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Business Case
Developing a Learning Society
 “The capacities of the average human are far greater than we yet recognise.”

 Douglas McGregor

“The wealth of a nation depends on its people, management and government, more than on its natural resources”

W Edwards Deming

Foundations

· A belief in people – their intrinsic desire to be of value and to be valued.
· Systems Theory – the whole is the sum of the parts plus the interconnection between the parts. The study of the parts and the interactions between the parts goes under the name of Systems Thinking
· A belief in knowledge – that our actions and thinking is supported by sound knowledge that can be scientifically supported, refined and refuted.

A Belief in People

The fact we are intrinsically motivated to a good job has been established and recognised for a long long time. The extensive list of prominent people who have conducted extensive research in this field include  – Maslow, McGregor, McClelland, Deming, Kohn, Senge, Wheatley, etc. etc. Maslow’s famous hierarchy of needs
 identified our higher order needs to be Love/Belong, Esteem and Self Actualisation.

The fundamental recognition, that surely needs little expansion, is that to get the best out of people, we first have to believe in them. 

Systems Theory - A Learning Society

In the past few decades there has been a growing recognition of what is termed “Systems Thinking.” Its basic premise has been that the whole is not the sum of the parts but the sum of the parts plus the interrelationship between the parts. Furthermore the major influence on outcomes is not the diligence of employees but the actual design of the connections between people. In other words if an organisation wants to improve its effectiveness it will gain substantially more by improving and developing it operational systems than attempting to enhance the competence of its people. Companies that focus on improving their systems are termed “Learning Organisations”

This argument can be scaled up to address the systems that characterise our society. Our Education System for example, or the system we use to manage the public sector or the systems we use within our commercial organisations. The opportunity is to develop a society that understands and is continually improving its operational systems – a learning society.

A Belief in Knowledge - Scientific Method 
While there would be a ready acceptance of the importance of sound knowledge, what we mean by knowledge merits some expansion.
The eighteen century enlightenment was possible when the restrictions of freedom of thought began to be lifted. The Christian Church of that time, for example, was hierarchical in that it considered that they were the sole arbiters of “The Truth.” Their flock were actively discouraged
 from questioning and challenging any part of the doctrine. This began to be broken down when philosophers such as Rene Descartes promoted the individual’s right to think and develop logical conclusions – “I think therefore I am,” and David Hume’s call for knowledge to be based on experience and observation. What developed is now referred to as scientific method. It is an approach that considers that knowledge, rather than being handed down from authority, is developed by proposing a hypothesis and carrying out experiments to prove or disprove the hypothesis. This process eventually develops a theory – that can be supported, updated and refuted. 

In other words we progress by carry out experiments and learning from the results of those experiments.

This move to scientific method has seen the most amazing development of our knowledge over the past three hundred years. We just need to consider developments in medicine, engineering and electronics. The doubling of life expectancy in the developed world, being able to fly around the world at near the speed of sound and the modern marvel of the internet and the mobile phone.

Douglas McGregor in his seminal book “The Human Side of Enterprise” (1960) took this concept of Scientific Method into the realm of organisations:

“The theoretical assumptions management hold about controlling its human resources determine the whole character of the enterprise”

We interpret his word “management” as a collective term to mean the thinking of the organisation as represented by “management”. What he was pointing us towards was the significant opportunities open to us – akin to engineering and medicine - when the organisation moves into a disciplined learning mode as exemplified by Scientific Method. When the organisation identifies its theoretical assumptions and is prepared to challenge them through experiment and observation. In the conclusion to his book he writes:

“The purpose of this volume is not to entice management to choose sides between (theories.) It is rather, to encourage the realisation that theory is important, to urge management to examine its assumptions and make them explicit. In doing so it will open the door to the future”
We can encapsulate McGregor’s message in the following:

Theories lead to Methods Used which provide Results
The methods we use evolve out of the underpinning assumptions of the organisation. We make progress by the development of the theories. If our focus is on simply improving the methods we can only achieve minimal improvement relative to our existing paradigm.

McGregor was far from the only person calling for a deeper questioning of the underpinning theoretical assumptions of organisations. The management scholar W Edwards Deming considered that “knowledge is built on theory”
 and that:
Best efforts and hard work, not guided by knowledge, only digs deeper the pit we are in. …there is no substitute for knowledge

And from Peter Senge:

We are coming increasingly to believe that this (failure to implement modern concepts) stems not from weak intentions, wavering will, or even from non systemic understanding, but from mental models. More specifically, new insights fail to get into practice because they conflict with deeply held internal images of how the world works, images that limit us to familiar ways of thinking and acting. That is why the discipline of managing mental models – surfacing, testing and improving our internal picture of how the world works – promises to be a major breakthrough for building learning organisations.

If we are to learn from the many false starts of the past 25 years
 then there is a fundamental need to acknowledge McGregor’s statement that: “theory is important”
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Executive Summary

Many of our systems are failing to deliver the needs of 21st century society. Our financial system which is having to be bailed out by the everyday tax payer is the obvious example.  But what of our other systems - is our education system meeting society’s needs – is our public management system too bureaucratic and is it risk averse – are the systems in our commercial organisations failing to compete internationally? 
The other question to ask is how well our society utilises the intelligence, willing contribution and creativity of its everyday citizen. 

The vision of The Learning Society is to create a critical mass of informed thinkers who are willing to influence, and take responsibility for, the continued development of the systems that characterise our society.
The aim is to create a climate of experiment, learning and progress across the whole country. 

This aim reflects a vision first muted by Adam Smith in the late 18th century – how do we create a society that is continually learning without any one individual having to know all that much?
The implementation of this vision is to be based on a belief in people, an appreciation of systems theory and a commitment to sound knowledge.
The purpose is to address the following examples of our needs:

· Our organisations are failing to utilise the findings of modern research into management 
· There is a growing dissatisfaction with those working in our organisational systems and managers, trying to secure continued improvement, are simply raising stress levels.
· Scotland is investing heavily in education, but this investment is not transferring through to greater productivity or effectiveness of our organisations.

· There is an increasing divide between rich and poor in our country causing all manner of social problems

· The environment issue is demanding radical change.

In context of this aim there are significant opportunities that are available to the Scottish people:
· Arthur Herman, the author of “The Scottish Enlightenment,” considers that the various factors that facilitated the first Scottish Enlightenment in the 18th century might well be repeating itself in the 21st century.
· There has been extensive research into management over the past decades.

· We can learn from the mistakes we have made over the past 25 years.

· The World-Wide Web and the internet have created a new world.

The beneficiaries are going to be us all. 

The Deming Learning Network has over the past 2/3 years been discussing the concept of “Learning Society” with a very broad range of people and groups in Scotland. While the concept is new, and challenges many existing paradigms, there has been universal acceptance that there is a market for such an initiative.

Key deliverables of the initiative would be the creation of a comprehensive network of the many forward thinkers in Scotland, a series of presentations from International Thought Leaders broadcast to all corners of the country, the facilitation of in depth discussion groups, the development of a comprehensive web page with both knowledge and knowledge development facilities, lobbying of politicians and other leaders and the establishment of a Core Learning Centre to research and share modern management thought. It will also coordinate and publicise successful projects across Scotland. These activities will be geared to the aim of creating a climate of progressive change across the whole of Scotland.
The Structural elements to contain

· A web and internet facility designed to:

· Create connections between all forward thinking groups and individuals across Scotland

· A knowledge base from which knowledge can be rolled out to society.

· Knowledge is never static. The web site would therefore have a means through which the knowledge base can be continually developed. (along the lines of Wikipedia)
· Regional and local facilitators (volunteers) whose rtole is to recruit, lead and coordinate discussion groups across the whole of Scotland from Lerwick to Stranraer

· A Core Learning Centre to initiate the knowledge base and to moderate the continued development of knowledge. It would also providing training and coaching facilities
· An administrative centre to promote the concept and activities of the society and mange its wide range of activities.

The Learning Society aims to be self sustaining through securing membership contributions to the network; this it will achieve in its third year following its establishment. It will however require seed funding of £553,000 to cover the first three years of its operation.

 Aim 

The aim of the Learning Society movement is to create a climate of experiment, learning and progress across the whole country. In particular it aims to create an informed critical mass of citizens who will be willing to challenge, and take responsibility for, the design of the systems that characterise our society. 

As all our systems are in fact interrelated this aim applies across the whole of society. It applies across the whole of Scotland, from its education system to the systems used in its commercial organisations.

To create this “learning society” we will require to share modern knowledge with and between a critical mass of our citizens covering all aspects of our society.
This aim is in line with the charitable purpose of the Deming Learning Network which is:

· The advancement of education and knowledge, principally in the field of management theories and practice as it relates to organisations and society.

· The advancement of applied science as it relates to management for the benefit of the public and the good ordering of society.
It is not the intention of “The Learning Society” movement to promote a particular approach. It simply aims to promote a sound scientific foundation for the development and application of knowledge in context of the management of our organisations and the enabling of our human resource.
The need for a Learning Society is reflected in:
The Need 1 – Management in our Society
“There is a simpler (more effective) way to organise human endeavour.”
 We have a very real opportunity to achieve a step change in the design of the systems we use in our organisations so that we better utilise the willing commitment and abilities of our citizens. The benefits that we can expect are:
· Significantly greater effectiveness in all our organisations
· Increased competitiveness of our commercial entities
· The cost effectiveness of our public services – plus a significant increase in the quality of service provided.

· A significant increase in the job satisfaction of those working in organisations

· A culture of continual learning and improvement

The Need 2 – Dissatisfaction

There is a growing dissatisfaction with the systems of our society. The high profile example would be the financial system where the few have been securing extraordinary rewards, way out of proportion with the rest of society,
 and in the process have put the whole system into complete chaos to the extent that we, the general public, have had to bail them out.  A significant proportion of these higher earners are avoiding the proper share of taxation. The numbers voting in elections is steady declining undermining the very concept of democracy – the expenses scandal will not help. The media, including the state owned BBC, are sensational rather than factual.
 Morale in the public sector continues to decline, and The Government continues to use the “Target” mentality though it has been extensively proved to be counterproductive.
 The external auditing of our public sector cause widespread fear
 and tick boxing, the sector is risk averse. Our education system is failing to meet the needs of our organisations.
 The competitive leadership of many of our key companies is diminishing primarily because of our drift, over the past 30 years, to manage by measurable figures alone (usually accounting figures).
 There are many more examples of dissatisfaction.
The Need 3 – The Scottish Conundrum 

“Of the four nations of the UK and the ten regions of England only Scotland has a higher proportion of people with high skills as it has people with no skills. The conundrum is that this does not translate into greater productivity in Scotland.”
  In other words, as a nation, we are failing to capitalise on the Scots commitment to education and continual learning. The need is to look at the design our education system in context of the needs of the individual and society. And in the process we will have to move away from the dominance of the “qualification” measurement. 
 
The Need 4 - The Wellbeing of Society

We can gauge the wellbeing of society by its physical health, its mental health, its educational performance, its violence and prison population, its teenage births and recycling deprivation. In the developed world there are countries, such as Sweden, Denmark and Japan that do far better in all of these areas than countries such as USA, UK and Portugal.
 The need is to understand why and as a whole society take responsibility for securing progress.
The Need 5 – The Environment

We are all aware there is a pressing need to address environmental issues. Simple measures such as energy efficient light bulbs and the use of renewable energy sources are unlikely to be enough. At some point society will have to take responsibility for the structures of its society and how it might be considerably less wasteful and much more efficient in the use of limited future supplies of energy.
There are several opportunities available to Scotland to address these challenges:
The Opportunity 1 – The Second Enlightenment

Arthur Herman
, an American with no Scottish connections, researched the origins of “The Enlightenment” and discovered that the Scots of the 18 and 19th century, with people like Adam Smith, David Hume and Francis Hutchison, played a major and significant contribution to the modernisation of society from that time forward. His current view is that Scotland is well placed to lead a second enlightenment. He recounts the interdependent factors of 18th century Scotland and considers that similar factors are current in today’s Scotland. Two hundred or so years ago Scotland had:
1. High levels of literacy  – 80% of citizens could read and write – far higher than anywhere else in Europe

2. A new political climate – with the union of the parliaments in 1707 the old structures vanished providing space for new ideas to germinate.

3. A group of extraordinary individuals who where prepared to work together, learn from each other and develop fundamental principles

4. A culture of balance – between science and nature, between material and spiritual values, between individual freedoms and the needs of the community.

5. A burst of economic growth between 1720 to 1790

6. A decline of religious orthodoxy
He believes that Scotland is now well placed to lead a Second Enlightenment as we have:
1. Devolution which can provide a new political climate. We have a new parliament seeking to find ways to define its uniqueness 

2. Knowledge is broadly available, not so much from the few extraordinary people but more from the abundance of knowledge that is available from the internet
3. Our commitment to education, though diminished, is still prevalent. 

4. Traditional orthodoxies are being challenged. We are becoming increasingly aware of the impediments of bureaucracy and the limitations of traditional hierarchical styles of management.
5. Economically Scotland is placed in high tech industries such as Bio Tech and Photo Electronics (and Banking once the financial world corrects its excesses)

6. Balance – relatively we are more conscious of the balance between the individual and the community. We are not bedevilled by the individualism of say the USA. 

The Opportunity 2 – Existing Knowledge 
There has been extensive research into ‘management’ over the past decades. This research and knowledge is readily available in the books
 they have been written and through their web sites. The challenge is not that new knowledge needs to be developed; it is in our ability to absorb existing knowledge and apply it.

The Opportunity 3 – Learning from the failures of the past 25 Years 
In response to the development of modern management concepts there has been a whole raft of excellent initiatives over the past 25 years.
 Unfortunately very few organisations have learnt from this new knowledge because we have failed to appreciate the fundamental shift in thinking these new concepts entail.  The opportunity is to learn from this failure. The shifts in thinking we have avoided are:
· That the vast majority of us come to work wanting to do our best and to be valued by our peers.
 The control mentality of a lot of our organisations does not seem to recognise this basic facet of human behaviour. Our organisations tend to be structured round hierarchical structures that relies on the leadership of the top and ignores the creativity and improvement potential of those at the work face.
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· That the methods we use in our organisations are underpinned by theoretical assumptions.
 We learn when we identify and are willing to test out those theoretical assumptions. In other words “management” should be a science whose theories can be supported, updated and refuted using scientific method. 
 
Theory

Confirm or revise theory                                                          Experiment


Study results

· That organisations and Society are made up of individuals plus the connections between individuals. The design of these connections goes under the collective name of “Systems Thinking.” Modern systems thinkers
 consider that at least 90% of outcomes are a function of the design of the system. The opportunity for the future is, therefore, to move our primary focus from the diligence and competence of the individual and onto the effectiveness of the design of the system. The following is the drawing W Edwards Deming used in introducing systems thinking to the Japanese. It represents the organisational structure for a company – in contrast to the hierarchical organisational structures of Western enterprises. 
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· That we have not made progress by informing one individual at a time or though isolated projects. This has not worked because the progress that has been secured gets swamped by the dominant culture and with time reverts to the status quo position. The challenge is to address the whole at one and the same time. There is a requirement to address the whole of society.
If we can, therefore, confront the need to challenge our fundamental paradigm of management then we can indeed create a learning society that challenges and improves the systems that characterise our society.
Opportunities 4 – Electronic Communication
The world-wide-web and the internet have created a new world. With YouTube, MySpace, Wikipedia and Facebook the internet provides an unparalleled opportunity for collaboration and the means of working together to create a more democratic, productive and creative society.
 Furthermore it allows us to communicate to all parts of a society at one and the same time. For example a presentation delivered in Edinburgh (or the States) can be beamed from Wick to Stranraer. Furthermore these presentations can be stored and referenced by interested parties any time in the future.
Examples
Some examples of organisations that, through thinking differently, have achieved significant progress:

· W L Gore, manufacturers of Gortex etc who are recognised world wide as a highly innovative company in their market, that secures excellent continued profit and is regularly voted the best company to work for. The company is characterised by not having a formal hierarchy. Its leaders are elected by their peers. Staff are referred to as “associates”
· John Lewis Partnership – where all employees are partners of the firm, the persons serving you at their shops, can, if they so choose, sack the chairman, though it has never been done – it is the leading retail organisation in the UK.

· Toyota – the two prominent different theoretical assumptions that characterise the management within Toyota is their focus on systems or the flow of work, and their success at utilising the improvement potential of their work face people. The company has been so successful that there are numerous books and initiatives (Six Sigma, Lean, etc.) attempting to learn from their management approach. 
· Public Sector – Martin Raft was regional Director of The West Midlands Employment Service. He was awarded a CBE for transforming the service of the employment function through a focus on systems thinking and enabling front line employees. He not only improved the service but also significantly enhancing the morale and well being of staff. 
· Cornerstone Community Care – a charity that developed from 350 employees to over 1800 within 10 years –  using the philosophies of W Edwards Deming – especially in context of creating a clear aim and the design of systems around that aim.

· Abermed Ltd – A medical services company that grew from a turnover of £800k to well over £15 million within 8 years through a philosophy of enabling its employees and a focus on the design of its systems. It consciously avoids the trap on managing by measurable figures along (accounting figures)
Beneficiaries/ Stakeholders
The stakeholders are, as mentioned above, the whole of society. 
The first line beneficiaries will be the many forward thinkers spread across our society; those who have a desire to learn and challenge present perceptions. It is them, be they established leaders or otherwise, who are likely to lead us into the future. The initiative aims to link up a critical mass of forward thinkers by creating a network and then facilitating the sharing of the sound knowledge. It is envisaged that this critical mass of forward thinkers will influence the design of the systems that characterise our society.
The second line beneficiaries will, therefore, be those working in our systems. If we consider the education system; by improving the system, the pupils and students are the first beneficiaries in that a far greater number will be able to maintain their inherent love of learning into adult life. Subsequent beneficiaries will be our organisations, in that they are receiving broadly educated and informed employees; and we can also consider the teachers and lecturers who can gain by a system that maintains the enthusiasm of their students; and of course democracy and the whole of society gains through having its citizens as informed critical thinkers.

The Market

Might we open aspects of the market by recounting a story attributed to the Japanese camera manufacturer - Canon Inc.? In typical Japanese fashion they were searching for continuous improvement of their products, so initially they asked their customers. The feedback they received was in context of additional features or ease of using particular aspect of the instrument. They then studied the photos actually being taken, and found that many photos were out of focus, using the wrong exposure etc. etc. From these findings they developed the automatic camera that the vast majority of us use today. The point of the story is that no one actually asked for automatic cameras. The need was identified by studying the customers using the product. As Dr Deming often repeated – no one asked for electricity.
Throughout the past 20 years, The Deming Learning Network, while continuing to develop its knowledge, has been talking and listening to a significant cross section of people in our society. It is from these discussions and appreciating their expressed frustrations that our Network has observed that when you improve one part of the system the rest of the system fights back and progress, with time, gets subsumed back into the status quo.
 What has become apparent is that all parts of society are interrelated and to make progress we have, somehow, to address the whole of society. It has been from this 20 year research that we have developed the concept of a “Learning Society.”

In the past 2/3 years The Network has been discussing the concept of a learning society with a wide range of people including politicians (the First Minister Alex Salmond, Jim Mather Minister of Enterprise and other politicians), Senior Civil Servants, Educators, CEOs, Quality Managers, Community Learning Groups, Consultants, and the everyday person working in Scotland. Once the concept has been understood, there has been universal recognition of the opportunities that could arise from the development of “A Learning Society”
A further opportunity lies with the recognition of the many forward thinking groups across Scotland. As individual groups they have limited influence, if however they can be coordinated into a network then they will become a significant progressive force in the country

In context of individuals the cry we hear is “give me something to do.”  Many of us see the problems ahead and are desperate for a vision and a vehicle that will allow us to take action; a means though which we can contribute to moving the thinking of our society into the 21st century.
Standards
The initiative will establish an independent “Core Learning Centre.”  The function of this centre will be to filter out sound knowledge from what we would term “opinion.” The centre would ensure a disciplined scientific approach to “management” that is based on theories that can be supported, refined and refuted. 

The task of filtering of knowledge from opinion will require a willingness to dig down to the underpinning assumptions of the knowledge and facilitate the challenging of existing theories. From this process the Core Learning Centre will be able to provide succinct guidance as to future developments. The officers who carry out this function will require to be very broadly read.

The centre will ensure that it continues to search out current and future sources of knowledge.

At this point it is recognised that Senior Managers are under so much pressure that they rarely have time for deep consideration of new management theories. The Core Learning Centre will, therefore, present the knowledge in digestible form. It is envisaged, however, that the movement will, with time, communicate the importance of the continual development of our knowledge of management, especially with senior managers and leaders.
At present the Business Schools of our Universities do not teach modern management concepts. It is hoped that the Core Learning Centre will, gradually, influence our Universities and their future curriculum. 
The Necessary Activities
There are many many forward thinking individuals scattered across Scotland. There are also several forward thinking groups such as “Local People Leading,” AMED, SOL, Green Drinks (Environment), CQI, The Deming Learning Network, Senscot to mention just s few.

This initiative will require to gain access to a critical mass of our citizens; this to be achieved by creating a comprehensive network of these individuals and groups. From this network we will aim to secure approximately 1000 local facilitators covering the whole country and for each facilitator to involve al least 10 people within their own learning group. This will, therefore, communicate modern thought up 10,000 people from across our whole society. 

The initiative will be resourced by three main groups. The Administration Centre, The Core Learning Centre and by Facilitators (Volunteers). The activities they will cover will include:
1. An Internet Network

· The creation of a comprehensive internet network of the forward thinking groups and individuals in the country
· A network that records and is continually developing a scientific knowledge base

2. Regional and Local Facilitators

· From the internet network, identify volunteers who are prepared to lead their own local learning group.

· Create a network of facilitators. The aim would be establish 1000+ facilitators covering the whole country
3. Promotion
· Each local facilitator to promote the concept to his/her own circle of contacts and to establishing their own learning group.
· The administration centre to provide marketing material

· The admin centre will also market the vision of a learning society to all sectors of society. As each sector will require a slightly different approach, this is going to be a considerable undertaking.

· The admin centre will be lobbying of our Politicians and Central Government

· The selling of membership by both the admin centre plus the regional and local facilitators
· Liaison with the media, including television, to get notices, articles and letters printed and broadcast.

4. Core Learning Centre

· The Centre will coach each facilitator and provide the backup for the process of filtering “knowledge” from “opinion”

· Provide guidelines for each of the 1000+ learning groups

· Moderate the development of the knowledge library on the web site
5. Presentations by International Thought Leaders

· The admin centre to arranging a programme of presentations from international thought leaders
· Ensuring that these presentations can be broadcast to all parts of the country

· Arranging an annual conference where we all come together and support our individual endeavours
6. Web Site

· The design of the web site so as to:

· Create connections between all forward thinking groups and individuals across Scotland

· Provide a knowledge base that can be continually developed through the contributions of the many

· The creation of discussion facilities and support in filtering knowledge from opinion

· A facility for storing recordings of the presentations

· A communication channel for keeping members informed as to the progress of the various initiatives that members are likely to develop.
· The provision of an internet book to support the whole initiative and provide guidance to further sources of knowledge.

Resources Required
The resources required will be in context of the three groups mentioned above and the support they will require.

The Admin Centre

· To design the web site

· Coordinate the creation of the network

· Securing voluntary regional and local facilitators

· Promotion – in its broadest sense

· Selling membership of the Learning Society

· Organising the series of thought leading presentations

· Organising the electronic broadcasting of these presentations

· The production and selling of CDs of presentations

· Etc

The resource required will entail:

· A staff of a team leader supported by three employees
· Office accommodation

· Office equipment such as desks, laptops, telephone, internet connections etc

· Facilities to broadcast presentations
· Promotion material

· A budget to publish a book

· Etc

The Core Learning Centre

· The centre will require to be manned by a Core Learning Manager who has extensive knowledge of modern management

· He/she will require laptop projection equipment etc

· Plus accommodation from which he/she can run workshops for the regional and local facilitators.

· Most of the  administration for the centre would be carried by the Admin Centre

Regional and Local Facilitators

· We are anticipating that the facilitators will be volunteers who are willing to lead groups within their own area or organisation

· A budget is included to cover possible expenses for meeting’s accommodation or travel etc

· It is envisaged that each group will cover its own expenses for meeting rooms and any sustenance that they arrange.

Time Scales

It is envisaged that it will take a 12 months to establish the building blocks for this project and then a further 3 years to develop the concept into a fully dynamic self sustaining entity.

The goal is to have in place within the first 12 months:

· The design of the web site creating connections across Scotland and the initial knowledge base from which future knowledge will be developed

· 500 local facilitators with a learning groups of at least 10 individuals

· The core learning centre established

· The training and development of the local facilitators

· The book published

· The support of international thought leaders.

·  An internet facility that is capable of beaming presentations out to the four corners of our society

· A comprehensive  web page

· We will have started to market the vision and we will have involved the media. 

· The development of a programme for the first year
· The involvement of our Politicians and Central Government

In the subsequent 12 months we will have extended the above to include:
· 800 facilitators and 8000 participants and then onto the 1000 facilitators and 10,000 participants.

· The training and education of the facilitators through the Core Learning Centre – plus the continued development of the knowledge of the Core Learning Centre

· The facilitation of web based discussions sites.

· Comprehensive marketing of the vision 

· Involvement of the media and Scottish National Television. 

· The continued development of a year on year programme 

· The continued lobbying of our Politicians and Central Government – and the challenge to outdated forms of management

· The organisation of an annual national conference.

Long Term Sustainability

The traditional culture in Scotland has included a commitment to learning. The belief is that our commitment to education and learning is still prevalent in today’s Scotland. This initiative aims to reach out to those willing to be part of a national drive for learning and improvement.  The initiative would seek to establish membership of the movement by requesting an annual membership fee. It is considered reasonable, by year 4, to have a membership across Scotland in the region of 7500 individuals and 880 organisations. We therefore intend to set membership fees at:
Individual Member  


£35 per member per year

Organisations 
10 -25 employees 
£100

26 -100

£200

101– 250 

£300

over 251

£500
The goal is to secure the following membership numbers over the first three years after launch and to continue to increase membership numbers over the future years:

	
	£/year
	Year 1
	      £
	Year 2
	     £
	Year 3
	      £
	Year 4
	£

	
	
	Members
	
	Members
	
	Members
	
	Members

	
	
	
	
	
	
	
	
	
	

	Ind Member
	35
	1300
	45500
	2600
	91000
	5200
	182000
	7500
	262500

	Org 10-25 
	100
	80
	8000
	160
	16000
	320
	32000
	400
	40000

	Org 26-100
	200
	50
	10000
	100
	20000
	200
	40000
	300
	60000

	Org 101-250
	300
	20
	6000
	40
	12000
	80
	24000
	120
	36000

	Org over 250
	500
	11
	5500
	22
	11000
	44
	22000
	60
	30000

	
	
	
	
	
	
	
	
	
	

	Totals (£)
	
	
	75000
	
	150000
	
	300000
	
	428500


	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	


It is, therefore, envisaged that the initiative would be self financing in the third year after launch.

Seed Funding

The development of a learning society that has a commitment to be continually challenging and improving the systems that characterise that society is something that has never been tried before. While the benefits are enormous and long term it has to be recognised that it is a substantial undertaking. The seed funding required over the three years of its development would be £553,000 – see cost projections below.

Cost Projections
The projected costs would be:
	Financial Support Required
	Pre-Launch
	Year 1
	Year 2
	Year 3
	Year 4
	Total

	
	
	
	
	
	
	

	Admin Staff 4
	35000
	120000
	120000
	110000
	120000
	505000

	Core Learning Centre Staff
	50000
	50000
	50000
	50000
	50000
	200000

	Office Accommodation (rent)
	5000
	15000
	15000
	15000
	15000
	65000

	Office Furniture
	10000
	
	
	
	
	10000

	Equipment laptops 4
	7000
	5000
	
	3000
	
	15000

	Consumables, tel etc
	1500
	3500
	3500
	3500
	3500
	15500

	Travel and subsistence
	3000
	5000
	5000
	5000
	5000
	23000

	Brochures etc
	7000
	5000
	4500
	4000
	4000
	24500

	PR
	5000
	20000
	5000
	4000
	4000
	38000

	Book
	5000
	
	
	
	
	5000

	Web development
	5000
	
	2000
	
	
	7000

	Guest Speakers
	
	20000
	20000
	18000
	15000
	73000

	Video Linking
	
	60000
	60000
	60000
	45000
	225000

	Subsistence and Accom - paid by delegates
	
	
	
	

	CDs of presentations
	
	4000
	4000
	4000
	3000
	15000

	Support for Volunteers
	
	20000
	20000
	20000
	20000
	80000

	Auditing services
	2000
	3000
	3000
	3000
	3000
	14000

	
	
	
	
	
	
	

	Totals
	135500
	330500
	312000
	299500
	287500
	1365000

	
	
	
	
	
	
	

	Income from membership
	
	-75000
	-150000
	-300000
	-428500
	-953,500

	
	
	
	
	
	
	

	Shortfall (-Suplus)
	135500
	255500
	162000
	-500
	-141000
	411500

	
	
	
	
	
	
	

	Funding Shortfall
	
	
	
	553000
	
	

	
	
	
	
	
	
	


� Douglas McGregor wrote the seminal book “The Human Side of Enterprise” which challenged management to recognise that the structure of organisations is determined by its theoretical assumptions.


� W Edwards Deming is recognised as one of the most profound management thinkers of the 20th century. He is best known for contributing to the quality revolution of Japanese manufacturing after the Second World War, his initiation of the Quality movement in the West and his work with the Chairman of the Ford Motor Company in the 1980s.   His books include “Out of the Crisis” and “The New Economics”


� A summary of  Maslow’s hierarchy of needs can be viewed from � HYPERLINK "http://en.wikipedia.org/wiki/Maslow%27s_hierarchy_of_needs" ��http://en.wikipedia.org/wiki/Maslow%27s_hierarchy_of_needs� 


� Peter Senge highlighted the concept of a learning organisation in his book “The Fifth Discipline – The Art and Practice of The Leaning Organisation”


� Thomas Aitkenhead was hanged in Edinburgh in 1696 for ridiculing the Christian Church  


� For an expansion of this section please visit � HYPERLINK "http://www.learningsociety.org.uk" ��www.learningsociety.org.uk� and go to file on “Theories.”


� From “The New Economics” by W Edwards Deming


� From “The New Economics” by W Edwards Deming


� From “The Fifth Discipline – The Art and Practice of Organisational Learning” by Peter Senge


� See � HYPERLINK "http://www.learningsociety.org.uk" ��www.learningsociety.org.uk� and the file “What has not Worked in the Past”


� For an expansion of this section please visit � HYPERLINK "http://www.learningsociety.org.uk" ��www.learningsociety.org.uk� and go to file on “Theories.”


� This first line is from Margaret Wheatley’s book “Finding Our Way – Leadership for an Uncertain Time.”


� Hedge Fund Manager John Poulson was earning $3 billion a year, Philip Falcone $1.5 million and Jim Simons $1 billion.


� A quote from Jim Mather MSP is that the media is only interested in spats or splits. - news that will make good stories.


� See the book  “Systems Thinking in The Public Sector” by John Seddon and many other papers


� A view repeatedly expressed by the Continuous Improvement Manager at Dundee City council.


� A quote from the Chief Executive of the CBI.


� See the book “The Puritan Gift” by Kenneth and William Hooper


� This quotation is taken from a report by the Goodison Group in Scotland who are reporting on findings from The Life Long Learning Commission and the CBI


� See report on the Education System on the web site � HYPERLINK "http://www.learninsociety.org.uk" ��www.learninsociety.org.uk�  under the file Education


� For expansion of this point see the book “The Spirit Level” by Richard Wilkinson and Kate Pickett where they establish that more equal societies do much better in terms of the well-being of society. In the developed world the Scandinavian countries are the more equal while the USA and UK are the more unequal. 


� Arthur Herman’s book is “The Scottish Enlightenment – How the Scots Invented the Modern World”


� see  � HYPERLINK "http://www.learningsociety.org.uk/" ��http://www.learningsociety.org.uk/� and go to the Bibliography file.


� Examples of initiatives that have not moved us forward include Quality Circles, TQM, Quality Managers, Process Re-engineering, Six Sigma etc.. For an expansion of this point please visit � HYPERLINK "http://www.learningsociety.org.uk/" ��http://www.learningsociety.org.uk/� and click on file “What has not Worked”


� We like work and responsibility, it is a need (McGregor); we love learning (Deming); we have a desire to belong and be valued (Maslow); we are inherently creative (de Bono).


� This was recognised by Douglas McGregor in his book “The Human Side of Enterprise” written in 1960 – to quote  “The purpose of this book is not to entice management to choose between theories. It is rather to encourage the realisation that theory is important, to urge management to examine its assumptions and make them explicit. In  doing so it will open the door to the future”


� for a more detailed expansion of this point  see � HYPERLINK "http://www.learningsociety.org.uk/" ��http://www.learningsociety.org.uk/� and the file “Theories”


� Internationally acknowledged systems thinkers would include Peter Senge, W Edwards Deming, J M  Juran, Russel Ackoff, Peter Checkland, Jamshid Gharajedaghi.


� The book that explores these concepts is “We-Think” by Charles Leadbeater


� This is one of the main points expressed in the article on the web site � HYPERLINK "http://www.learningsociety.org.uk/" ��http://www.learningsociety.org.uk/� under the file “What has not Worked”


� see  � HYPERLINK "http://www.learningsociety.org.uk/" ��http://www.learningsociety.org.uk/� and go to the Bibliography file.





