efficiency reasons?

However, public service transformation is not only about establishing priorities.
Doing things differently, more efficiently, can sometimes reduce the number of
tough choices that need to be made. The Commission on 2020 Public Services
(the Commission) has recommended three shifts for public services that together
could lead to better outcomes.

e Ashiftin culture: from social security, to social productivity
e Ashift in power: from the centre to citizens
e A shiftin finance: reconnecting financing with the purposes of public services

This framework enables fresh thinking about how services can be redesigned to
deliver more public (and private) value. The emphasis is on empowering citizens
and communities to make decisions that affect them and participate actively in the
design and delivery of services. Empowering citizens also means enabling them to
hold accountable the correct people or organisations by ensuring short and visible
lines of accountability running directly down to citizens wherever possible.

The barriers to transforming public services are large, but if the process is
managed carefully, they can be overcome. Experimenting with new ways of working
is risky because sometimes it fails, but given the current context, the benefits of
encouraging large-scale innovation far outweigh those risks. Transformation must

UOISIA 0¢0¢ H
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begin today, with a far-sighted vision for society in 2020. This report calls for citizens
and government to be courageous and participate in a transformation critical to the
quality of life of all.



Introduction

“First comes thought; then organization of that thought, into ideas and
plans; then transformation of those plans into reality. The beginning, as you
will observe, is in your imagination.”

Napoleon Hill

Public services fulfil an incredibly important function in society. The Commission’s
own research shows that citizens value public services for the role they play in
maintaining order in society and for the security they provide in times of need.®
But our current model of public services, based on the Beveridge Report of
1942, is outdated and needs to change. There are huge demand and behavioural
challenges ahead. The fiscal crisis places new constraints on funding and delivery.
The imperative for change also comes from within: public services must do better
for the people who rely on them.

This sense of urgency is critical to making the case for change. As a recent
report argues, a “critical factor” in explaining innovation is “the will to change that
comes from awareness of threat or failure (and, occasionally, from a sense of a new
opportunity).” In this report we call these ‘push’ and ‘pull’ factors. Push factors
are the awareness of threat or failure (such as the potential impact of the fiscal
crisis). Pull factors are about new opportunities (such as those provided by new
technologies). The need for change in our public services is driven by both push

and pull factors.

3 Ipsos MORI, Citizen engagement: testing policy ideas for public service reform (London: 2020 Public Services
Trust, 2010): 11-12.

4 Nicola Bacon, Nusrat Faizullah, Geoff Mulgan and Saffron Woodcraft, Transformers: how local area innovate
to address changing social needs (London: NESTA, 2008): 4.

UOISIA 0¢0¢ H
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Pull factors

Two crucial pull factors are the resources and agency of citizens. 2020 Commissioner
Hilary Cottam argues that late in life Beveridge realised “he had made a mistake in
the way he had designed our welfare state.”® His self-diagnosed error was “that he
had both missed and limited the potential power of the citizen.”® In order for public
services to achieve good outcomes, citizens must be enabled and encouraged to
play an active role in identifying and participating in solutions to their individual
and collective problems. Citizens possess many resources that can be harnessed
to meet their needs or to help them use services better. These include knowledge,
skills, time, energy and will-power. Public services that acknowledged and used
these resources would be much more likely to achieve good outcomes.

Other pull factors could not have been anticipated in the 1940s. The extent to
which technology has changed lives since Beveridge's time cannot be overstated.
The invention of the personal computer and the increasingly widespread use of
the Internet have profound implications for the ways in which public services can
be delivered, and may re-shape citizens’ preferences about how they interact
with certain public services. ICT can make public services more effective at
meeting citizens’ needs and more efficient, delivering services more quickly and
cheaply. As the Trust’s recent report Online or In-Line argues, “together with the
potential of online technologies to change our mode of access to public services,
we are challenged to rethink the entire role of the state and our relationship with
government”’ in the light of new technology. If technology can make access to
public services more convenient for service users, and the services themselves
cheaper for taxpayers and more effective for citizens overall, then this is surely one
of the most important reasons for changing the current model of public services to
one which uses technology to its potential.

Push factors

The pull factors above lead the Commission and others to believe that public
services can be reformed to deliver better outcomes for citizens. However, there
are also increasingly urgent short- and long-term push factors driving reform. The
UK has an ageing and increasingly diverse and demanding population. In 2008,

Hilary Cottam, Beveridge 4.0 (London: Participle, 2008): 2.

Ibid.: 3.

Charlotte Alldritt et al., Online or In-line: The future of information and communication technology in public
services (London: 2020 Public Services Trust, 2010): 11.
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there were more people over 65 years of age than under 16, and this accelerating
trend has been predicted to cost over £300 billion by 2025.8 Migration flows are
also changing the composition of the population, creating a more diverse society
with increasingly varied needs and aspirations.® This increasing diversity has
profound implications for the demand for public services. Culturally, citizens are
becoming increasingly assertive, demanding higher quality, prompter and more
personalised services.!©

The current fiscal crisis makes transformation all the more urgent. The forecast
for public sector net borrowing this year is £157 billion.! The new coalition
government has committed to making £6.2 billion worth of spending cuts this
year'? and to “significantly accelerate the reduction of the structural deficit over the
course of a Parliament, with the main burden of deficit reduction borne by reduced
spending rather than increased taxes.”!2 Clearly, delivering better quality services
by increasing spending is no longer an option. To achieve ‘more for less’ or even
retain the ‘same for less’ will require transformation and a recognition that, in some
cases, ‘less for less’ may be the only option.

A coherent response to these challenges requires public service transformation.
A more open and honest public debate about the priorities for government action
and how services can be re-designed to deliver better outcomes is urgently
required. The alternative — increasingly likely without this debate — is to sleepwalk
towards a future in which “public services work in the same way as now, only with
less resources [sic.]. Public services are retrenched but not reformed. They are
residualised, and become increasingly poor services for a marginalised minority.” 14

The new coalition government has the difficult task of regaining public trust
and building political consensus around the best of the alternatives for meeting
the transformation challenge. This report is a contribution to the debate the new

8 Laura Bunt and Michael Harris, The Human Factor: How transforming healthcare to involve the public can
save money and can save lives (London: NESTA, 2009): 11; Michael Harris and David Albury, The Innovation
Imperative (London: NESTA, 2009): 8.

9 Barrow Cadbury Trust, Cities in Transition: Britain’s Increasing Plurality (London: Barrow Cadbury Trust,
2007): 2.

10 Simon Griffiths, Beth Foley and Jessica Prendergrast, Assertive Citizens: New Relationships in Public

Services (London: The Social Market Foundation, 2009); Peter Taylor-Gooby, Charlotte Hastie and Caroline

Bromley, “Querulous Citizens: Welfare Knowledge and the Limits to Welfare Reform” Social Policy and

Administration 1 (2003): 1-20.

Office for National Statistics, “Public Sector”, Economy, accessed on 25 May 2010 at <http://www.statistics.

gov.uk/cci/nugget.asp?id=206>.

12 BBC News, “George Osborne to outline £6.2bn spending cuts” accessed online on 24 May 2010 at <http:/
news.bbc.co.uk/1/hi/uk_politics/8699522.stm>.

13 HM Government, The Coalition: our programme for government (London: Cabinet Office, 2010): 15-16.

14 Commission on 2020 Public Services, Beyond Beveridge (2010): 7.
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coalition government must engage in, regarding how government can reconnect
with citizens, the priorities for government and the responsibilities of citizens.
2020 Vision first explains and analyses the Commission’s vision and principles
for 2020 public services. The report discusses the barriers to change in the public
sector, then describes the stages of the transformation process. The last section
outlines a change pathway for the implementation of the Commission’s vision.



The Commission’s vision
and principles

It could be argued that decades of reform to public services have not delivered
results to match expenditure. This is partially due to a failure on the part of reformers
to return to first principles, to ask what public services are really for and establish
the guiding principles for a coherent ‘model’. It is also due to a tendency to favour
incremental reform over complete transformation, because whole system-change
is extremely difficult to enact. However, the problem is that very often one cannot
easily make small changes to the system without shifting the conditions that prevail
in the rest of the system to make it amenable to reform.

At a time when public finances are increasingly constrained, the purpose and
underlying principles of public service reform become even more crucial. The
Commission has argued that politicians have been locked in a conspiracy of silence,
avoiding debate about how to pay for public services in the future and leaving the
public convinced that that ‘efficiency savings’ are all that will be required to maintain
current service breadth and quality.’® In reality, the scale of the deficit and the cost
drivers of public services, such as the effects of demographic change, make a
long-term strategy for financing public services essential. Avoiding this debate risks
alienating the public from key decisions, jeopardising the legitimacy of reform.

The Commission was established to help widen public debate on a subject that
matters to all citizens. It seeks to shift a debate that has become narrowly centred on
cuts (‘what to cut’ and ‘when to cut it') to a more fruitful discussion of the broader

15 Only 27% of the public believe disagreed with the statement that “Making public services more efficient can
save enough money to pay off the very high national debt we now have, without damaging services the public
receive. Ipsos MORI, Ipsos MORI March Political Indicator, accessed online on 25 May 2010 at <http://www.
ipsos-mori.com/Assets/Docs/Polls/poll-Mar10-topline.pdf>: 7.

UOISIA 0¢0¢ H
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choices, trade-offs, and attitudinal and cultural changes that need to be made if
public services are to continue to play a central role in the lives of British citizens. The
Commission has asked: what kind of needs and values will citizens have in future?
What means to deliver services will be at our disposal? What should be the role of
citizens, the state and society? The starting point has been to think about ‘ends’: getting
above narrow debates on improving existing services, and thinking about what the role
and purpose of 2020 public services should be. The Commission’s vision is that

2020 public services help us to achieve — for ourselves and each other —
things that we value and cannot achieve on our own. They help us become
the people we want to be, living within a society we want to be part of.

2020 public services put us in control of our own lives. They make us more
secure today and more confident about tomorrow, encouraging us to take
responsibility for ourselves and for others.

There is clearly space between this vision and today’s public services. Innovation
and creativity are constantly emerging within our services, but so often run up
against structural constraints, mis-aligned incentives and a static, point-in-time
culture. The Commission has suggested overcoming these barriers to transformation
by implementing three ‘shifts’:

e A shiftin culture: from social security, to social productivity
e A shift in power: from the centre to citizens
e A shiftin finance: reconnect financing with the purposes of public services

These shifts, explained below, are interdependent and mutually reinforcing. The
Commission believes they can form the building blocks of systematic, long-term
reform to public services and the framework for a more sustainable and citizen-
centric settlement.

A shift in culture: from social security, to social productivity

Social productivity is the idea that citizens should be more actively involved in
setting the priorities for public services, defining policy solutions and implementing
those solutions. Social productivity requires active citizen engagement with public



services, based on the understanding that social outcomes cannot be delivered
by services alone but are created by the interaction between services and users
(sometimes called co-production).

A ‘socially productive’ approach means encouraging active collaboration
between citizens and understanding better the resources all citizens possess, such
as knowledge, skills, time and empathy. When fiscal resource is constrained, public
services must get better at utilising these resources through engaging citizens in the
design, delivery and smarter consumption of public services.

One of the prerequisites of a more socially productive society is that everyone be able
to participate. The Commission recognises that citizens do not begin life with the same
talents, resources and opportunities. Public services will need to play a role in helping
those citizens and communities that are most disadvantaged to protect and promote
capabilities so that everyone can benefit from increased participation in public services.

A shift in power: from the centre to citizens

Shifting power is about creating citizen-centric public services through the transfer
of political, administrative and financial powers away from the centre. Britain’s
current centralised system must be re-balanced to give more political power and
spending discretion to people and localities. This shift would mean more integrated
public services built around the needs of citizens and communities, commissioned
at the lowest practicable level, across traditional service and budget lines.

Starting with people and places would have implications for the organisation of
government. Whitehall would need to be smaller but more strategic, setting long-term
priorities and overseeing their implementation. Strong accountability mechanisms are
essential to this shift, as more decisions are taken locally and the pattern of public
spending begins to reflect the priorities of different people and communities.

A shift in finance: reconnecting financing with the purposes
of public services

Shifting finance means making the financing of public services more transparent
and more connected to the purposes of services. First, there should be more
transparency around public finances — how money is raised and spent. Citizens
should be able to be more involved in deciding the priorities for public spending
and their collective responsibilities. They should also be more aware of how they are
contributing to and benefiting from public services, compared to others at particular

UOISIA 0¢0¢ H
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moments in time, and across their own lifecycles.!® This cannot be achieved in a
system that is monolithic and opaque.

Second, the ways in which public services are financed should help to achieve
the objectives of services. This means aligning financial incentives so that people
behave in ways that contribute to the creation of public (and private) value. In
some cases this may imply means-tested partnership models for financing, such
as co-payment, which helps to limit the risk of over-consumption of services and
encourages users to extract the most possible value when they do need services.

Finally, resources will need to be used more intelligently through the life-cycle
of citizens. This means investing preventatively, using informal resources better and
unlocking latent community assets. Technology can help, for example by providing
access to better quality data and more sophisticated accounts of individual and
community needs.

The following table summarises what public services would look like if these three

shifts occurred.

Table 1: The Commission’s three shifts

Shift in culture

Shift in power

Shift in finance

o (Citizens define priorities
for public services.

e Citizens define the
solutions to their particular
problems/needs.

e Public services focus on
creating value through the
relationship between the
service and service users.

e Public services encourage
citizen to citizen
collaboration.

e Public services help
citizens build capabilities
and become more
resilient.

e The political system is
rebalanced — local government
takes on more responsibility
while the centre is smaller and
more strategic.

e Commissioning is
democratised.

e |ndividuals often control the

resources allocated to meet

their needs.

Professionals are encouraged

to innovate in the way they

deliver services.

e Public services are designed
around citizens and
communities, not functions
and departments.

¢ The financing of public
services is transparent.

e (Citizens’ contributions to
public services are linked to
use or entitlement.

e (Citizens are aware of what

they contribute to public

services and how they
benefit from them now and
over time.

Citizens have more control

over what is spent on them

and are better able to plan
for the future.

All types of resources are

valued, including non-

monetary contributions.

16 At different points in their lives, people contribute more or less to public services. Taking a life-cycle approach
to understanding net contributions to and benefits from public services can help people understand how they
have redistributed to themselves and benefited from the system over time.



N
=

These three shifts would clearly have implications for the ways in which public
services are designed, funded and delivered, and the roles of various actors within
the system. The next section of this report discusses some of these implications,
and offers some examples of what the shifts could mean in particular service areas.
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Implications of the
Commission’s vision

In its vision statement, the Commission gives its description of ideal-type public
services in 2020:

2020 public services help us to achieve — for ourselves and each other —
things that we value and cannot achieve on our own. They help us become
the people we want to be, living within a society we want to be part of.

This is a broad definition of 2020 public services which is not limited to existing
services but rather encompasses any collective action towards achieving common
goals — “things we value and cannot achieve on our own.” The Commission’s vision
is of public services that achieve public objectives through the identification and
creation of public (and private) value.'’

The goal of creating public and private value through public services requires
two approaches. It requires thinking about ways to solve public problems by
reforming existing services as well as by creating new services or using other means
such as regulation or citizen-to-citizen collaboration. In addition to forcing greater
productivity from existing service models, innovation will be necessary. The question
is: how can public services be re-aligned to meet the wants, needs and expectations
of citizens today?

At the heart of this vision is a recognition that needs change over time and vary
by place. Hence, public objectives should be agreed democratically by citizens and

17 The term ‘public value’ has been popularised by Mark Moore. The Commission’s thinking has been influenced
by his definition of public value, but we use the term more broadly. See Mark H. Moore, Creating Public Value:
Strategic Management in Government (Boston: The President and Fellows of Harvard College, 1995).



government at the appropriate level, whether national, regional, local or community.
This process will enable citizens to define collectively the “society we want to be
part of.” The objectives of public services will be changeable and contested, and
should be flexible enough to adapt over time. They will also be diverse, reflecting
local and individual differences.

The second part of the Commission’s vision describes, from the individual's
perspective, what it believes should characterise 2020 public services. The aim is
to give individuals maximum freedom to make decisions affecting them, within the
constraints of collective goals:

2020 public services put us in control of our own lives. They make us more
secure today and more confident about tomorrow, encouraging us to take
responsibility for ourselves and for others.

In this vision public services enable individuals to take control of defining their own
problems and participating actively in solutions to those problems. A second goal
is to give citizens security in times of need and confidence that they will be able to
thrive in the future. Finally, public services should aim to give people the tools and
capabilities they need to help themselves and their communities.

Deliberative discussions with citizens (conducted by Ipsos MORI for the
Commission) reflect much of this vision, including that of security and also some
indication of the society citizens want to be a part of — a fair one.!® Part of creating
public service value involves creating the conditions for this kind of deliberation, in
which citizens are able to trade off various public objectives to come to agreement
about the priorities for public action, on a wider and much more regular scale.

In order for public services to achieve their objectives in the future, it will be
necessary to accomplish the following three steps:

1 Identify opportunities to create public value and agree priorities for public
action. This is fundamentally a democratic process of deciding what citizens
value most as a society that is best achieved by acting collectively. This process
helps determine the priorities for ‘inputs’ into public services.!?

18 Ipsos MORI, Citizen engagement (2010): 11-12.
19 ‘Inputs’ here refers to the resources required to provide services.

N
w
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2 Create public value. This is about the process of turning these inputs into
valuable outcomes. This report focuses on how to re-design services so that
they are more effective in achieving these outcomes.

3 Ensure mechanisms of accountability, to ascertain whether or not outcomes
are being achieved through a transparent and acceptable process. This report
argues for visible and short chains of accountability that run down to citizens as
well as up to central government.

The following section discusses how citizens and government might work together
to make these three steps happen.

Identify opportunities to create public value and agree
priorities for public action

Public objectives will need to be agreed and then prioritised to reflect the needs and
aspirations of citizens today, set against the limits of public tolerance of taxation. The
Canadian government went through this in the 1990s and its experience indicates
that “there is no substitute for making choices about the relative importance of
government programmes to eliminate a large deficit. It comes down to repositioning
the role of the government within the collective means of citizens.”°

The identification of opportunities to create public value should be a democratic
process, but one that is truly involving rather than simply consultative. The process
would require the creation of arenas in which large numbers of citizens were
required to express (costless) preferences and, more importantly, make difficult
(and costly) choices and trade-offs.

There are many types of forum for this kind of deliberation. Some are more
suited to local area discussions and some can facilitate larger scale national
deliberation. Of the latter, one might consider twenty-first century town meetings,
appreciative inquiry, citizens’ juries, consensus conferences and voting, deliberative
mapping, deliberative polling and e-panels.?! Technology can facilitate the dialogue
and increase the number of possible participants.

20 Jocelyne Bourgon, Program Review: The Government of Canada’s experience eliminating the deficit, 1994—
99: a Canadian case study (London: Institute for Government, 2009): 18.

21 For descriptions of these methods of public participation, please see http://www.peopleandparticipation.net/
display/Methods/browse+methods.



Twenty-first century town meeting

The twenty-first century town meeting involves large numbers of citizens deliberating on
local or national issues. Participants sit at tables of between 10 and 12, and the facilitator
of each group inputs information about the discussion into a computer. This information
is sent to a central ‘theme team’ which collates the information from all the tables, divides
it into themes and sends it back to the tables. Each participant has a keyboard enabling
them to comment or vote individually on the re-transmitted information. The results of
the votes are then broadcast to participants on video screens for instant feedback. These
feedback loops allow small groups to engage in in-depth discussions while also providing
them with information about what a much larger group thinks about the issues.?

A twenty-first century town meeting has been organised in the US for 26 June 2010
to “engage the American public in an unprecedented national conversation about [the]
federal budget.” This will enable thousands of Americans from diverse backgrounds “to
weigh-in on the difficult choices involved in putting [the] federal budget on a sustainable
path.”23 “These meetings are especially useful for engaging citizens in planning, resource
allocation, and policy formulation”?* and they therefore show promise in fulfilling the
function of engaging citizens in deciding the priorities for public action in the UK.

One could envisage a twenty-first century town meeting occurring in many cities in the UK
simultaneously, connected by computer technology and live streaming videos. This would
allow citizens in every area to have a say and understand what their counterparts in other
regions think about the issues. One could also include political leaders in the deliberation.
They could play a role in providing information about the cost of policies and the trade-offs that
need to be made. The individual voting technology could be used to track information about
what people with certain demographic characteristics think about a variety of issues. To be
truly democratic, one would have to ensure that representative samples of the population,
both regionally and nationally, participated, including typically hard-to-reach groups.

This kind of large-scale, technology-intensive deliberation is costly in terms of time,
money and expertise (as a very large number of facilitators is required). This means
that it will only be possible to hold such an event infrequently. One idea is to organise
this type of event one year before a general election is expected, to provide information
to the political parties about the public’s values, priorities and expectations and enable

the parties to write their manifestos in light of these.

22 people and participation.net, “21st Century Town Meeting” accessed online on 12 May 2010 at <http://www.
peopleandparticipation.net/display/Methods/21st+Century+Town+Meeting>.

23 AmericaSpeaks, “National Town Meeting: June 26", accessed online on 12 May 2010 at <http://www.
americaspeaks.org/>.

24 people and participation.net <http://www.peopleandparticipation.net/display/Methods/21st+Century+Town+Meeting>.
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Large scale democratic deliberation can be difficult and unwieldy, but there may
be some criteria that can help guide the process and structure debate. In Canada
for example, the government asked its departments to consider six questions, as
explained in the following example.

Canada’s Program Review questions

When Canada decided to embark on a large programme of fiscal consolidation in
1994, it asked every department to prepare a “proposal for the future role of the
department in serving Canadians, taking into account the [Government of Canada’s]
three-year fiscal plan.”?® In preparing these plans, departments were asked to consider

the following questions:

1 Does the programme or activity continue to serve a public interest?

2 Is there a legitimate and necessary role for government in this programme area
or activity?

3 Is the current role of the federal government appropriate or is the programme a
candidate for realignment with the provinces?

4 What activities or programmes should, or could, be transferred in whole or in part
to the private or voluntary sector?
If the programme or activity continues, how could its efficiency be improved?

Is the resultant package of programmes and activities affordable within the fiscal

restraint? If not, what programmes or activities should be abandoned??®

While these questions reflect the Canadian federal political system and its aims of
fiscal consolidation, they are nevertheless reasonable questions to ask in the context
of re-prioritising government action in the face of a changing fiscal and demand
context. The next section looks in particular at how one might begin to answer the
first two questions, which are the most relevant to discussions about how to identify
opportunities to create public value.

25 Bourgon, Program Review (2009): 21.
26 Bourgon, Program Review (2009): 22.



Does the programme or activity continue to serve a public interest?
One way of assessing whether or not a programme continues to serve the public
interest is by asking two related questions:

1 Isitaligned with the needs or aspirations of citizens today?
2 Which needs are not being met by the current range of services?

On this basis, one might decide to eliminate services involving technology that has
become obsolete — telegraphy being one historical example. However, given the
increasing participation of women in the workforce and dominant cultural patterns
of caring responsibility, one might decide that childcare services have become a
greater priority.

Another strategy is to consider whether or not there are benefits to society (not
just service users) from the individual consumption of a service. It is widely accepted,
for example, that there are public benefits to the individual consumption of waste
disposal services: it reduces the amount of litter left in public places, contributing to
a cleaner living environment and a reduction in the spread of disease. Conversely,
there may