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Toward Sustainability.

My PPt: Designing a Learning Society: Net.ppt

My basic thesis is that it is impossible to
envisage what a sustainable society will
look like.

So we need to create arrangements
which will innovate and learn without
central direction.
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To do this two interlinked
developments are required.

a

One is to evolve public
management arrangements which
will act on information in an
innovative way in the long term
public and planetary interest by
facilitating pervasive
experimentation, evaluation, and
learning.
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The other is to find ways of
conceptualising, mapping,
measuring, and harnessing the
network of invisible social forces
that are currently driving us toward
the creation of endless senseless
and destructive work to legitimise
and support, even constitute,
hierarchy
a
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Why is it important to design a
Learning Society?

What’s the Problem?

Imminent Disasters
Collapse of Biosphere; Habitat
(Due to CO2, CFCs, destruction of rain forests)

Collapse of Food Base
(Due to destruction of soils, seas, atmosphere)
Collapse of Economic and Financial System
(Due to the fact that prices no longer mean anything, usurous
lending of non-money, inequity in incomes, and irresponsibility
of bankers)
Collapse of World Order
(Due to treatment of Third World, Climate refugees)

Collapse of everything
(Due to nuclear winter)
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Bill Rees and others concerned with
“ecological footprints” have shown that:
For everyone in the world to live as we
live, it would be necessary to have five
back-up planets engaged in nothing but
agriculture to both provide the direct
agricultural products that would be
needed and rectify the continuous
destruction we wreak on the soils, the
seas, and the atmosphere.
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Virtually all graphs of the consumption
of resources, the destruction of life, and
the destruction of the soils, the seas,
and the atmosphere, show exponential
increases, mostly growing much faster
than the “population explosion”.
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b

The problems are inter-related.
There is no point in tackling them singly:
global warming is associated with
greenhouse gasses which are associated
with the consumption of fossil fuels … but
the production of the machinery that creates
them results in untold contamination of the
waterways and the seas.

We are set on target for a disaster of immense
proportions ... especially if one considers the
nuclear radiation - nuclear winter - that will
be unleashed as we fight over scarce
resources.
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Marks and others have combined
Rees‟s “Ecological Footprint” indices
with indices of Life Expectancy and
Life Satisfaction indices (derived from
surveys of personal happiness).
The resulting “(Un)Happy Planet (HPI)
Indices” are available for 178
countries.
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Countries of the World in rank HPI order - 1
Rank

Country

Reasonable ideal
1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31
32
33
34
35

Vanuatu
Colombia
Costa Rica
Dominica
Panama
Cuba
Honduras
Guatemala
El Salvador
Saint Vincent and the
Grenadines
Saint Lucia
Vietnam
Bhutan
Samoa (Western)
Sri Lanka
Antigua and Barbuda
Philippines
Nicaragua
Kyrgyzstan
Solomon Islands
Tunisia
São Tomé and Principe
Indonesia
Tonga
Tajikistan
Venezuela
Dominican Republic
Guyana
Saint Kitts and Nevis
Seychelles
China
Thailand
Peru
Suriname
Yemen

Life
Sat

Life
Exp

EF

HPI

8.2

82.0

1.5

83.5

7.4
7.2
7.5
7.3
7.2
6.3
7.2
7.0
6.6

68.6
72.4
78.2
75.6
74.8
77.3
67.8
67.3
70.9

1.1
1.3
2.1
1.8
1.8
1.4
1.4
1.2
1.2

68.2
67.2
66.0
64.6
63.5
61.9
61.8
61.7
61.7

7.2

71.1

1.7

61.4

7.0
6.1
7.6
6.9
6.1
7.4
6.4
6.3
6.6
6.9
6.4
6.7
6.6
6.6
6.1
7.4
7.0
7.2
7.4
7.4
6.3
6.5
5.6
7.3
6.2

72.4
70.5
62.9
70.2
74.0
73.9
70.4
69.7
66.8
62.3
73.3
63.0
66.8
72.2
63.6
72.9
67.2
63.1
70.0
72.7
71.6
70.0
70.0
69.1
60.6

1.6
0.8
1.3
1.4
1.1
2.3
1.2
1.1
1.1
1.0
1.4
1.0
1.2
1.6
0.6
2.4
1.6
1.5
2.3
2.6
1.5
1.6
0.9
2.3
0.7

61.3
61.2
61.1
61.0
60.3
59.2
59.2
59.1
59.0
58.9
58.9
57.9
57.9
57.9
57.7
57.5
57.1
56.6
56.1
56.1
56.0
55.4
55.1
55.0
55.0

Rank

Country

Reasonable ideal
36
37
38
39
40
41
42
43
44
45
46
47
48
49
50
51
52
53
54
55
56
57
58
59
60
61
62
63
64
65
66
67
68
69
70

Fiji
Morocco
Mexico
Maldives
Malta
Bangladesh
Comoros
Barbados
Malaysia
Palestine
Cape Verde
Argentina
Timor-Leste
Belize
Trinidad and Tobago
Chile
Paraguay
Jamaica
Nepal
Mauritius
Mongolia
Uruguay
Ecuador
Uzbekistan
Grenada
Austria
India
Brazil
Iceland
Switzerland
Italy
Iran
Ghana
Bolivia
Netherlands

Life
Sat
8.2

Life
Exp
82.0

EF

HPI

1.5

83.5

6.7
5.6
6.9
6.6
7.5
5.7
5.9
7.3
7.4
5.4
5.8
6.8
6.6
6.9
6.9
6.5
6.5
7.0
5.5
6.5
6.7
6.3
5.6
6.4
6.5
7.8
5.4
6.3
7.8
8.2
6.9
6.0
6.2
5.5
7.5

67.8
69.7
75.1
66.6
78.4
62.8
63.2
75.0
73.2
72.5
70.4
74.5
55.5
71.9
69.9
77.9
71.0
70.8
61.6
72.2
64.0
75.4
74.3
66.5
65.3
79.0
63.3
70.5
80.7
80.5
80.1
70.4
56.8
64.1
78.4

1.7
0.9
2.5
1.6
3.5
0.6
0.8
3.1
3.0
1.1
1.3
2.6
0.8
2.6
2.3
2.6
2.2
2.6
0.6
2.4
1.9
2.6
1.8
1.9
1.9
4.6
0.8
2.2
4.9
5.3
3.8
2.1
1.1
1.2
4.7

54.5
54.4
54.4
53.5
53.3
53.2
52.9
52.7
52.7
52.6
52.4
52.2
52.0
52.0
51.9
51.3
51.1
51.0
50.0
49.6
49.6
49.3
49.3
49.2
49.0
48.8
48.7
48.6
48.4
48.3
48.3
47.2
47.0
46.2
46.0
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Rank

Country

Reasonable ideal
71
72
73
74
75
76
77
78
79
80
81
82
83
84
85
86
87
88
89
90
91
92
93
94
95
96
97
98
99
100
101
102

Madagascar
Cyprus
Algeria
Luxembourg
Bahamas
Papua New Guinea
Burma
Belgium
Slovenia
Oman
Germany
Croatia
Lebanon
Taiwan
Haiti
Syria
Spain
Hong Kong
Saudi Arabia
Gambia
Cambodia
Albania
Jordan
New Zealand
Japan
Congo
Egypt
Turkey
Denmark
Brunei Darussalam
Georgia
Korea
Bosnia and
103
Herzegovina
104 Senegal
105 Azerbaijan

Life
Sat
8.2

Life
Exp
82.0

EF

HPI

1.5

83.5

5.8
6.9
5.2
7.6
7.7
6.3
5.3
7.3
6.6
7.3
7.2
5.9
5.6
6.6
5.5
5.1
7.0
6.6
7.3
5.7
5.6
4.6
5.1
7.4
6.2
5.7
4.8
5.3
8.2
7.6
4.1
5.8

55.4
78.6
71.1
78.5
69.7
55.3
60.2
78.9
76.4
74.1
78.7
75.0
72.0
76.1
51.6
73.3
79.5
81.6
71.8
55.7
56.2
73.8
71.3
79.1
82.0
52.0
69.8
68.7
77.2
76.4
70.5
77.0

0.8
4.0
1.5
4.9
4.1
1.3
0.9
4.9
3.8
4.4
4.8
2.9
2.3
3.9
0.5
1.9
4.8
4.6
4.4
1.1
1.1
1.5
1.9
5.5
4.3
0.9
1.5
2.0
6.4
5.6
0.8
3.4

46.0
46.0
45.9
45.6
44.9
44.8
44.6
44.0
44.0
43.9
43.8
43.7
43.6
43.4
43.3
43.2
43.0
42.9
42.7
42.5
42.2
42.1
42.0
41.9
41.7
41.6
41.6
41.4
41.4
41.2
41.2
41.1

5.1

74.2

2.3

41.0

5.6
4.9

55.7
66.9

1.2
1.5

40.8
40.7

Countries of the World in rank HPI order - 2
Rank

Country

Reasonable ideal
106
107
108
109
110
111
112
113
114
115
116
117
118
119
120
121
122
123
124
125
126
127
128
129
130
131
132
133
134
135
136
137
138
139
140

Gabon
Libya
United Kingdom
Laos
Benin
Canada
Pakistan
Ireland
Poland
Norway
Macedonia
Israel
Namibia
Sweden
Romania
Hungary
Guinea
Finland
Mauritania
Kazakhstan
Togo
Kenya
Czech Republic
France
Armenia
Singapore
Slovakia
Greece
Tanzania
Guinea-Bissau
Portugal
Eritrea
Bahrain
Australia
Mali

Life
Sat
8.2

Life
Exp
82.0

EF

HPI

1.5

83.5

6.2
5.7
7.1
5.4
5.4
7.6
4.3
7.6
5.9
7.4
4.9
6.7
6.5
7.7
5.2
5.7
5.1
7.7
5.3
5.8
4.9
5.6
6.4
6.6
3.7
6.9
5.4
6.3
5.5
5.4
6.1
4.4
7.2
7.3
5.3

54.5
73.6
78.4
54.7
54.0
80.0
63.0
77.7
74.3
79.4
73.8
79.7
48.3
80.2
71.3
72.7
53.7
78.5
52.7
63.2
54.3
47.2
75.6
79.5
71.5
78.7
74.0
78.3
46.0
44.7
77.2
53.8
74.3
80.3
47.9

1.7
3.1
5.4
1.0
1.0
6.4
0.7
6.2
3.6
6.2
2.3
5.3
1.6
7.0
2.7
3.5
1.0
7.0
1.1
2.8
0.9
0.9
5.0
5.8
1.0
6.2
3.6
5.4
0.9
0.7
5.2
0.7
6.6
7.7
1.1

40.5
40.3
40.3
40.3
40.1
39.8
39.4
39.4
39.3
39.2
39.1
39.1
38.4
38.2
37.7
37.6
37.4
37.4
37.3
36.9
36.9
36.7
36.6
36.4
36.1
36.1
35.8
35.7
35.1
35.1
34.8
34.5
34.4
34.1
33.7

Rank

Country
Reasonable ideal

141
142
143
144
145
146
147
148
149
150
151
152
153
154
155
156
157
158
159
160
161
162
163
164
165
166
167
168
169
170
171
172
173
173
175

Mozambique
Cameroon
Djibouti
Ethiopia
Bulgaria
Nigeria
Moldova
Burkina Faso
Lithuania
United States of America
Cote d'Ivoire
Rwanda
Sierra Leone
United Arab Emirates
Angola
South Africa
Sudan
Uganda
Kuwait
Latvia
Niger
Malawi
Zambia
Central African Republic
Belarus
Qatar
Botswana
Chad
Turkmenistan
Equatorial Guinea
Lesotho
Russia
Estonia
Ukraine
Congo, Dem. Rep. of the

Life
Sat
8.2

Life
Exp
82.0

EF

HPI

1.5

83.5

5.4
5.1
4.8
4.7
4.3
5.5
3.5
4.7
4.7
7.4
4.5
4.4
5.0
7.4
4.8
5.7
3.6
4.7
7.2
4.7
4.5
4.6
4.9
4.9
4.0
7.0
5.4
4.5
4.0
5.2
4.3
4.3
5.1
3.6
3.3

41.9
45.8
52.8
47.6
72.2
43.4
67.7
47.5
72.3
77.4
45.9
43.9
40.8
78.0
40.8
48.4
56.4
47.3
76.9
71.6
44.4
39.7
37.5
39.3
68.1
72.8
36.3
43.6
62.4
43.3
36.3
65.3
71.3
66.1
43.1

0.7
0.9
1.3
0.7
2.7
1.2
1.2
1.1
3.9
9.5
0.9
0.7
0.9
9.9
0.8
2.8
1.0
1.5
9.5
4.4
1.1
0.7
0.8
1.1
3.2
9.5
1.3
1.3
3.1
2.5
0.6
4.4
6.9
3.3
0.7

33.0
32.8
32.7
32.5
31.6
31.1
31.1
30.1
29.3
28.8
28.8
28.3
28.2
28.2
27.9
27.8
27.7
27.7
27.7
27.3
26.8
26.7
25.9
25.9
25.8
25.5
25.4
25.4
24.0
23.8
23.1
22.8
22.7
22.2
20.7
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Rank

Country

Reasonable ideal
176 Burundi
177 Swaziland
178 Zimbabwe

Life
Sat
8.2

Life
Exp
82.0

EF

HPI

1.5

83.5

3.0
4.2
3.3

43.6
32.5
36.9

0.7
1.1
1.0

19.0
18.4
16.6

• As anticipated, the USA emerges as the most
destructive, and almost the least efficient, nation on
earth … coming in at 150th place. Although, in overall
terms, Russia, Estonia, and the Ukraine come well
behind (because of their low quality of life scores)
their ecological footprints are very much less.
• The UK (like Germany and most other Westernised
countries) has an ecological footprint of half that of
the US.
• A number of countries (all those at the top of the table,
mostly central American countries) manage to deliver
relatively long, high-quality lives almost in a
sustainable way.
• Most African countries do very poorly, having both
short life expectancies and low quality of life.
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But some countries (almost)
manage to offer long high quality
lives in a sustainable way

But, actually, these “environmental” problems
mainly stem from the operation of our deeply
destructive economic/social system.

Although this political economy involves much
more than economics, the next topic to look at
is

The “imminent” collapse of the
financial system.
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Banking and money supply
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Proportion of money spent by
governments
45% > 65% >75% > WOW
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So
Money Supply grossly out of kilter with World
Production

Dominance of government spending.
But who controls the governments?
Role of TNCs and Industrio-Military and
Banking complex.

Role of IMF and WTO
Demands of structural adjustment
programmes.
Creation of crises to push forward
centralised ownership and management
objective by talking about freedom and
the marketplace.
Friedman.
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EU “constitution” (Lisbon treaty).
Also Russian etc.
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In other words, we do not
live in market economies at
all: We all live in managed
economies.

This has many major implications which I will not go
into today.
Just mention one.
This is that prices (and therefore statements about
the relative efficiency of production in different
countries) are mainly determined by public servants
…

Who are, incidentally, also the chief determiners of
quality of life … because that mainly depends on
provisions which cannot be commoditised and
bought and sold in the marketplace.

Now for the population explosion.

It took appx. 200 years – from 1600 to 1804 – for world
population to double from .25 to .50 billion.
But then it took only 125 years – to 1927 – for it to double
again – this time to 1 billion.
And less than 50 years – to 1974 – for it to double again – to
2 billion.
It doubled – from 2 to 4 billion – in the 50 years to 2005.
Even if the acceleration in the rate of increase declines,
how can we possibly expect the planet to support the
further 4 billion people who will be added over the next 50
years?

(Half of them have arrived since this was written.)

Even if the birth rate falls (as it
has done in many countries) the
population will increase as a
result of increasing longevity.

But “rising standards” represent an even more
important problem than increasing population.
As we have seen, Wackernagel and Rees (1996)
have calculated that it would require five back-up
planets engaged in nothing but agriculture for
everyone alive today to live as we do in the West.

There are not five back up planets. It cannot be
done.
Yet the huge – and rapidly increasing –
populations of India and China are bent upon it. If
they persist, it will be the end of us all.

Let us be clear
It follows from what we have seen that
radical transformation in our way of life is
inevitable.
We are currently set on a disaster course
which is becoming exponentially worse.
The only option we have is whether we will
act in time to get control of the situation or
whether we will wait to be pushed around and probably eliminated as a species - by
forces beyond our control.
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But, interestingly enough, the changes
that are required are fairly widely
recognised.
40% of the populations of Great Britain,
Norway, and Austria endorse the values
shown on the next two slides.
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THE NEW VALUES: 1
• Exchange Based on Personal Relationships
(Instead of Commercial Transactions).
• Ownwork (Communework) in Place of
Organisationally Organised Work.

• Decentralised Production.
• Community Support Networks in Place of: (a)
Drugs-Based Health Care (b) Insurance.
• Reduced Transportation of: (a) Goods (b) People.
• Emphasis on Quality of Life Rather Than GNP.
\cont.
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THE NEW VALUES: 2
• Fair Trade with Third World.
• Recycling.
• Conservation of Both Non-renewable and Renewable
Energy, Minerals, and Food.
• Dismantle Defence Industry.
• Stem Destruction of Rain Forests.
• Pollution Control.
• Development and Utilisation of all the Human
Resources that are available.
• Equitable Distribution of Incomes.
• Stem Destruction of Soils, Seas, and Atmosphere:
Sustainable Agriculture,
Fishing, and Forestry.
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So, one way of re-stating our problem
(which will be heavily reinforced later) is to
say that it involves finding ways of giving
effect to widespread public opinion.
More correctly, it involves finding ways of
acting on information in an innovative way
in the long term public interest instead of
the short term interests of dominators.

Michael Moore’s film “Fahrenheit 911” makes a
number of well known, but commonly overlooked,
problems with current forms of public
management very clear:
1. Conventional forms of “democracy” do not result in
rejection of thugs and psychopaths.
2. Conventional forms of “democracy” (opposition parties
etc.) do not lead to the exposure of lies and double-talk, let
alone to the production of viable alternatives.
3. The media cannot be relied upon to question lies and
publicise counter information.
4. Corporate interests – linked to making money from the
manufacture of the maximum amount of maximally useless
work – overwhelmingly determine Government policy.

5. Elected leaders are utterly indifferent to human suffering
(one million dead in Iraq) and thus unlikely to be swayed by
“moral” arguments.
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More succinctly,
Adam Smith and John Stuart Mill
observed that current forms of
“democracy” result in government by
“committees of ignoramuses” and the
promotion of thugs intent on furthering
their own interests at the expense of
everyone else.

More generally, neither

common sense
nor

overwhelming public support / public
opinion
are sufficient to produce
the desired changes.
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Actually, so far as I can see, the changes that are needed to create a
sustainable society are as great as those from a hunter-gatherer society
to an agricultural society.
And, just as no one in a hunter-gatherer society could envisage what an
agricultural society would look like, so no one n our society can
envisage what a sustainable society will look like.
There can be no blueprint.

As Smith observed, the problem is to design a society which will
innovate and learn without central direction.
Or, put another way, will utilise all the information that is in the hearts,
heads, hands, and tools of billions of people.
For reasons I can only barely touch on today, Smith’s proposed
solution – the marketplace – does not and cannot work.

Our problem is precisely to come up with an alternative answer to his
question.

But why, when so many people
can, in a sense, see what needs
to be done can we not find a
way of doing it?

The situation is analogous to that in which ships’
captains found themselves prior to the time of
Newton.
Having arrived at their destinations they were
dependent on a favourable wind to blow them
home again. They could not sail into the wind.
As is also the case with our social policies, they
knew where they wanted to get to; their
objectives.
And the conventional wisdom at the time,
enunciated by huge networks of learned and
dedicated bureaucrats (priests), told them exactly
what they should do. They should pray to the
Gods and sacrifice their
children.
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Today, we are told by thousands selfstyled economists, bureaucrats, and
politicians (the priests of our time) to
have faith in the marketplace and the

goodwill and actions of ever more
centralised leaders and bureaucrats.
EC&MOS.ppt 218

But note what actually made it possible to
develop relatively safe networks of sailing boats.
Before Newton, it was not even possible to conceptualize
– think about – “force”.
There was just the wind and the waves. Whatever was
“in” the wind had to be made visible, measurable,
discussable.
Newton did this by jumping first in the same direction as
the wind and then into the wind and measuring the length
of his jumps. The difference between the two gave him a
measure of the strength of the wind. One now knew that
there was a common, invisible, but measurable, property
in the wind, the waves, falling apples, and between the
planets. “Force” was real, visible, measurable.
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Next he enunciated an even more absurd notion,
namely that “To every force there is an equal and
opposite reaction”.
OK. So there must be an equal and opposite reaction
to the force of the wind on a sailing boat. If only one
could find it! One would then have the philosopher’s
stone that would turn all to gold. More madness.
That force was in the sea! And one could harness it
by putting a keel on one’s sailing boat. Madness
compounded.
On the basis of this cumulated madness, otherwise
known as the classic academic and scientific theorybuilding, it was possible to begin the process of
designing boats that could sail into the wind.
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But then, to get a safe network of sailing boats,
one needed a whole host of other developments.
• One needed charts of the seas.

• One needed the concepts of latitude and longitude.
• One needed sextons and, most difficult to obtain,
chronometers. Then ships’ captains would be able to work
out where they were.
• One needed lighthouses. One needed networks of people
to raise the funds required to pay the lighthouse keepers.
None of these developments could have been anticipated
or called for, or designed, by politicians.
A whole series of inter-related developments based on
absurd theoretical science was required. No one of them,
on its own, would have made much difference. There was
no panacea.
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We have no analogous way of thinking about the
social forces that are driving our society against
the rocks.
We have only what are taken to be scheming
capitalists and politicians.
We conceptualize the forces which lead us to
select and promote such people and the
mythologies they use to subjugate and control
as “human nature” – greed.
We fail to realise that our leaders are no more
able to respond effectively to our cries of alarm
than were ships’ captains and priests to respond
to the pleas of sailors.
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We have no tools for taking stock of where we
are. We have no charts of the rocks and the
harbours. We have no lighthouse keepers.
We have a system of taxes that could pay for
them but the priests of our time do not see the
need to commission their work or have much
idea of how to manage them to work effectively.
We know only that we have to get out of this
mess we are in and that our priests – our
politicians – are fraudsters. And our potential
chartists and lighthouse keepers – our
bureaucrats – take the money we give them
without delivering the services they claim to
offer.
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So one of our central problems is to
find ways of conceptualising,
mapping, measuring and
harnessing social forces.
Put another way, we need some
people who will develop the field of

sociocybernetics.
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Why
Sociocybernetics?

B

c.f. Systemogram

Morgan

Price inflation as a system of mutual causality

Problem is to assess the
relative importance of the
feedback loops.

c.f.
“Systems Thinking”

My ppt pres: SCiO map of systems minefield

So, back to Socio Cybernetics.

Having mapped these
feedback loops we need to
find better ways of intervening
in them.
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This is no simple matter: it is like
intervening in a complex
ecological system.
Each intervention has multiple and
largely unanticipated
consequences.
EC&MOS.ppt 226

Forrester (1971)

developed a systems model somewhat akin to
those developed by Morgan to document the
mutual and recursive feedback loops between
• population
• capital investment
• natural resources
• pollution
and
• agriculture
and many background variables, such as birth
and death rates, which contribute to, and are
affected by, them in a recursive manner.

The big difference from
Morgan‟s systemogrammes is
that the strengths of the effects
can be quantified.

The main limitation of Forrester‟s
work – and it is a very serious one –
is that it does not deal with the kinds
of social forces depicted in Morgan‟s
diagrams and in the Education
systems diagram that I will discuss in
a minute .

A brief outline of the model is shown
in the next slide.

In fact, all the feedback loops are
quantified in detail in the
interrogatable version the model that
is available in Meadows et al 2007.

One may give a couple of examples to
illustrate what is going on.
All the factors just mentioned are
influenced by, and influence, birth rate
and death rate.
But death rate itself depends on things
like pollution and food production
which are in turn influenced by, and
influence, population.

Unlike the normal, and incomplete, mental
maps we all carry around in our heads, and are
used as a basis for most government planning,
not only are many more of the mutual and
recursive effects shown, each assumption is
explicit and can be subjected to scrutiny and
modification.

Forrester gives several
striking examples of the,
generally counterintuitive,
effects of changing some of
the assumptions fed into the
model.

However, more importantly, the
version of the model currently
downloadable from Meadows et al.
(2005) can be used to discover, in
real time, what would happen if one
were to intervene in any way - or
combination of ways – one may
choose.

Many of the results of such
experiments are dramatic
and frightening.

In this way they illustrate the vital
importance of studying systems
qua systems and, in particular, of
finding ways of conceptualising
and measuring social forces of
the kind depicted in our own or
Morgan‟s diagrams.

Figure 2 plots the trends that would occur in a
number of outcomes if things are left pretty much
as they are so that industrialization is eventually
suppressed by falling natural resources.
It starts with estimates of conditions in 1900.
On the basis of the assumptions fed into the
model, the quality of life peaks in the 1950s and
by 2020 has fallen far enough to halt further rise
in population.

Declining resources, and the consequent fall in
capital investment, exert further pressure which
gradually reduces world population.

Forrester comments that we may not be
fortunate enough to gradually run out of natural
resources in this way.
Science and technology may find ways to use
more plentiful metals and alternative ways of
generating energy so that resource depletion
does not intervene.

But, if this happens, it only leaves the way open
for another growth-resisting pressure to arise.

Figure 3 shows what
happens if the resource
shortage is avoided.

Here the only change from the
assumptions made in Figure 2 is in the
rate of usage of natural resources after
1970.
Here, the standard of living is sustained
with a lower drain on the expendable and
irreplaceable resources.

The outcome is not at all what
one had hoped for.

Indeed the outcomes are even
less attractive than if things
had been left alone!

By not running out of resources, population and
capital investment are able to rise until a
pollution crisis is created.
Pollution then acts directly to reduce birth rate,
increase death rate, and depress food
production.
Population, which, according to this simple
model peaks at the year 2030, has thus fallen to
one-sixth of its peak within 20 years.

This would be a world-wide catastrophe on a
scale never before experienced.

Generalising this observation,
what we have here is a dramatic
example of the common
experience whereby a program
aimed at fixing one problem
creates a new set of problems
somewhere else in the system.

Skip further illustrations.

Take a break.
Come back to educational system as
illustrating way forward. Slide 93.

Let us now ask what would happen if
one set out to sustain quality-of-life –
which, according to this model, begins
to decline from 1950.
One option might be to increase the
rate of industrialization by raising the
rate of capital investment.

Figure 4 shows what happens if the
“normal” rate of capital accumulation is
increased by 20 per cent in 1970.

Again, a pollution
crisis appears.

This time the cause is not more
efficient use of natural resources
but an upsurge of
industrialization that overtaxes
the environment before resource
depletion has a chance to
depress industrialization.

Again, an “obviously
desirable” policy has caused
troubles worse than those the
policy was originally
introduced to correct.

Figure 5 retains the 20 per cent
additional capital investment rate after
1970 from Figure 4 but also shows the
effect of reducing the birth rate.

Here the normal birth rate has been
cut in half in 1970.

What then happens is that Quality-of-Life surges
upward for 30 years for the reasons that are
customarily expected.
Although not shown in the figure, food-per-capita
grows, material standard of living rises, and
crowding does not become as great.

But the more affluent continue to use natural
resources and to accumulate capital plant at
about the same rate as in Figure 4.

Load on the environment is more closely related to
industrialization than to population, so the pollution
crisis occurs at about the same time as in Figure 4.
In other words, the 50 per cent reduction in normal
birth rate in 1970 was indeed sufficient to start a
decline in total population.

But the rising quality of life and reduction in
pressures start the population curve upward again.
The bottom line is that the end result is much the
same.

Figure 6 combines the reduced
resource usage rate and
increased capital investment
rate of Figures 3 and 4.

The result is that
population collapse occurs
slightly sooner and more
severely.

Figure 7 shows what happens if
technology finds ways to reduce
the pollution generated by
industrialization by 50 per cent
from that shown in Figure 6.

The result is to postpone the day of
reckoning by 20 years and to allow
population to rise another 25% before it
collapses.
Thus the “solution” “reducing pollution” has,
in effect, caused more people to suffer the
eventual consequences.

In this way, Figure 7 again reveals the
dangers of partial, “common-sense”
based solutions. Actions at one point in
a system to relieve one kind of distress
produce unexpected results in some
other part of the system.

If the interactions are not sufficiently
understood, the consequences can be
as bad as, or worse, than those that led
to the initial action.

PART II

Some Insights into A Way Forward.

The Educational System

a

Chart 1
Importance of Objectives: Adolescent Pupils
Percentage of pupils rating each objective “very important”
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70

80

1. Initiative to introduce change

82

2. Independence

79

3. Outside Speakers: Careers, other topics

78

4. Apply know ledge to new problem s

76

5. Characters / personalities

76

6. Careers inform ation

73
72

8. External exam inations
9. Express self articulately

71

13. Able to study independently

67

15. Masters of destinies

66

23. Consideration of others

55
51

27. Right and w rong
36. New subjects: Philosophy, sociology etc

44

38. Wide range of cultures / philosophies

38

39. Interest in non-exam ined subjects

37

41. Sense of duty to com m unity

36

42. Parenthood: Hom e-craft

32

43. At hom e w ith figures / num bers

29

45. Non-exam ined aspects of subjects

28
22

49. Rules: (clothes / hairsstyles in school)
50: Rules out of school behaviour

90
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But schools rarely work toward
these goals.
(The following is just one bit of the evidence to
support this statement).

Chart 3
Objectives which teachers say they try to achieve with more academic students
Percentage saying they “try very hard” to do this in their own lessons
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1. Exam s
63

2. Considerate

61

3. Make sure enjoy lessons

60

4. Opinions of ow n
5. Sense of duty to com m unity

59

6. Read and study on ow n

59
57

7. Right and w rong
10. Independence

53

11. Character and personality

53

16. Facts and techniques to new problem s

39
34

22. Clarify life goals
23. Confidence and initiative
25. Inform about jobs and careers

80

31
27

This tells us that what happens
is not mainly determined by the
priorities of teachers, parents,
pupils, ministers of education or
anyone else but by a network of
external social forces.
.

This is in fact a conclusion of
great theoretical and practical
importance.
Our behaviour is mainly
determined by a network of
external forces which act upon
us and not by our personal
values and preferences.

It means turning much of
psychology inside out and
focussing instead on
socio cybernetic forces.

.

Why Main Goals Neglected
1. Do not know how to achieve.
2. Teachers will not come to terms with social functions of education incompatible with self- image.
3. No means of assessing – so can not:
(i) See progress .
(ii) Monitor own effectiveness.
(iii) Get credit in certification process.
(iv) Get credit in accountability and evaluation.
4. Value-Laden:
One group or other opposes. Incompatible in same class.
Need to individualise in relation to pupil's values so pupils can
practice components of competence, but teachers don not know
pupils' values and do not respect "working class" values.
Assessments value-laden.
Can only observe if classroom elicits:
Observers’ perceptions influenced by his/her values and
competencies: Lack ability to manage independent, thoughtful,
people.
Need to influence values - fear of brainwashing.
Handle by choice. But prevented by lack of respect and worries
EC&MOS.ppt
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Compare
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Why Main Goals Neglected (Cont.)
5.
6.

7.
8.
9.

Transformational. Can't specify outcome in advance.
Requires sensitive monitoring and facilitation of growth.
Conflicts with “teaching as telling” and satisfactions wanted
from job: centre of attention, source of information.
No tools to help teachers administer individualised, CBE
programmes. Too much to expect.
Variety and choice in conflict with equality: Worries about
reinforcing social divisions.
Conflict with beliefs about behaviour to be expected of public
servant. Requires teachers to attend to pupils’ needs and invent
ways of meeting them. Requires teachers and pupils to be doing
things they do not know how to do and the outcomes of which
they cannot specify in advance. Public servants not expected to
be innovators and adventurers: expected to do bidding of
elected representatives. Criteria and tools of accountability.
Creation and management of innovative climates in
schools/public service.

Won't call for research because do not think it can help them
withEC&MOS.ppt
such problems.
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Many of these reasons why the main goals of
education are neglected are extremely important on
their own.

But the most important from the point of view of
today’s discussion is that

they form the autopoietic, selfreinforcing, self-extending system
sketched in the next slide.
..

Figure 1: Feedback loops driving down quality of education
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Dealing with a system
Single changes either negated
by reactions of rest of system
or have unexpected, and
usually unwelcome, effects
elsewhere.

To move forward pervasive,
systems-oriented, innovation is
required in every nook and cranny
of the system.
The changes that are needed are
so many cannot be envisaged by
any central committee.
Still less can they be centrally
decreed.

This is diametrically opposed the
view that most commonly comes
to mind when the need for
systems change is discovered.
This to assert that system wide
change, based on ideology and
fashion, is required.

What Kanter terms “Parallel Organisation” activity is
required.
This has two main components:

1. Time for all concerned (teachers, system managers, pupils) to experiment with:
Ways of catering for different types of pupil.
Ways of nurturing different competencies.
Ways of giving pupils credit for different outcomes.
Interfaces between the educational system and parents and employers.
Ways of giving teachers and managers credit for having contributed in very
different ways to the system.

Ways of ensuring that all act on information in an innovative way in the
long-term public interest.
2. Recognition of a wide variety of different types of (usually invisible)
contribution (fund raiser, publicist, prototype maker, and so on) to any one of
these efforts.

This conclusion is precisely the opposite of that
which lies behind current government policy and
widely held beliefs about how public
management – and centralised, hierarchical,
command-and-control oriented management
more generally – should work.

Again, particular attention should be drawn to
the need for pervasive experimentation
designed to influence and help us to understand
the systems processes that are involved.

Note the implications for the way in which we
think about the role of public servants:
It is their job to:
 Create variety.
 Arrange for the short and long-term, personal
and social, desired and desirable and
undesired and undesirable consequences of
each to be monitored in a comprehensive way
(expand each).
 To create a climate of innovation and systems
learning and action.

If we are going to get them to do these
things we need to change:
 Their job descriptions.
 The organisational arrangements in
which they work
and
 the procedures used to find out
whether they are behaving in
appropriate ways (ie staff and
organisational appraisal systems).

More than that, if we are to get public servants
to do what they need to do, It will also be
necessary to Introduce:
1 - A new interface between public servants and the
public: To make it easier for the public to obtain
provision suited to their particular needs and make it
easier for them to influence provision.
2 - A new supervisory structure: to help to ensure that
public servants seek out, and act on, information, in an
innovatory way, in the long-term public interest.

The last two requirements amount to new
forms of democracy and demand new
concepts
of citizenship.
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Diagram 25.1
Way forward: main components

Pervasive Climate of
Innovation & Experiment

Ways of giving teeth to
information

+

Comprehensive
Evaluation

Parallel
Organisational
Activity

Media Debate
& Funding
Mavericks

Policy
Research and
Development

Clarification
of Public
Interest

Revised
Expectations
of Public
Servants

Performance
Appraisal
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Exposure of the
behaviour of
public servants to
the public gaze

Networked based
Supervision of
Public Servants

The Internal Structure and Organisation
1.Network Based Working
Arrangements
2.A New Staff and organisational
Appraisal System
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The interface Between the Public
Service and the Public

EC&MOS.ppt 281

A new interface with the public is required to:
Help to ensure that public servants act on
information in an innovative way in the long
term public interest.
Give teeth to information – surveys,
evaluations, staff and organizational
appraisal.
Better disseminate information on options etc.
Enable the public to influence what is going on
within institutions (e.g. schools, health-care
systems).
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Network Based Supervision

New forms of “democracy”.

Mill
“Instead of the function of governing,
for which it is radically unfit, the
proper office of a representative
assembly is to ... compel a full
exposition and justification of all
(acts) ... It should be apparent to all
the world who did everything, and
through whose default anything was
left undone”.
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Let’s think about redesigning the system.
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Figure 1: Feedback loops driving down quality of education
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HOW ARE WE TO GET THE NEW
UNDERSTANDINGS AND TOOLS
that are needed?
Some of the research that is
needed is listed in the box in the
bottom right hand corner.

In fact research, which is
generally regarded as peripheral,
turns out to be of unexpected
importance (cf our list of reasons
why the goals are neglected).

One component in the arrangements
needed to get this research is through
changed working arrangements in
schools.
And we do not have to wait for
government approval if we get enough
people thinking differently about how
public institutions should be run.

But there are problems with the research agenda.
The research that is needed is:
o Adventurous
o Problem-driven, but
o Fundamental
o Action research.
What a set of contradictions in terms!
In saying that it needs to be problem-driven, I am
challenging the common assumption that research
topics should be derived from the literature - that is to
say from topics which have proved to be non-threatening
to authority.

The science we need also needs to be non-reductionist.
That is, it needs to consider all outcomes and
interactions.
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Research is needed to Develop:
 A better understanding of the necessary organisational
/managerial arrangements.

 The tools required to hold public servants and other managers
accountable for exercising high-level talents and especially for
doing such things as creating hives of innovation, initiating
systems-oriented experiments and monitoring the effects of, and
learning from, the effects of their actions.
 A better understanding of the hidden sociological systems
processes which determine the direction in which society moves.
 The information public servants need to decide how to act in the
long-term public interest.
 The tools that are required to take stock of organisational/
community climate from the point of view of its conduciveness to
innovation and decide what to do.

 The tools required to assess costs and benefits.
 Create a variety of different forms of provision and document,
their short and long-term benefits and costs.
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But getting that means
challenging image of science …
from reductionist science
to
what might be called ecological
science taking account of many
complex recursive interactions
and long term effects.

This means that it will be
necessary to change widely held
beliefs about how research
should be funded and managed.

Changing the image of science
and how it should be evaluated
requires a great deal of adult civic
education.
Unfortunately, as we shall see in a
minute, the current arrangements
perform a very important
sociological function that it will be
difficult to address.

So it emerges that ideas about
the management of research,
which must at first appear
peripheral, are central to
finding a way forward.
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How come that that
reductionist science and these
monocultures of the mind
have such a hold over us?
This in itself has to be one of
our central research
questions.
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But how to break the stranglehold?
Common sense suggests a number of strategies:
• Change the criteria (individualistic contributions, unarguability, and
presentation [references cited]) applied in the evaluation of “scientific”
work.
• Encourage many more people to pursue research from a much wider
range of perspectives: encourage genuine free-ranging enquiry.
• Encourage much more public debate of issues and provide advocates
to help people articulate positions and teams of researchers who will
follow through into research along these lines.
• Evaluate research units (and individual scientists) in terms of whether
they are characterised by climates of innovation, adventurousness,
dedication, and concern with the long-term public interest.
• Abolish centralised control over the research agenda.
• Change the image of science as centrally concerned with certainty to
being centrally concerned with advancing understanding: it is not the
work of the individual scientist which leads to certainty but the scientific
process.
• Change the image of an “experiment” from a process which is designed
to test a particular theoretical perspective to a process which is designed
to lead to the formulation of new insights.
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What can I do?
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It is clear from this diagram that there are very many points at
which all of us could endeavour to intervene in the system. We could,
for example:
• Promote recognition of the role of public servants in society.
• Promote, and participate in, network-based supervision of the
public service.
• Articulate the fundamental reasons why centralised “democratic”
control is useless.
• Promote research to develop the tools that are required to hold
public servants accountable for performing their defined roles.
• Promote research to map the socio-cybernetic forces which are
driving out society and our planet against the rocks.
• Advocate greater efforts to promote variety, experimentation and
learning.
• Promote a less reductionist, more “ecological”, image of science.
• Draw attention to the changes needed in the way research is
commissioned and organised and the criteria and tools required to
hold the universities and research institutes accountable for their
performance … and so on and so on.
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There is no shortage of important
things to do.
But hardly any of them are the
things that “common sense”
would, in the past, have suggested
that it was important for us to do.
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Or, to put it another way:

The most important things for us to do
do not involve:
•Shouting at our priests (politicians) to remedy one or other of the
endless injustices that plague humankind.
•Inciting the masses to revolution (without the slightest idea of
how to run an alternative society in the long-term public
interest).

but pressing for:
•Developments in our civic culture – the arrangements for
managing our society – along the lines sketched in in the
central box of the diagram.
•The execution of the research agenda shown in the box at the
bottom right.

•Developments in the arrangements we make for the conduct of
adventurous research.
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A Setback:
discovery of just how deepseated are
the socio cybernetic processes
that are heading us toward
our extinction as a species,
carrying the planet as we know
it with us.

Murray Bookchin

“Organic”
1. The cells of an organism, while
differentiated, are largely multifunctional
and can take on different roles if an injury
occurs in the course of development.
2. Coordination between cells and bodily
organs is not hierarchically organised but
brought about via multiple feedback
systems, such as in the maintenance of
body temperature.

“Primitive” societies were/are
organically organised.
Roles in them were/are differentiated. But
not hierarchically organised. Organisation
was/is network based. People could
substitute one for another. There was/is a
commitment to an “irreducible minimum” of
food etc.

So,one way of summarising what we have
said is to say that we need to move toward
a society with a more “organic”
structure – one with multiple feedback
loops and one which will innovate and
learn – evolve – without central direction.

The disturbing thing that Bookchin shows in
painstaking detail (in a style reminiscent of
Baudel) is that, at every stage in
development, despite the protests of
philosophers and other acute observers of
society, and even demonstrations of the
value and viability of alternatives (including
those of such people as Deming, Seddon, and
Johnson & Broms), societal management

arrangements have become ever more
centralised, hierarchical, command and
control oriented, and destructive.

It is important to underline the last word –
“destructive” because, as we have seen,
hierarchical societies (ie those which
legitimise and create social division)
generate endless senseless work in which
people are required to participate as a
condition for access to a decent way of
life. The generation of conspicuous
differences promotes individualistic
competition and social destruction. And
the senseless work generates
environmental destruction.

So, actually, people like Deming … and we
ourselves … are calling for a reversal of a
pervasive and hard to understand social
phenomenon.

He shows that the usual claim that these
developments have been necessary to
satisfy “needs” is unsatisfactory.
Rather these “needs” have been created as
an excuse to generate useless work to
legitimise hierarchy. (One does not
actually “need” pyramids; rather the “need”
for them is generated to create an excuse
to subjugate huge numbers of people to
demeaning work to the glorification of the
few.)

Bookchin argues that the perception of
hierarchy in nature and “scarcity” in nature
are projections onto the world of purely
human characteristics.
We have created the presumed scarcity by
multiplying senseless “needs”. The
presumed dominance hierarchy in nature
is a projection of our own concern with
dominance: evolution goes to the fitting
not the “fittest”. The dominant in nature
destroy their environments and in due
course themselves. Symbiosis is the order
of the day.

Bookchin correctly characterises our ongoing evolutionary progress toward our
self-destruction as a species as
“autopoietic”
But he nowhere seeks to identify the
socio-cybernetic processes that are
responsible for this progressive
(un)development.

It follows from what we have said that, if we
are to survive as a species, we must seek
to understand and intervene in the sociocybernetic processes which are driving us
toward our own extinction.
Actually, what this really means is that
we have to understand the forces of
evolution … and perhaps life itself.
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John Raven
www.johnraven.co.uk
www.eyeonsociety.co.uk

Necessary (and Urgent) Reforms


Dramatically Reduce Energy Consumption.
(Get rid of Motor Cars, Centralised Production, Most Trade,
Central Heating, Air Conditioning, Energy-Intensive
Agriculture. i.e. Re-design Cities and Way of Life).



Halt Consumption of Non-Renewable Resources.



Reduce Production of Waste.



Dismantle "Defence" Industry.



Dismantle Nuclear Plants.



Abolish Banking, Financial Insurance, Pension
Companies.



Disband Centralised Manufacturing, Marketing and
Distribution.



Stop the Sorcerer's Apprentice.
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Necessary (andUrgent) Reforms (Cont.)


Radically Reform Agriculture, Forestry, Fishing.



Introduce Social-Science Based Quality of Life
Indicators in Place of GNP.



Introduce Information-Based “Pricing“ Based on
Human and Natural Resource Consumption.



Introduce Community Support Networks in Place
of Drugs-Based Health Care, Insurance and
Pensions.



Introduce Information-Based Skills Exchanges in
Place Market Transactions.



Introduce Information-Based Management of
World Economic Processes.
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Like very many people in modern
society, Adam Smith and John
Stuart Mill had noticed that
politico-bureaucratic “solutions”
simply did not work.
Both noted that government
decisions were essentially
decisions by “committees of
ignoramuses”.
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Smith and Hayek took this observation one step further.
They argued that there could not be any such thing as a wise
man or wise woman, let alone a committee of wise men and
women.
The reason was simple. The most important information
required to take wise decisions cannot be available! If A
initiates a course of action in location X, and, unknown to
him, B initiates a course of action in location Y, it is
impossible to know what will happen as these two courses of
action come together.
Worse still, the information on the basis of which action has
to be taken is always grossly incomplete and widely
dispersed in the hearts, hands, and heads of billions of
people, all of whom possess unique expertise. (The
information is in their hearts and hands as well as their heads
because much of it is not verbalized .. i.e. it consists of
feelings and knowledge of ways of doing things – tacit
knowledge.)
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To solve this problem, Smith and Hayek proposed the
“market mechanism”.
This was envisaged as a societal experimentation learning
and management system which would act on information
which was necessarily incomplete, dependent for its
implications and effects on other changing information, and
widely dispersed in the hearts and heads of billions of
people. It would not only initiate action on the basis of such
information but also learn from the effects of that action and
take such further (corrective) action as necessary.
What “the market” offered was a mechanism whereby, if
people liked what A was doing, they could purchase his or
her goods or services or invest in their enterprises.
So, if they were doing the right things, both A’s and B’s
enterprises would prosper and, as the results came together,
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previously unimaginable things
would

Smith acknowledged that most of these experiments would fail in
economic terms. However, he argued, what was to be learned
from them would not be lost. A failed business – i.e. a failed
experiment – is not really a failure at all.
This is a lesson which many public servants and managers of
science would do well to learn ... And they need to take more
positive steps to learn from failed experiments.
Note that the market mechanism as proposed was
quintessentially a societal experimentation, learning, and
management system.
It has no other raison d’être. It does not endorse riches for riches
sake. It does not laud money. It does not endorse a divided
society.
It was a means of giving power to information.
It was designed to create a ferment of innovation and provide a
means of learning from the effects of the experiments which were
initiated.
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As the outcomes of all these experiments merged, previously
undreampt of goals – goals which could never ever have been
realistically envisaged or even thought about beforehand – could
be accomplished.
What was offered was a design for a learning society – but a
learning society quite different from that which is most widely
envisaged when the term is used today.
It was a society which innovated, experimented, and learned
without anyone involved in it having to know anything very much.
It was decentralized, organic (with many feedback loops and
potentialities), nonauthoritarian, and, like evolution itself, grossly
inefficient in bureaucratic terms. It was the ultimate form of
participative democracy: Everyone involved could “vote with their
pennies” independently on a myriad of issues instead of voting
every five years or so for a package of issues or “wise” governors.
It did not depend on intellectuals or explicit verbal knowledge.
People could attend to their feelings and vote accordingly.
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So, if there is so much in its favour,
What’s the problem?
Only a few can be mentioned here.
(A more complete list will be found in my
New Wealth of Nations.)
(See eyeonsociety.co.uk for more details)
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First: Major Costs are Not
Included in “Market”
Calculations:
They are “externalised”
to the “Third World”
or
future generations

More generally
• It has turned out to be extremely difficult to
get “the market” to take account of, and
respond to, huge amounts of vitally
important information, particularly of a
societal nature.

• People, including most capitalists, seldom
behave in ways commensurate with their
long-term interests, particularly when acting
in those interests would involve persuading
large numbers of other people to do likewise.

Put another way:
Hardin’s (1968) “Tragedy of the Commons” has
proved endemic and pervasive.
Thus it has become virtually impossible through
the market process to stem the destruction of
our very habitat – the forests, the soils, the
seas, and the atmosphere.

Or even to take appropriate action to stave off
the imminent collapse of the financial system.
Let alone to take appropriate
action to improve
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the quality of life of all.

Second, market processes do not, in fact,
deliver genuine wealth (viz. a high quality of
life) – because real wealth (quality of life)
depends on things which cannot be
commoditised and bought and sold.
Thus it depends on security (including that for
the future of one’s children), on self-actualising
work, and on networks of friends and support
in one’s workplace. It depends on living and
working arrangements which are relatively free
of stress.
All of these are driven down by market
processes.
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Third, the marketplace does not reward the
most important contributions to either wealthcreation or the enhancement of quality of life.
This is because such contributions mainly come from:
• People who are long since dead.
• Collaborative activities (often carried out in the public
sector) which depend on multiple contributions (that
are rarely rewarded in financial terms)
• and wives and husbands who provide love,
psychotherapy, child-care, and other individual and
social maintenance activities.
(Perhaps most importantly, maintaining the species
requires costly child-care procedures.)
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Besides these Fundamental Problems
there are Major Practical Problems
1. Money has become unbelievably flakey. Within
countries, banks lend nine times their assets and
deposits. This is used to justify a further round of
lending. Loans to governments do not require any
security: all the "money" supposedly "lent" is fictional.
Money to the value of 30 times the total annual world
product circulates to manage one-thirtieth of itself.
1. The market is unbelievably inefficient. Neither Smith nor
Hayek claimed that the market mechanism was efficient
in the bureaucratic sense but between 65 and 98% of the
sales price of most goods and services delivered
through the marketplace goes on distribution and
advertising.cont.
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Major Practical Problems with the Market (cont.)
3. Prices do not reflect true costs. Besides
being hese are externalised to the future and
the Third World, nominal costs depend, not on
the costs of land, labour, and capital, but on
public servants' decisions about which costs
to spread over the entire community, which to
load onto producers, which to load onto the
future, and which to externalise to the
environment.
Even the apparent efficiency of centralised
production depends entirely on failing to make
the producer pay the costs of highway
construction, transportation, damage to the
environment etc. EC&MOS.ppt 245
\cont.

Major Practical Problems with the “Market” (Cont.)
4. Public servants - not management or workers mainly determine prices. They do this:
a) Via the administrative arrangements they make.
They organise most of the research on which our
agricultural production depends, disseminate the
results, stabilise prices, and set up marketing
arrangements.
b) By deciding which costs to load onto
manufacturers and distributors.
c) By determining tax and grant systems. Taxes are
raised in many different ways and the balance of
these, and which are deductible from the price of
exports, has a dramatic effect on price.
\cont.
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As a result the supposed efficiency of
centralised production emerges as a
myth which is is entirely dependent on
an accretion of public servants'
decisions to spread major costs over
the entire community instead of loading
them on to the individual producers
who create them.

In part because the quality of life depends
primarily on public provision – on things which
cannot be purchased individually – and on
activities carried on outside the marketplace, the
role of public management has continuously
increased over the years until, at the present
time, the spending of something of the order

of 75% of GNP is controlled by
governments.

EC&MOS.ppt 247

This has Many Important Implications
One is the impossibility of any small group
of elected representatives directing or
overseeing the workings of the
governmental machine in any effective way.
There is just too much going on.
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Another is that the "customers" who
figure in contemporary discussions of
"the market mechanism" are mostly
not the individuals of classical
economics voting with their dollars,
deutschmarks, or guilders separately
on a myriad of issues, but agents
purchasing on behalf of government
departments, international defence
alliances, and corporations working
EC&MOS.ppt 248
on government contracts.

A related problem is the way in which
many of the (managed) trans-national
corporations have grown bigger than all
but the largest national economies and
are, aided and abetted by their agents the
World Bank and the IMF, thus in a position
to control the activities of most
governments and the markets within the
societies over which they have
jurisdiction.
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It is therefore not true that we live in a
society managed by market forces.
We live in a society mainly driven by the
decisions of international bankers,
managers of the TNCs, and public
servants, but, most importantly,
controlled by mythologies which are
every bit as important as those which we
can so easily see bind together, and
control the operation of, “primitive”
societies.
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These observations mean that the
concepts most widely used in
economic theory:
. Money supply.
. Marginal differential rates of return on
capital.
. (Monetised) capital itself.
are very misleading.
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They also mean that common
assertions to the effect that things
cannot be done because:
“There isn't any money”.
“It would mean raising taxes”.
“It would be necessary first to earn
the money by exports”.
are without foundation.
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Much more basically,
what we have seen means that the
ability of the market (at least as we
know it) to collate scraps of
information and solve the
"wise men" problem
(its MAIN justification in the eyes of
Smith and Hayek)
is without foundation.
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In fact the ROLE of money in the
system has been overturned.
Far from being a component in a
self-managing system, cash flows
are now centrally manipulated to
orchestrate achievement of
objectives determined through the
politico-bureaucratic process .
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More generally, it would seem to
follow from what has been said that
the “science” of “economics”
is to be understood as a network of
mythologies
having as little connection with
reality as medieval religion.
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The central problem we face is to come
up with a new answer to Smith and
Hayek’s question about how to design a
learning society.
- i.e. a society which will innovate and
learn without making assumptions about
the capabilities of wise men and women
(and still less centralized committees)
or about the effectiveness of hierarchical
and bureaucratic management.
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NECESSARY DEVELOPMENTS
Overview
We need to:

1.Acknowledge the Importance of
Public Servants. (They are
crucially important personnel in
enhancing quality of life; the
greatest wealth-creators ever.)
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\cont.

NECESSARY DEVELOPMENTS (Overview, contd.)

We need to:
2 Change Our Expectations of Public Servants.
They need to:
a. Study, and find ways of intervening in, opaque social systems,

including interconnections between policy domains).
b. Be inventors.
c. Create alternatives and document the personal and social, short and
long-term consequences of the options.
d. Feed that information to the public.
e. Initiate forward-looking research of non-traditional nature.
f. Create a pervasive climate of innovation, dedication, and enthusiasm in
their own organisations and society more generally.
g. Encourage multiple definitions of problems and the conduct of smallscale, but carefully monitored, experiments grounded in an
understanding of systems processes.
h. Monitor the results of those experiments to see what is to be learned
from them, taking corrective action as necessary.
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\cont.

NECESSARY DEVELOPMENTS (Overview, cont.).

Most importantly, we need to expect public
servants to:
a. Initiate information-collection (especially on
operation of systems processes).
b. Co-ordinate and sift all available information
for good ideas.
c. Act on that information, in an innovative
way, in the long-term public interest.

EC&MOS.ppt 263

To Get Public Servants to do These Things
it Will Be Necessary to Introduce: (1-3 of 6)
1 A New Staff Appraisal System: To give credit for
innovatory activity in the long-term public
interest.
2 Network-based Working Arrangements: To draw
public servants' attention to what is happening
in areas which impinge on their own work.
3 “Parallel Organisation” Activity: To create a
pervasive climate of innovation within the public
service.
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PARALLEL ORGANISATION ACTIVITY
1 Time and resources earmarked for innovation and improvement.

2 Non-hierarchical relationships. Innovation involves:
a. Transient, purpose-specific, networks of working groups.
b. Bringing together different people with different talents for
different purposes.
c. Seeking out, encouraging, and recognising different types of
contribution to group processes.
d. Channeling resources to those who are capable of initiating,
undertaking, and capitalising upon, new activities instead of
to those who are only capable of generating paper plans.
All of these are encouraged by flat structures.
e. Flat structures are also required because:
(i) communication in hierarchical structures filters out novel
and risky ideas.
(ii) they make it possible to build on the insights of "coal
face" workers (instead of assuming that it is the task of
"management" or "research" to initiate new developments).\cont. 265

PARALLEL ORGANISATION ACTIVITY (Cont.)
3 There are opportunities to visit, and work with, people who
are working on similar problems - both within the
organisation and outside it. (Such visits and collaboration
confer a number of benefits, they facilitate contact with
new ideas, strengthen resolve to do new things in new
ways, and establish and maintain networks which provide
help and support when difficulties arise.)
4 Encouragement to tackle constraints arising outside the
employing organisation through the formation of interorganisational "political" coalitions.
5 Access to R&D laboratories (together with new ways of
commissioning, undertaking, and utilising research).
6 A deliberate attempt to identify and develop all talents.

7 Recognition and reward for a wide range of different types
of contribution.
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Looking at the diagram as a whole, what we now see is:
1. That what happens is not determined by the wishes of
parents, teachers, ministers of education, or anyone else but,
both directly and indirectly, by the sociological functions the
system performs for society. One needs to take these
sociological forces seriously and ask how they can be
harnessed.
2. That one effect of these sociological forces is to create
inappropriate beliefs – and these reinforce existing
inappropriate beliefs about society and how it is to be
managed. On the one hand, the educational system teaches
these beliefs. On the other, what can be done to improve it is
very much constrained by them.
3. That what happens is determined by a system, or network, of
forces. There is no single, “most important” cause that can be
tackled.
\cont.

Looking at the Diagram as a whole we see: (Cont.)
• That, as a result, any attempt to change any one part
without considering the system as a whole will be negated
by the rest of the system.
• That pervasive, systems-oriented, change is required. But
that change, although system-wide, cannot be centrally
mandated because there are too many new things to be
done. What is needed is a pervasive ferment of
experimentation and learning.
• How 2, 4, and 5, both individually and collectively, both (a)
drive attempts to reform the system ever more narrowly
around the top triangle and (b) divert attention from the
necessary developments that are listed in the bottom part of
the diagram.
\cont.

a

Another way of putting the
problem we face
– one which will help is to move
forward –
is to say that we need to design a
socio-cybernetic system which will
enable us to translate shared
values into effect.
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What is needed is a societal learning and
management system which experiments,
monitors, learns, and reacts without anyone
within it having to know anything very much.

Or, put the other way round, which harnesses
the idiosyncratic expertise that lies in the
hearts, heads, and hands of billions of people
and the interacting effects that each,
individually and collectively, have on each
other.

This is precisely what Smith and Hayek
sought to provide through the market
mechanism.
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For a variety of reasons which I do not have
time to go into today, the “market” solution
does not and cannot work.
But the reasons include:
1) the way that money has been degraded
beyond recognition;
2) the way control of cash flows is used to
implement decisions taken through the
politico-bureaucratic process instead of
allowing money to form the “ball bearings” of a
self-managing system.

a

BUT HOW ARE WE TO GET THE NEW
UNDERSTANDINGS AND TOOLS that are needed?
Well, obviously, as the schools output students with new
competencies!
But also (and perhaps more quickly) as we get more
appropriate research.
And especially research into such questions (which are
so often regarded as not being amenable to
investigation) as “How can public management be got to
function more effectively?”
BUT HOW ARE WE TO GET EITHER OF THESE THINGS?
They are precluded by the very systems processes we
are discussing,
ONE WAY TO FACILITATE MOVEMENT would be to
disseminate the insights I have shared in this lecture and
to lean on people to act on those insights.
In other words: by engaging in ADULT CIVIC
.
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EDUCATION.

What is to be disseminated?: What we already know about:
o The nature of competence and its development and assessment.
o The roles to be performed by managers:
Create pervasive climates of innovation.
Create developmental environments and think about, place,
develop, and utilise the talents of subordinates.
Seek out information and take good discretionary decisions
about what is in the long-term general interest.
Monitor the effects of their actions and change appropriately.
Initiate evaluation studies.
Study and seek to influence "external" social and economic
forces.
o The nature and workings of society.
o The forms of public management required.
o Developmental environments.
o Climates conducive to innovation - parallel organisation activity.
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o The processes which advance
scientific
understanding.

The Organisation and Management of
Policy Research and Development
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We have (briefly) seen that pervasive new ways of thinking and, especially,
that new tools based on new theories are required.
The basic needs are, therefore to (1) highlight neglected issues and (2) to get
research to explore those issues onto the research agenda.
The need is not for more research of the kind which fills the pages of current
„academic‟ journals such as those published by the APA and AERA.
As far as POLICY evaluation is concerned, the main need is for
comprehensive studies which highlight all the factors which need to be
taken into account and which investigate all the short and long term,
personal and social, desired and undesired, desirable and undesirable
outcomes so that appropriate action can be taken.
It is much more important to get a rough fix on all the important variables
than to get an accurate fix on one or two of them.
The chief question we have to tackle is, therefore, how to move away from
reductionist science.

Unfortunately, this is itself supported by the hegemony of a network of
monocultures of culture and mind in which everyone has come to be think in
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similar ways.
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To Get Public Servants to do What they need to do,
It will be Necessary to have
More systematic evaluation of policy: The reasons for failure of
current policies and more experimentation.

The requisite R&D involves:
. Re-definition of problems.
. Fundamental research to find new ways of thinking about
and doing things.
. Adventurous experimentation to find new ways of doing
things and advancing understanding.
. Systemic research to discern the "hidden reality" which
determines what happens and identify what needs to be
done.
. A specific focus on developing new management
arrangements.
\cont.
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In more detail, we need to move toward a situation in which we:
1. Use "Parallel Organisation" activity to identify the problems that
are to be investigated.
2. Understand how the necessary work differs from traditional
“Academic” research.
3. Acknowledge the need for much more diversity and replication.
4. Disseminate a better understanding of how science advances.
5. Fund people (teams) not “proposals”.
6. Change the criteria used to evaluate research and researchers.
7. Encourage much more follow-through into action.
8. Encourage more realistic ideas about appropriate methodology.
9. Actively encourage the formulation of a wide range of
perspectives.
10. Develop much better means of giving people access to, and
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take better steps to disseminate,
information.

Bookchin argues that the trend
toward such societies has gone
on relentlessly for millennia.
It is not going to be easy to stop,
Never mind reverse.

