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First Nation Position Paper on Systems 
 
As a result of the joint action plan developed between AFN Education and INAC for  
Education Policy Framework and Education Management Framework in 2006, the 
discussion for the development of First Nations Systems or Second Level Services is now 
part of the national discussions on First Nation Education.  “First Nations communities 
and their organizations as well as the Royal Commission on Aboriginal Peoples and the 
Minister’s Working Groups have consistently recommended that First Nations 
communities be supported and resourced to develop regional organizations that can then 
support community needs through the delivery of second level services.” (Orr & 
Cameron, 2006) 
 
The vision for First Nations second level services is not one in which First Nations would 
replicate provincial school boards, but rather is an authentically First Nation (sic) system, 
which is rooted in supporting community determined needs. As such, these regional 
education systems would support Indigenous knowledge and locally determined First 
Nations needs and aspirations. (Orr & Cameron, 2006)  As such the guiding principles for 
the development of First Nation Systems will differ from provincial doctrines but are no 
less valid. 
 
Guiding Principles 
 
The development of First Nations education systems may include the identification of 
overarching guiding principles.  These principles could include: 
 

 The development of First Nations education systems will be community-based, 
and encourage communities to be empowered in making choices that will best 
advantage the community. 

 Organizations or other structures which support aggregation will be accountable 
to the communities that they serve and accountability mechanisms for public 
funds would need to be jointly established. 

 First Nations education systems will be orientated to support First Nations 
learners in realizing their full potential. 

 Developmental stability will be emphasized, so First Nations education systems 
will have time to develop, refine and benefit communities that choose to receive 
services from them. 

 Sustainable First Nations education systems will be achieved through funding 
allocations that encourage communities to work together instead of competing for 
resources. 

 First Nations education systems should build on successful First Nations driven 
approaches, and not develop at the expense of existing structures that 
communities value as successful initiatives. 

(First Nations Education Systems 2006-2007 Draft Discussion Paper) 
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There are several main points that need clarification for the ongoing development of 
systems.  These include how an aggregation is defined; what authority is given to the 
Systems organization and how is the authority transferred from the communities to that 
organization; what is the menu of services that are or will be offered through the Systems 
organizations; how will funding be generated for the systems organization; how will 
existing FN organizations apply for system status; what will be the process for the 
development of new systems organizations?   
 
Aggregation 
 

What factors should determine an aggregation? 
Volume of students and geography could be considered as fundamental factors.  The Cree 
School Board in northern Quebec has an elementary-secondary student population of 
approximately 3,000 students.  It delivers 2nd level services to nine communities as well 
as post secondary students in several communities located outside of the Cree territory.  
Saskatchewan Education has restructured and the new school divisions contain 
approximately 5000 to 7000 students.  What is an appropriate minimum number of 
students required to enable an existing or new First Nations organization to deliver 2nd 
level services?  There will have to be some regional allowances as New Brunswick First 
Nation students number approximately 800 students and because of differences within 
the Atlantic provincial systems it would not be possible to combine the FN Atlantic 
regions. 
 
The geography will have a significant impact on the size and or costing of First Nation 
systems.  The increased distance to cover with its accompanying cost and time will limit 
benefits if stretched too far.  PAGC covers 28 schools and four are in fly in communities.  
This requires a travel cost of close to $800 to just get to and from the community, without 
accommodations and meals to consider.  Present northern and isolation factors do not 
reflect realistic costs in servicing isolated schools.  The distance to the nearest center of 
services needs to be to the next centre where educational services can be accessed not just 
the closest town.  
 
The number of communities involved is of questionable use in aggregation of students.  It 
needs to be considered, but by itself can be very misleading.  Providing services to four 
communities of 125 students differs substantially from serving four communities where 
one has a thousand students, two have four hundred students and one less than sixty 
students.  Aggregations of smaller schools will increase the travel required as less days 
will be spent in any one school.  
 
“A tribe or nation is another factor on which to base an aggregation.  RCAP endorsed the 
concept of regional First Nations education bodies based on nations.  If this factor 
existed, hypothetically the four predominantly Mohawk communities and the Oneida 
community in Ontario could consider creating a regional school board-like organization 
to work with and bolster the education initiatives and work in their communities and 
schools.   
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Assuming there are approximately 150,000 First Nations elementary-secondary students, 
if a minimum student population for an aggregation was set at roughly 3,000 students, the 
result would be about 50 First Nations school board-like organizations, more or less, 
delivering 2nd level services nationally.” (McCue Discussion Paper) 
 
Menu of Services 
 
The menu of services that could be offered by First Nations systems is included in 
appendix one.  This list was agreed upon by the AFN-INAC Working Group on Systems 
on June 14, 2007.  This list is not to be viewed as limiting what services can be provided 
but as a starting list.  INAC is pushing for a list of services that all systems would be 
required to deliver and to have the rest as optional.  One of the dangers of this is the 
baseline list becomes what would be funded and the funding for the optional services 
would have to be negotiated separately.  This would in effect raise barriers to designing 
systems that meet the needs of the communities they serve.  Secondly, systems are 
second level service providers and are not compliance regulators for funding bodies. 
 
It is clear that FN systems require a strong data management system for planning, 
monitoring and reporting.  The data systems need to be comprehensive to meet the 
requirements of the systems and the schools served.  This data management needs to be 
controlled and operated by the FN system.  The cascade model of information flow that is 
built into the MK model is effective.  Information at the school is available for school 
administration and selected access is negotiated for information available to the system 
organization.  INAC is granted limit access to selected data from the systems provider.  
In this manner information is available at the local level, system level and for reporting 
needs. 
 
Qualifying Process 
  
The process to be recognized as a First Nation education system needs to be 
straightforward without being onerous.  Preliminary discussion at the working group 
table indicated an interest in looking at the process developed for the recognition of 
Special Education Program Regional Managing Organizations.  While the two types of 
organizations (Systems/RMOs) will be different, the process may provide a solid 
pathway for organizations to be recognized.  See appendix 
 
Funding New and Emerging Organizations 
 
Because of the amount of time and basic work that any new organization will be required 
to complete before they qualify for funding for the delivery of second level services, 
consideration should be given to the development of an inventory of appropriate services 
that will undertaken by the organization and funded by the government to enable the new 
organization to qualify successfully.  The inventory would be sufficiently inclusive to 
ensure that each new and emerging organization has the resources and time to achieve the 
appropriate level of buy-in from their member communities to proceed with the 

 4



establishment of a school board-like structure.  Examples of what might be included in 
the inventory are: 

 community consultations 
 community education needs assessment 
 community-based working groups 
 research 
 consultant services 
 long-range education planning 
 business & financial planning 
 legal services 
 development of inter-band agreements 
 costs associated with incorporation 
 hiring of core staff 
 staff training 
 contracting for professional services/specialists 
 implementation of data management systems 
 rental of office space & equipment 

(McCue Discussion Paper) 
 
Funding for Existing Organizations 
 
First Nations are not starting with a blank slate as there have been many efforts to provide 
second level services for First Nation schools.  This list of First Nation developed and run 
organizations list is not all inclusive but includes: First Nation Education Steering 
Committee in B.C.; Treaty 7 in Alta; Northwest Nation Education Council and Prince 
Albert Grand Council in Saskatchewan; Manitoba First Nations Education Resource 
Centre in Manitoba; Treaty 3,  Nishnabe-Aski Nation, and Union of Ontario Indians, 
Association of Iroquoian and Allied Indians in Ontario; First Nations Education Council, 
Institut culturel et éducatif Montagnais in Quebec;  Mi’kmaw Kina’matnewey in Nova 
Scotia; New Brunswick Education Initiative in New Brunswick.  The existence of these 
organizations is clearly acknowledged in much of the previous research done on 
systems/second level services. 
 
The First Nations organizations that are already delivering aggregate school type services 
will need to be guaranteed funding through the transition period.  As leaders in First 
Nation education they should not be penalized for being the leaders in their region.  
Funding that is presently received needs to ongoing not only through the transition but 
ongoing as well.  These organizations will need to continue the existing services expected 
of them as well as building a framework with policies, staffing and resources for the new 
services expected.  There is a clear need for data management systems and the resources 
to put these in place along with the required training.  Assumptions that existing 
technology will be able to meet the needs of the new data management requirements are 
not based on reality.  Data management will require a coordinated effort to be successful  
and to be an useful management tool for improving education.  
 
Regional Managing Organizations (RMO) recognized in the Special Education Program 
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may or may not be involved in the delivery of wider scope education systems services.  
There are examples in the provincial systems that these structures can exist outside of 
school board type structures.  Saskatchewan’s Shared Services are Special Education 
only structures that are outside of the standard school board but do work in conjunction 
with one or more school boards to provide specialized services. RMOs and the First 
Nation communities accessing their services certainly may expand into full service 
systems if that is the wish of the communities and the organizational structure can be 
adapted to make it work.  It may be detrimental to the existing efficiency and economies 
of scale demonstrated by RMOs if they are forced to become wider scope educational 
systems. 
  
Funding 
 
Matthew Chan (2005) did research on funding of second level services by provinces and 
made recommendations when applying this to First Nations systems. 
 
The best examples for First Nations appear to be: 

Province Percent of Other Net 
Operating Expenditures 

Estimated Second Level 
Costs Per Student 

British Columbia 

 Nisga’a 10.5 % 1,250

 Conseil Scolaire Francophone 5.5 % 535

Alberta 

 Northland School Division 13.3 % 1,340

 Francophone Boards (average) 9.5 % 787

Saskatchewan   

 Northern Boards (average) 15.35 % 1,285

 Francophone 13.3 % 1,130

Manitoba 

 Frontier School Division 11.9 % 1,354

Quebec  

 Region Côte-Nord 15.4 % 956

 Averages: 11.8 %  $ 1,080
 
The above boards are fairly small and/or serve a widely dispersed series of schools.  
Allowing for some second level funding currently within DIAND’s base, it would appear 
that a reasonable requirement based on provincial funding would be in the 12% to 13% 
range or about $1,100 - $1,200/FTE.  
(Definition and Costing of Second Level Services) 
 
Francophone school boards, similar to First Nation school boards, have an interest in 
protecting language and culture of minority groups.  Other similarities with First Nation 
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school boards include serving generally small and dispersed population areas and taking 
in students without the language skills to immediately follow academic programs offered.  
 
French language schools often need to offer ‘francisation’ programs for students without 
a sufficient fluency in French. Similarly, First Nation schools often need to provide 
programs for students entering school with severe spoken language delays.    
 
These factors justify the need for Francophone and First Nation school boards for higher 
levels of funding support than provided to mainstream education jurisdictions.  
(Definition and costing of Second Level Services) 
 
Provinces receive Federal Francophone Education Funding in order to provide a French 
First Language Education.  These funds for instructional services are distributed to 
Francophone School Boards.  The provinces selected for review provide the following 
additional levels of funding support to Francophone school boards: (Definition and Costing of 
Second-Level Services) 

 
 
“IV. Recommendations Related to Providing Supports Similar to Those Provided 
by Provinces for Francophone Education 
 
The report of the AFN-INAC Alberta Region Education Funding Study – Part B: Second 
and Third Level Infrastructure dated May 26, 2005 identifies the following parallel of 
needs of First Nation education and Francophone education: 

· unique school and classroom requirements 
· curriculum and learning resource needs 
· cultural and first language and 
· second level infrastructures. 

 
The funding to Francophone school jurisdictions in Alberta and Ontario recognize the 
higher costs of administering Francophone education: Alberta with its Small Board 
Administration allocation of $416,160, and Ontario by providing $85,045 to each board 
for a consultant position to oversee the delivery of language and culture programs and 
through benefits of the Geographic Circumstances Grant. (60% more for francophone 
school boards in Ontario)  
 
Recommendations: 
 
1. A second level services resourcing model for First Nation school boards should 

include funds for: 
· a senior position to lead development and delivery of learning programs and be 

supported by pedagogical consultants/advisors 
· a senior position to lead culture, language and elder programs 

 
Funding for each of the senior positions could be based on Ontario’s formula of $85,045.  
Funding for the consultants/advisors could be addressed through a formula allocation to 
the boards for instructional support services. 
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2. If an allocation model is developed based on numbers of students within a 

board’s jurisdiction: 
· small boards should receive a top-up (similar to Alberta’s small board allocation) 
· a geographic circumstances component should be included for all boards, and 

similar to the rationale in Ontario, provide an allocation even to those boards 
located near large urban centers.  

 
V. Other Considerations and Recommendations … 
 
“Based on review of provincial websites, except for areas of unique circumstance 
(perhaps a few northern remote areas), in order to achieve economies of scale and other 
efficiencies, the minimum size for boards should be in the range of 3000 to 5000 
students.  Rationale for this is the Saskatchewan restructuring, under which the proposal 
is for the districts to range between 5000 and 7000 students, and in Alberta where boards 
under 3000 students are seen to require an additional allocation for small board 
administration. 
 
A funding model could be established something like the following: 
 

· Board members honoraria, travel and development based on the number of 
members up to a maximum number of members 

 
· Board meetings, liaising with chiefs and councils, etc 

 
· Base amount per board with a per student component for administration, office 

overhead, accounting and audit, travel, etc 
 

· If the sum of the above three allocations does not exceed a minimum threshold, 
add a small board component. 

 
· Provide an additional allocation depending on the services delivered for senior 

positions to lead development and delivery of learning programs, and to lead 
culture, language and elder programs.  Funding should also include pedagogical 
consultants/advisors.” 

(NCR 496570 V1 School board services) 
 
Given the approximately 150,000 First Nation students and per student costing the bare 
minimum costs for Systems across the nation is $165 million to $180 million. This is the 
operating costs after start up.  The required supports that francophone school divisions 
receive mentioned in previous pages needs to be added to this.  
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Appendix One 
Definition of Second Level Services 

 
Second Level Services are essential to the development and maintenance of high quality 
elementary and secondary education, and typically include but are not limited to  
Pedagogical/Instructional, Professional, Administrative and Governance, and 
Technical services.  
 Pedagogical/Instructional Services: supports to classroom instruction.  These 

include services such as: development of culturally appropriate curricula; 
implementation of provincial curricular reforms and changes; management of the 
special education program and provision of related specialized services (e.g. speech 
pathologist); provision of subject-area and other consultants (e.g. literacy, math, 
science, health); provision of crisis intervention and counseling services; supporting 
individual school improvement planning; coordinating, analysing and reporting on 
student achievement and school functioning; facilitating use of targeted education 
programs such as literacy and remedial strategies; facilitating use of distance learning, 
computer-generated learning, and e-learning; supporting community and parental 
engagement in schools; assisting with setting of school calendars; and sponsoring 
educational, cultural and recreation activity.   

 
 Professional Services: focus particularly on the recruitment, training and 

development of teachers, principals, administrators and other education staff. These 
include services such as: helping teachers to improve teaching practices through in-
service and consultative supports; provision of training opportunities; provision of 
networking opportunities; and assessment and evaluation of the performance of 
principals, vice principals, and teachers, or support for these activities. Professional 
Services would also support outreach to, and development of, partnerships with 
provincial governments and other external bodies (e.g. universities); development of 
student assessment tools; research and development to inform education policies; and 
development and management of libraries. 

 
 Administrative and Governance Services: refer to supports for management, 

business and administrative aspects of schools. These include services such as: 
education policy development; development of training manuals; provision of 
financial and human resource services; support for data management system 
development and implementation; communications; provision of goods and services 
to schools (bulk purchasing), including books and other materials; management of 
transportation; and support for capital and infrastructure facilities management. 

 
 Technical Services: providing leadership in technology. These include services such 

as: development of data management systems; coordination of data collection; IT 
support; support for computer-generated learning and e-learning. 
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Appendix Two 
 
 

[REGION] 
 
 

REGIONAL BUSINESS PLAN  
FOR  

K-12 SECOND LEVEL SERVICES 
 
 
 
 
     SECTION ONE: REGIONAL INFORMATION 

 
 

     SECTION TWO: ANALYSIS 
 
 

     SECTION THREE: REGIONAL BUSINESS PLAN  
 
 
 
 
 
 
 
 
 
 
 

DATE: 
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[REGION] 
 

REGIONAL BUSINESS PLAN FOR K-12 SECOND LEVEL SERVICES 
 

SECTION ONE: REGIONAL INFORMATION 
 
The purpose of this section is to describe the current education environment, and 
specifically the current state of second level service delivery. It is to be jointly filled out 
by First Nation and INAC officials. The information will be to inform officials of how 
things work now in each region.    
 
Any items in grey will be filled out using existing data available in INAC. Grey items do 
not need to be filled out by First Nations officials. When providing input, please use the 
2005-06 Nominal Roll, and limit your answers to what is funded by INAC. Please 
identify the source of data wherever possible. 
 
1) EDUCATION-SPECIFIC INFORMATION 
 
Schools 
 
Total number of schools: [do not fill in - already available in INAC HQ] 
 
Number of First Nations with schools: [do not fill in - already available in INAC HQ] 
 
Number of communities with schools: [do not fill in - already available in INAC HQ] 
 
Number of communities without schools: [do not fill in - already available in INAC 
HQ] 
 
Number of remote or special access schools: [do not fill in - already available in INAC 
HQ] 
 
Sizes of schools: [do not fill in - already available in INAC HQ] 
 number of very small [0 - 50 students]:   
 number of small [50 - 100 students]:    
 number of medium [100 - 250 students]:    
 number of large [250+ students]:   
 
Total number of school administrators: 
 Directors/Coordinators of Education:    
 Principals (only):   
 Principals who are teachers:   
 Other:   
 
Total number of teachers: [do not fill in - already available in INAC HQ] 
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Teacher information: [do not fill in - already available in INAC HQ] 
 average years of experience:  

o % 0-5 yrs:   
o % 5-10 yrs:    
o % >10 yrs:    

 % of certified teachers:  
 percentage of First Nations teachers:  
 student – teacher ratio:  
 
School environment – number of schools with: 
 formal school improvement plans:   
 breakfast/lunch programs:   
 arrangements with provincial schools/school boards, excluding tuition 

agreements: (specify kind of arrangement) 
 standardized testing: (specify if a provincial test or other)   
 student data collection:   
 immersion/language & culture programs:   
 
Students 
 
Total number of students attending band-operated schools: [do not fill in - already 
available in INAC HQ] 
 whole province: (by grade and age)  
 per First Nation:  
 per community:  
 per regional education organization:  
 
Percentage of students with special needs (include source): [do not fill in - already 
available in INAC HQ] 
 
Number of students requiring boarding home placement: [do not fill in - already 
available in INAC HQ]  
 
Student outcomes on-reserve: (any available data: graduation rates, literacy/numeracy 
levels, etc.) 
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Education Governance (at the individual school level) 
 
Current structure and functions: (Outline and briefly describe the structure of school 
authority: band councils, boards, Directors/Coordinators of Education, Principals) 
 
 
 
 
 
 
 
Current Second Level Services 
 
SECTION I. This section relates to communities that ARE MEMBERS of an 
aggregated body. 
 
a) Existing service providers & their services: (identify links where appropriate)  
 
 List all:  

o Established Regional Second Level Service Providers  
o Special Education RMOs [do not fill in - already available in INAC HQ] 
o School Net providers [do not fill in - already available in INAC HQ] 
o [Cultural Education Centres] [do not fill in - already available in INAC 

HQ] 
o [Youth Employment Strategy organizations] [do not fill in - already 

available in INAC HQ] 
 
 Describe for each organization:  

o the communities they serve  
o where organizations are located  
o history (how/when they developed and why) 
o relationship to political organizations  
o mandate  
o size (number of staff) & governance structure 
o how they operate 
o links/agreements with other organizations (universities, provinces, etc.) 
o how the regional organization is funded:  

 amount (for core administrative capacity, projects, etc.) 
 sources of funding (e.g. INAC, universities, other government 

departments, etc.) 
o how report back to communities (data collected, communications, etc.) 

 
 
 List & describe the services provided by each organization: major services (up to 10) 

ranked from largest to smallest according to funding, including a description of 
specific initiatives/projects 
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 Describe outcomes achieved (data/statistics wherever possible) 
 
 
 
 
 
 
 
 
  
 
b) INAC-funded second level services provided to these communities, but not 
provided by the established second level service provider (e.g. through New Paths):  
 
 
 
 
 
 
 
 
SECTION II. This section relates to communities that are NOT members of an 
aggregated body. 
 
Second level services provided to independent schools (i.e. schools that are not part 
of an aggregation): 
 How many independent schools in this category: 
 Where they are located: 
 How the services are provided: (e.g. New Paths projects for second level services, 

provincial services) 
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[REGION] 
 

REGIONAL BUSINESS PLAN FOR K-12 SECOND LEVEL SERVICES 
 

SECTION TWO: ANALYSIS 
 
This section provides an opportunity to reflect on the current state of second level service 
delivery (described in Section I), and point out what works, what does not work, and 
what’s missing. It is to be jointly filled out by First Nation and INAC regional officials. 
Responses should be in line with the definition of second level services that has been 
provided separately. 
 
1) Current effective practices in second-level service provision: (briefly describe most 
effective practices in second level service provision) 
 
 
 
 
 
 
 
2) Gap analysis:  
 
 second level services needed but not now provided  
 
 
 second level services being provided, but not to enough of an extent 
 
 
 second level services providers/organizations needed but not existing 
 
 
 second level service providers/organizations existing, but requiring 

reorganization 
 
 
 
 
 
 
3) Challenges with current arrangements: (program challenges, service/delivery 
effectiveness) 
 
 

 15



Appendix Two 
[REGION] 

 
REGIONAL BUSINESS PLAN FOR K-12 SECOND LEVEL SERVICES 

 
SECTION THREE: REGIONAL BUSINESS PLAN  

 
This section is the actual business plan for second level services in your region. It is an 
opportunity to use the analysis of the current state of second level service delivery 
(described in Section II), and provide a tailored plan that provides solutions to current 
challenges, and builds on what works well. The plan is to be collaboratively developed by 
First Nation and INAC regional officials. As with Section II, responses should be in line 
with the definition of second level services that has been provided separately. 
 
 
 

1. What are future service priorities? (List in order of greatest need; break out by 
sub-region if necessary/appropriate) 

 
 
 
 
 
 
 
 
 

2. How will the organization support these priorities? (How would existing 
organization need to change?) 

 
 
 
 
 
 
 
 

3. Where there isn’t a regional service provider/organization, how would you 
see services being provided?  

 
a. For independent First Nations schools  
 
b. Through the development of new aggregates, if applicable. 
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Appendix Three 
 

FN Systems Phases of Development  
 
Recognizing that organizations, both new and existing, within the 
provinces/regions are at various stages of readiness in terms of having the 
capacity to be an effective FNRMO, a list of suggested activities and phases is 
provided. It is important to note that this list is not intended to be restrictive or 
limiting in any way. It is meant to provide some clarity in terms of the types of 
activities and services an FNRMO may provide at various stages of 
development. Capacity Development supported through Systems must be 
related to improving education services to member First Nations schools.  
  
Phase 1  

 Development and implementation of a communication strategy to 
share information with First Nations and to engage First Nations 
support; 

 Needs Assessments and First Nations input into Systems services and 
structure; 

 Development of work plan and governance structure; 
 Development and implementation of an accountability strategy 

(reporting to First Nations and government); 
 Policy development; and  
 Knowledge of local/provincial legislation and education policies; 
 Capacity building of FNRMO; 
 Develop and build data management services 
 Provision of Second Level Services. 

 
Phase 2  

 Continued Provision of Second Level Services; 
 Continuation of the activities in Phase 1 as required; 
 Implementation of work plan;  
 Continue to build staffing and resources capacity at Systems level 
 Assist in capacity building within First Nations communities and 

schools; 
 Provide professional development opportunities for school based staff ; 
 Produce publications related to education both mainstream and First 

Nation ; 
 Provide bulk purchasing opportunities to enhance economies of scale; 
 Participate in the elevating the awareness of issues related to First 

Nations education; 
 Conduct research in areas related to First Nations education; 
 Develop or participate in the development of culturally relevant 

assessment tools and curriculum; 
 Support development of data management at school level; 
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 Assist First Nation schools in developing Education Accountability and 
Continuous Improvement Framework; 

 Liaise with regional and provincial organizations as well as institutions 
such as colleges and universities; 

 Communicate and coordinate activities with First Nations and other 
Provincial/regional bodies. 

 
Phase 3  

 Provision of second level services; 
 Continuation of the activities of phases 1 and 2 as required; 
 Provide schools with educational services and supports as determined 

by work plan; 
 Provide data management services; 
 Provide specialists who participate in the development and 

implementation of programs for First Nations students; 
 Assist schools in monitoring Continuous Improvement Plans. 
 Support First Nation schools in meeting objectives of local and regional 

priorities; 
 Follow Continuous Improvement plan for  

System. 
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