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EXECUTIVE AND GOVERNING BODY ERRORS AND ANSWERS

Anyone in an executive position must be in possession of information concerning his post and
the functions of the organization or unit he is heading. Lacking it, he becomes the effect of post and
organization and begins to create unreal orders and situations which result in down statistics all
around.

In principle, anyone in charge of anything should know the workings and functions of every
unit, item or action of which he has charge. If he lacks such, he should be careful to take advices from
his juniors before issuing any order to make certain it can be carried out, is necessary and conforms to
workable practice.

Anyone while learning an executive post and yet acting as that executive should spend the
bulk of histime in study and should issue NO orders and approve of NO orders until he has taken up
the matter with those who will be affected by those orders before they are issued.

Eventually, as one learns his post after months or years, he or she can begin to issue orders
independent of taking advices first from those the orders will affect.

In thisway, an executive not yet well trained or experienced can keep things going while heis
studying his position and those things under him.

An executive cannot call himself fully competent or informed until he has studied al
literature, past orders and policies which affect his position or any activity under him, and can handle
any machine or operation in any unit of which he has charge.

Until then he had better adhere closely to the rule that before he issues any order he had better
consult with all those it will affect.

However, in doing this, he must not at the same time issue only popular orders or orders
tending to break down the existing structure just to reduce labor or hours on the job or raise pay.

A great many personsfail as executives solely because they

a. Do not proceed as above on anew job or promotion or

b. Fail to hold together and control the activities in which they find themselvesin charge or
C. Use their position solely to buy popularity or

d. Form aclique for their own self-protection against the mob.

It takes a very sensible person to succeed on a new job as an executive without previous
experience or previous study; but if a person follows this advice as given herein, he or she can win and
hold the statistics up and even raise them.

GOVERNING BODIES



Any council or conference or board becomes bogged only for one of the following reasons:
I

A. ltisinactive or

B. It seeks to solve the wrong problem or

C. It failsto notice and nullify arbitraries that have been introduced.

A. Theinactive council or conference or board may be inactive for a number of reasons.

It can simply beinactive.

It can be inactive as a governing body while individually very busy issuing orders. This is
quite fatal as such orders will conflict with orders issued by other members of the body also acting
individually. The consequence is that the activity so governed will then seek orders elsewhere to
resolve the confusion of conflicting orders from members of the governing body-this is how mutinies
and revolutions occur and also why some activities will suddenly create dictators. To use one's status
as a member of a governing body as an individual authority, and yet not see that it is the body that
governs, will surely bring about mutiny and revolt and new leaders.

The remedy is of course to permit no orders not agreed to in the actual conference of the
governing body and to reprimand and cancel any ordersissued independently.

If the body is smply inactive and won't become active at all, despite everything, it should be
disbanded as a governing body and its powers delivered to a single individual. A body inactive that
won't act as a body must not be permitted any power. For example, if an Ad Council is actually
inactive, it should be disbanded and its powers individually delegated to its individual Exec Secs.
However, if this is done, no powers may overlap. Some "governing bodies' exist only to satisfy the
law and have no power at al.

B. Solving the wrong problem means also neglecting to locate the right problem. There is
nothing wilder than orders to remedy situations which are not the real problems or the vital problems
of an activity.

When a governing body is bogged, a well-schooled administrator should be able to see if the
body is working on the right problem, and if not, to shift that body's attention to the real problem they
should be solving.

An example would be a government seeking to resolve heavy spending when they have no
earning. The real problem is lack of money. Conversely, a government can seek only to earn more
money when they may have a real problem of fantastically foolish expenditure. In either case, by
working on the wrong problem that government can fully crash a country.

A governing body can ride prejudices rather than handle existing problems, which is another
way to solve the wrong problem.

C. Arbitraries can be introduced which thereafter require constant and changing solutions
which even then do not improve things.

When this happens, one must locate the arbitrary itself that is causing the need of solution and
abolishiit.

The only mistake one can make is calling any rule an arbitrary, thus destroying form. One has
toisolate areal arbitrary that is causing needless solutions. When found, it should be removed.



However, one can be so sweeping in doing this that it smply gets unreal and wrecks the lot.
For example, one's laziness or unwillingness to confront can condemn something as an arbitrary
which, when removed, causes one to collapse. It is not then an arbitrary but aform or necessity.
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An arbitrary, by definition, is an interjected law or rule or decision which does not fit or is
unnecessary.

Such things can cause a governing body to box about for years and eventually fail.

Here is an example of an arbitrary that caused endless solutions and which when not removed
destroyed a nation. "Our currency must not circulate beyond our borders." This was kept unwittingly
in force. As money depends for its value on its scope of potential circulation, the money became
worthless and the country caved in. Literally millions of governmental and individual solutions
became necessary after that one arbitrary was introduced.

So an "arbitrary” can be said to be something which actually violates natural law and which
becomes, when held in place, an enforced lie. This causes endless board or governing body trouble
wherever it occurs.

Here is another example. "Unions have the right to strike." This was assumed and is not part of
any law code as it says, "A body of men has the right to injure business and property without at |east
civil recourse for damages by the business." Protection racketeers assumed the same right. This
arbitrary is a lie since nobody has that right. It laid France open to World War 11, for instance, as
France through the 1930s was one long strike. True, unions have improved pay and working
conditions. But there is no right to damage businesses which support one. By introducing this arbitrary
without seeking sensible means, the Western world was opened to inflation, unrest and conquest by
lawless political elements.

So an arbitrary must be something contrary to the general scheme of things, and while alig, is
yet held in place by law or public ignorance.

Arbitraries are usually introduced by those who aren't quite bright enough to achieve a result
through wise measures. And otherwise wise men thereafter can spend decades and invent whole law
codes trying to handle the problems so set up.

BOGGED ORG

When an org is bogged after a period of success, it is amost aways true that an earlier
program or order has been dropped or forgotten.

1 have always been able to trace bogs to skipped orders.

An example is the Qualifications Division program order. Outer org recovery was planned so
as to improve Qual in each org, then to get staff training in, and then to improve the Tech Division.
This order was at first executed, then was not followed up and the beginning recovery slumped again.
The remedy was to reinstitute the original program.

Ordinarily one doesn't need new programs but needs the follow-through on programs that have
not been complied with.

When 1 see a slump occur, 1 first ask what program wasn't executed or got dropped. 1 always
find it; and when reinstituted, things surge. Then | find who dropped it and reorganize personnel with
nondroppers.



In this admin failure the dropped program is seldom a little one. Recently at Saint Hill when
statistics slumped, | found the program that was out was selling the Saint Hill Special Briefing Course.
It was being taught but never mentioned. Y et it, not Power Processing, was the mainstay of Saint Hill.

L ook for the program or orders that were dropped or forgotten before you start originating new
ones. Y ou may find the dropped one is so huge that nothing could remedy it. In many orgs the dropped
program was the original one-to put an org there! Of course no other order will revive the place as the
org wasn't put there in the first place, and people think they are running an org whereas they didn't
finish up putting one there to be run. It's often as simple as that,

DEV-T

An administrator (any executive) who does not know and enforce dev-t policies is letting
the org down severely. It isn't just his own basket or office, it's the fact that Dev-Ters are
annoying other staff too if they are into an executive's hair.

A towering in-basket is aways a sign of an executive not enforcing dev-t policy. The
whole org will sag if executives don't enforce these.

WHOSE HAT

Once you have dev-t in hand, your basket traffic shrinks but you may still be overworking
by reason of another factor-wearing, unknown, the hats of others.

| always ook up every month or so to see whose hats | am wearing besides my own.

If 1 find I am wearing hats not mine, | begin to look around the people and areas that
should be wearing those hats.

If | find the people whose hats | am wearing have seniors below me but above them, | then
examine the work areas of the seniors.

| always find one of two things:
a. The seniors are not active at all or
b. The seniors are doing something else than their own hats.

On the staff whose hats | am wearing, | usually find they are doing something else-not just
Inactive.

| then examine the statistics involved. And any finances,
| can then clean up this area by reorganization.

As the seniors are being bypassed, | have to assign a Danger condition to them and apply
the Danger Formula (ethics action vital).

| get the statistics up and things going in that area and then get the hats worn.
In thisway only an executive can wear his own hats and do his own work.

So if you are training an executive or if you are seeking to get a governing body or council
or committee to function, or trying to make an org recover, you can use these bits of know-how.

They are vital senior data which, properly employed, can make organizations run despite
lack of training by executives and even very strange governing bodies.

Just apply the data contained herein and magic!-all will resolve.



L. RON HUBBARD

Founder
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ACTIONS, EXECUTIVE, FOR HANDLING DISASTROUS OCCURRENCES

There are three steps necessary on the part of a senior executive who discovers a situation
which may be disastrous to the org.

The executive's actions are as follows:

1. Issue orders of a remedying or preventive nature instantly by directive, to remain in effect
until all dataisin. Thisiscalled an urgent directive.

2. Appoint a Board of Investigation to investigate the matter, with orders to investigate fully
and couch findingsin terms of a directive or policy for issue,

3. Pass or modify the Board's findings as orders to supplant the urgent directive issued as |
above. Thisiscalled thefinal directive or policy.

THE URGENT DIRECTIVE

To do 1-issue a sweeping order to handle the situation. Thisis vital as thereisn't time to get all
the facts. The order may be fair or unfair, correct or incorrect, but at least it does something to arrest a
deteriorating situation.

This urgent directive may, however, be in fact wide of the mark; but it is only going to remain
in force until superseded by orders based on all the data obtained at leisure.

Dictatorships are somewhat successful as proven in the past and they run only on urgent
directives. So the system is not all bad. However, for such a directive to remain law forever is
obviously wrong as it may be wholly arbitrary and may eventually get in somebody's hair. But not to
issueit just because one has little datais to ask for disaster.

So in the face of disaster issue an urgent directive as best you can and hope you are right in
your directed action.

THEBOARD

Convene now a Board of Investigation compaosed of impartial members who will investigate
thoroughly.



Order them to turn in their findings in the form of law that can be issued exactly as they wrote

Trouble with such boards, they "recommend" in an often rambling way; and as they aren't
really writing law, they tend to overlook things.

Democracies have aterrible habit of only appointing committees to investigate without issuing
any urgent directive first. This leaves a vacuum of direction and courts disaster. Such bodies may take
a long time to bring in their findings. This is a great weakness-to let an abuse go on while one
investigates.

THE FINAL DIRECTIVE

When the convening authority has the board's findings to hand, he studies the proceedings
and findings to make certain that the disaster is fully handled by the findings and that further
disasters of like nature are inhibited by these findings from occurring.

If he is satisfied on this score (that the findings are adequate), he must now see that they
do not violate the fast flow system of management to any great degree and that they are as
adequate as the urgent directive in arresting the disaster. If so, the executive sends the findings
through regular channels with all papers to make them into law. Until actually law, the urgent
directiveisstill in force.

If he is not satisfied or doubtful that the findings are adequate, he can convene another
board to do a better job. If he does convene another board, the urgent directive remainsin force.

The findings actually become law only when

a. The convening authority has passed them as they are or modified by himself or another
board

b. The findings have gone through all steps necessary to become law
c. Thefindings are finaly the law.

Then the urgent directive is canceled. 1t must be canceled when the findings become law
and may not remain as a possible arbitrary.

The above is good administration.

Some governing bodies use only urgent directives.

Some use only committees or boards or senates.

To use lessthan al threein the face of a disastrous situation is poor admin.
Example: Income goes down like a shot.

(1) I'ssue an urgent directive calculated to get income up like a shot. (2) Convene a board
to find out why it went down and to discover what was dropped out and find how to get it back
up. (3) Supplant the urgent directive with the findings.

Where policy is concerned, the channel is longer as more people must pass on it. But
directives are also law. So one should not issue a directive in the face of disaster and just hope.
One should do all three steps above.

By disaster is meant a circumstance or situation that is crippling and may adversely affect
a whole or a part of an org. Low income is a heavy risk that may result in disaster. A heavy



continual expenditure may result in a disaster. Any gross divisional statistic going down and
staying down is courting disaster. And such should be handled with the three steps as above. Then
the org form and duties if bent out of shape by the urgent directive won't stay out of shape forever.

As a comment, statistics when they change suddenly and go down mean that something
has been dropped or some arbitrary order has been given. Stats going steeply up also mean a
change has occurred and it can be very disastrous not to find what it was that was so good. So one
can also use the three steps to handle a sudden
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soaring statistic to maintain it rather than stay in the dark. Example: Letters out soars to an
al-time high. Issue an urgent directive, "No person or line may be changed in the Dissem Division on
peril of a Comm Ev." Then convene a board and find why and get some law on it. Then supplant the
urgent directive with the new directive resulting.

Thisin no way alters the need of a directive to be passed by the LRH Comm or a policy letter
to be passed by all specified terminals before it becomes policy.

PERSONNEL

Steps 1, 2 and 3 can also be used on personnel where the executive thinks a staff member is
the reason. Suspension from post pending investigation would be the urgent directive in this case.
However, the staff member so suspended may not be deprived of wages and must be given an apology
if found not to be the reason. And no rea action may be taken unless there is an ethics action
recommended by the board and only if the person is found guilty in that ethics action.

In this case there are four steps:

1. Urgent directive

2. Board of Investigation

3. Ethics action or no ethics action

4. Final directive either (a) restoring the personnel and stating the real causes in the form of a
separate directive with long-range actions to handle the situation, or (b) appointing a new personnel
and recommending in a separate directive long-range actions to handle the situation.

The steps are four because there are two matters involved: (&) the personnel and (b) the
situation. Even if the personnel was at fault, there must be something else wrong too if a personnel got
into a post who didn't belong there.

L. RON HUBBARD
Founder
LRH:rd.gm Copyright C 1966 by L. Ron Hubbard ALL RIGHTS RESERVED
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LEADERSHIP

Leadership is one of the most misunderstood subjects in Man's dictionary. But it is based
almost solely on the ability to give and enforce orders.

An order or directive is necessary to bring about coordination of function and activity, without
which there could be disagreement and confusion.

In an organization there is more than one person functioning. Being of comparable rank and
having different purposes (hats), they can come into conflict and disagreement in the absence of aplan
or order or directive. So, without orders, plans, programs, one does not have an organization. One has
a group of individuals. We see in earlier policy letters that a group composed only of individuals
cannot expand and will remain small,

Oddly enough, such a group will also remain unhappy. It will have a low affinity with the
public and each other and if you know the Affinity- Reality-Communication triangle, you will realize
that al three points drop if one does. Agreement being the basis of reality, you will find a group of
individuals will disagree with each other and have a low reality on what they are doing or what to
propose and even what to do.

Most people confuse a "taut ship" with a harshly led ship. Actually harshness has nothing to
do with it. The right word is positiveness.

If agroup isled by someone whose programs and orders are very positive, then the group has
a chance of going into agreement with one another; and so their affinity improves and so does their
communication and reality.

So if one issues no orders, a group will remain a group of individuals out of agreement with
each other. will do little, and will remain small or at |east nonexpanding.

Bill, of equal rank to Joe, cannot give an order to Joe nor vice versa. Thus no orders exist
between them. Occasional agreements do occur; but as their jobs are different, they rather tend to
disagree on what is important.

A person with a senior standing to both Bill and Joe can give the two an order and this
becomes the basis of an agreement.

The order doesn't even have to be liked by Bill and Joe. If they follow it, they thus 46agree” to
it; and being in agreement on this, they get reality and communication on it as well.

Even poorly thought out orders angrily given, if issued and enforced, are better for a group
than no orders at all. But such orders are the low end of the scale.

Positive, enforced orders, given with no misernotion and toward visible accomplishment, are
the need of agroup if it isto prosper and expand.
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The group isfull of "good fellows." This does not give it success.
The group isfull of plans. These do not give it success.

What it needs are positive orders leading to a known accomplishment. Many obstacles can
exist to that accomplishment, but the group will function.



We call it "leadership” and other nebulous things, this ability to handle a group, make it
prosper and expand.

All leadership is, in the final analysis, is giving the orders to implement the program and
seeing that they are followed.

One can build this up higher by obtaining general agreement on the how, why and what of
programs. But to maintain it, there have to be orders and directives and acceptance or enforcement
thereof-else the group will fall apart, sooner or later.

Positive orders and directions on positive programs inevitably cause expansion.

Being wise or a good fellow or being liked does not accomplish the expansion. People in
the group may be cheerful-but are they going anywhere as a group?

So the whole thing boils down to:

Positive directions and their acceptance or enforcement on known programs bring about
prosperity and expansion.

No or weak orders bring about stagnation and collapse.

Theideal isto have programs with which the whole group or a majority agrees fully. Then
to forward these with positive orders and obtain compliance by acceptance or enforcement.

But regardless of the enthusiasm for a program, it will eventually fail if there is no person
or governing body there to issue and enforce orders to carry on the program.

Thus we have the indicators of avery bad executive whose group will disintegrate and fail
no matter how cheerful they are with the executive.

Bad |leaders
1. Issue no or weak orders
2. Do not obtain or enforce compliance.

Bad leadership isn't "grouchy” or "sadistic" or the many other things Man advertises it to
be. It issimply aleadership that gives no or weak orders and does not enforce compliance.

Good leadership

1. Works on not unpopular programs

2. Issues positive orders

and

3. Obtains or enforces compliance.

These facts are as true of a governing body as they are of an individual.

A typical example of abad governing body, at the present stage of its formation at
least, is the United Nations. It has great ideas about how better Man should be perhaps, but
I . It issues a confused babble of orders when it issues any

and

2. It issues orders for which it can obtain little or no compliance.



Note that it is also insolvent, at war within itself, and that it has not made a dent in its prime
program-the prevention of war.

However these things came about, they are nevertheless true. It is a very poor governing body
and far more likely to vanish than expand.

You can count completely on the fact that an executive or a governing body that does not
adhere to not unpopular programs, that does not issue positive orders and does not obtain or enforce
compliance, will have down statistics.

And you can be sure that an executive or governing body that formulates or adheres to not
unpopular programs, that issues positive orders and that obtains or vigorously enforces compliance,
will have up statigtics.

Wisdom? Popularity9 These unfortunately have little or nothing to do with it.

The way to have up statistics, a prosperous and happy group, is far more simple than complex
Man has ever redlized.

L. RON HUBBARD

Founder

LRH.jp.rd.gm Copyright 0 1966 by L. Ron Hubbard ALL RIGHTS RESERVED
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The subject of making up statistics is probably well known. How one draws one. But the
subject of what they mean after they are drawn is another subject and one which executives should
know well.

Things are not always what they seem in statistics.
BACKLOGS

A backlog caught up gives one a high soaring statistic which promptly sslumps. To call the soar
affluence and the slump emergency is an executive error.

When you see a leaping and diving pattern on something that can be backlogged, you can be
very sureit has been.

This activity isworking in fits and starts, usually only occasionally manned.

For a long time nothing is done or counted; then suddenly a month's worth is al counted in
one week.

So when you see one of these, realize that the one surge in stats is averaged out with the
smaller peaks and the depressions. You have to visually average the peaks and valleys and note the
trend the entire stat is taking.

CAUSATIVE STATISTICS

In any set of statistics of several kinds or activities, you can always find one or more that are
not "by luck™ but can be directly caused by the org or a part of it.

An example isthe "letters out" and "completions.” Gross divisiona statistics.
I

Whatever else is happening, the org itself can improve these as they depend only on the
org, not on "fate."

So if you see the gross divisional statistics generally down or going down for the last couple or
three weeks and yet see no beginning upsurge in the current week in "letters out” and "completions,”
you know that the org's management is probably inactive and asking to be removed. For if they saw all
stats going down they should have piled in on "letters out" and "completions' amongst other things as
the least they could do. They can push those up.

So amongst any set of statistics are those which can be pushed up regardliess of the rest, and if
these aren't, then you know the worst-no management.

ENROLLMENT VERSUS COMPLETIONS

If you see a statistic going up in "completions' and see a faling "enrollment” statistic, you
know at once the body repeat sign-up lineisout.

People who graduate are not being handed their certs and awards by a Registrar but are being
given them by Certs and Awards or in mass meetings, or in some way repeat sign-up is not being
procured,

Thus the 40% to 60% repeat sign-up businessis being lost.

This aso means, if continued over a long period of time, that bad technology is present as
poor word-of-mouth advertising is going around.

Look in such a case at a third statistic-Qual collections. If thisis poor or very, very high, you
can be sure that lack of enrollmentsis caused by bad tech.



A very high Qual collections statistic and a low enrollment statistic is a terrible condemnation
of the Tech Division. Gross income will soon after collapse as tech service just isn't good.

COMPARING STATISTICS

Thus you get the idea. Statistics are read against each other.

A statistic is a difference between two or more periodsin time so is always comparative.
Also, two different statistics are comparative, such asin examples above.

PREDICTION

Y ou can predict what is going to happen far in advance of the occurrence, using statistics.

High book sales mean eventual prosperity. Low book sales mean eventual emergency all along
theline.

High gross income and low completions mean eventual trouble as the org isn't delivering but
is "backlogging”" students and pcs simply by not getting results. Carried on long enough this means
eventua civic and legal trouble.

Low FSM commissions may only mean no FSM program. But if there is an FSM program,
then it may mean bad tech. So a low completion and low Qual will mean an eventual collapsed FSM
statistic also, asthe FSM's own areais being muddied up by failed cases.

High book sales, high letters out, high Tech and high Qual statistics mean the gross income
statistic will soon rise. If these are low, then gross income will fall.

Bills owed and cash in hand are read by the distance between the two lines. If it is harrowing,
things are improving; if widening, things are getting worse. If they are far apart and have not closed
for along while, with the cash graph below, the management is dangerous and not at all aert.

THE DANGEROUS GRAPH

When all statistics on one set of graphs show a sinking TREND line, it is a dangerous
situation.

TREND means an inclination or tendency toward a general course or direction. Thus to
get the trend one would look at several weeks worth of stats.

To read the stat trend, one needs to visually average the peaks and valleys over a
specific time period on the graph, It is done with the eye,- there is no internal system of lines
that can be drawn to assist this. One sits back and looks at the pattern as a whole and there is
a definite pitch or slant that one can determine by this. That is the stat trend.

If all of these stat trends or most of them are down, the management is inactive.

FALSE COMBINATIONS

When a Continental Org includes its own org on its combined graphs for area orgs, it can have
avery false picture.

Its own org's stats obscure those of the area orgs which may be dying.

Thusif you include a big function with alot of small ones on a combined graph, you can get a
very falseidea.

Thus, graph big functions as themselves and keep them out of small functions of the same
kind.



The Continental Org should not be part of a Continental Exec Div's statistics. Similarly, SH
stats should not be part of WW's.

A combined statistic is, of course, where you take the same stats from several functions and
add them up to one line. A very large function added into a combined graph can therefore obscure bad
situations. It can also obscure a totally inactive senior management as the big function under its own
management may be wholly alert and competent, but the senior management is masked from view by
this one going concern, whereas all its other points except the big one may be collapsing.

THE BIGGEST MISTAKE

The one big god-awful mistake an executive can make in reading and managing by graph is
being reasonable about graphs. Thisis called JUSTIFYING A STATISTIC. Thisisthe single biggest
error in graph interpretation by executives and the one thing that will clobber an org.

One sees a graph down and says, "Oh well, of course, that's. . . " and at that moment you've
had it.

| have seen a whole org tolerate a collapsed completions graph for literally months because
they all "knew the new type process wasn't working well." The Tech Sec had JUSTIFIED his graph.
The org bought it. None thought to question it. When it was pointed out that with the same processes
the preceding Tech Sec had a continual high graph, and a suppressive was looked for, it turned out to
be the Tech Sec!

Never JUSTIFY why a graph continues to be down and never be reasonable about it. A down
graph is simply a down graph and somebody is goofing. The only
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explanation that is valid at all is, "What was changed just before it fell? Good. Unchange it

fast!" If agraph is down it can and must go up. How it is going to go up is the only interest. "What did
we do each time the last few times just before it went up? Good. Do it!"

Justifying a graph is saying, "Well, graphs are always down in December due to Christmas."
That doesn't get it up or even really say why it's down!

And don't think you know why a graph is up or down without thorough investigation. If it
doesn't stay up or continues down then one didn't know. It takes very close study on the ground where
the work is done to find why a graph suddenly rose or why it fell.

This pretended knowledge can be very dangerous. "The graph stays high because we send out
the XY Info Packet,” as a snap judgment, may result in changing the Dissem Sec who was the real
reason with his guestionnaires. And the graphs fall suddenly even though no info packet change
occurred.

GROSS REASONS

Graphs don't fal or rise for tiny, obscure, hard-to-find reasons. As in auditing, the errors are
aways BIG.

Book sales fall. People design new flyers for books, appropriate display money, go mad trying
to get it up. And then at long last one discovers the real reason. The bookstore is always shut.

A big reason graphs fal is there's nobody there. Either the executive is doublehatted and is too
busy on the other hat, or he just doesn't come to work.

STICKY GRAPHS
Bad graphs which resist al efforts to improve them are made. They don't just happen.



A sticky graph is one that won't rise no matter what one does.
Such agraph ismade. It is not amatter of omission. It is a matter of action.

If one is putting heavy effort into pushing a graph up and it won't go up, then there must be a
hidden counter-effort to keep it down.

Y ou can normally find this counter-effort by locating your biggest area of honcompliance with
orders. That person isworking hard to keep graphs down.

Inthiscaseit isn't laziness that's at fault. It's counter-action.

| have never seen an org or adivision or a section that had a sticky graph that was not actively
pushing the graph down.

Such areas are not idle. They are not doing their jobs. They are always doing something else.
And that something else may suddenly hit you in the teeth.

So beware of a sticky graph. Find the area of noncompliance and reorganize the personnel or
you, as an executive, will soon bein real hot water from that quarter-

Those things which suddenly reared up out of your in-basket, al claws, happened after along
period of sticky graphsin that area.

Today's grief was visible months ago on your stats.
14
SUMMARY

The simple ups and downs of graphs mean little when not watched over a period of time or
compared to other graphs in the same activity.

One should know how to read stats and what they mean and why they behave that way so that
one can take action in ample time.

Never get reasonable about a graph. The only reason it or its trend is down is that it is down.
Thething to doisget it up.

L. RON HUBBARD
Founder

LRH.jp.rd.gal.gm Copyright@ 1966, 1979 by L. Ron Hubbard ALL RIGHTS RESERVED

*[Note: Three of the issues referenced at the start of HCO PL 6 Nov. 1966R, Admin Know-How Series 5R,
STATISTIC INTERPRETATIVE-STATISTIC ANALY SIS have been revised. These revised issues are HCO PL 9 Nov.
1979R, revised 27 Aug. 1982, HOW TO CORRECTLY DETERMINE A STAT TREND; HCO PL 3 Oct. 1970RA, revised
27 Aug. 1982, STAT INTERPRETATION; HCO PL 5 May 1971 RA, revised 27 Aug. 1982, READING STATISTICS]
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The difference between good management and poor management can be the loss or gain of the
entire organization,

Financial planning is avital part of management. Good financia estimations and the ability to
figure out, without vast accounting, the way things are in an org is an ability which is vital to good
management.

The manager, given afew vita facts, who then needs an accountant to tell him how things are,
is of course incompetent.

Management is a high skill. Socialist or worker governments are flat on their uppers because
they do not comprehend the degree of insight required in a successful manager. When they harass,
mess up and sometimes shoot their managers, they promptly begin eras of starvation as in Russia,
China and to some extent under their socialisms, in recent years, England and the US. The amount of
time any manager has to spend in the US or England battling with government clerks who aren't
skilled enough to run atricycle, assisted, iseasily athird of the manager's time.

The essence of good management is CARING what goes on. The worker-oriented fellow cares
for the worker but not for the organization. So we have a final extinction of the worker by the
organization vanishing and no longer able to employ. The consequence is the widespread depression
just beginning. Real help for the worker is also making sure there will be work for him to do. When
the organization is gone, there is only misery, the dole, revolution and sudden death. The
"worker-oriented" manager lacks the insight into the skill necessary to manage. So to him an
organization is something to be bled. It is a bottomless pit of money. Such a person's total "skill" is
how to get something out of the organization. But you can't take out more than comes in. Management
is entirely beyond the ability of such people. They don't know what it is all about. They do not care
what happens to the organization. Then suddenly the machinery all stops and everyone starves.

Whole countries go this way when the mess begins.

The basic difference between organizations that run and those that collapse is simply
somebody caring what happens to the organization itself.

A good manager takes care of the workers. He also takes care of the organization. A
worker-oriented fellow-union leader, agitator, do-gooder-cares only for the worker and thus does the
worker in. So heis actually a suppressive. For the whole bang shoot goes to pieces and the end product
is disma unemployment, depression, malnutrition, starvation. Y ou have to have lived through such a
period to learn dread of it. And that's what caring nothing for the organization finally resultsin.

A worker-oriented person is deficient in pan- determinism. He or she cannot see that the health
of al demands he take into account workers and the org. Therefore he or she is below the ahility to
determine both sides of things and so makes avery poor executive, being lopsided, given to "them and
us,” playing favorites and unable to see two sides of a question. Such abilities are vital in an executive,
so heisn't one.
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A worker-oriented person is not nice to individual workers-he or she may shoot
them-but only about collective "workers."

Poor source identification goes with lack of pan-determinism so a person cannot see or
solve the real problems around. So such people can't even operate as executives.

Thus you can know them. The org or country alwaysfails.



So you want to watch this "poor-worker” pitch in an executive. If he cares only for the
worker and nothing for the org, if he is only interested in what he or the workers can get out of an
organization, then you are looking at somebody who in the long run will put one and all on the
Street.

Y ou see here and there bared teeth at the org or the idea of the org. Along with it, if you
look, you will find a heavy carelessness about the org's money and property and also a heavy
effort to get something for the workers. Here you have a full-bodied case. This person won't ever
succeed and should never be an executive. Never. For hell do the workersin.

A good manager cares what happens, what's spent, what prosperity can occur, how the
work is done, how the place looks, how the staff really fares. He is dedicated to getting the show
on the road and he takes out of the line-up obstacles to the org's (and staff's) progress.

Caring what goes on and not caring is the basic difference. Caring for something else
while working is the mark of the laborer, not the executive.

If you have to start an economy drive, look for the people who fight it. Quietly remove
them from executive posts. You have a laborer, steeped privately in "us-poorworkers' and "get
what you can" and "spend the org out the window."

If you care what happens to the org and the size of the paycheck as well, you will be very
careful to develop an insight into finance, efficiency and the state of the org.

If you see bills owed soaring above cash on hand, you will also see executives who care
nothing for the org. They are worker-oriented, anti-org people and you had better put a thumb
down on continuing them as executives. Along with that unfavorable graph you will also find
demands to borrow money, sell assets to pay bills and a near refusal to promote or make money.

| have learned all this the hard way. | passit on for what it is worth. | can say these things
because no man on Earth could seriously challenge me for not caring about people or staffs. | do
care. And the ultimate in caring is to make sure thereis an org there.

So please be alert to these points in conducting Ad Council meetings. Inevitably the
hardest job is financial planning. But in that sphere you will show up the executives and the
laborers. Watch and when you find you have a worker-oriented person there, realize you don't
have an executive. Get one.

SUMMARY

Bad management is therefore detectable on these points:

1. The bills-cash ratio will be high in bills and low in cash.

2. Thereis an effort to borrow money rather than earn it.

3. Thereisaheavy effort to sell assets rather than make money.

4. There is more effort to collect debts, particularly from seniors, than to make new
income.

5. There will be an effort to be supported.
6. There will be low affinity in the org for the org and its public.
7. There will be protest and flash-back at efforts to get them solvent.
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8. There will be noncompliance with orders of senior management.
Theremedy isto

A. Find the most worker-oriented senior executive and remove him or her.
B. Find the anti-org executives and staff and remove them.

C. Put in the senior posts those who most care what happens to the org.

D. Enjoin and conduct careful financial planning and measures.

E. Remove from executive posts those who object to them or don't comply (that may have
been missed in A and B).

F. Resurrect neglected orders and main programs and get them complied with.
G. Be exceedingly careful not to appoint people there in the future who don't
care what happens to the org.

It does not much matter how one goes about this. If one wants the org and its staff to
prosper, the above measures must be done and quickly when the bills-cash ratio of an org
threatens the continuance of it and the staff their jobs.

L. RON HUBBARD

Founder
LRH:jp.rd.gm Copyright 0 1966 by L. Ron Hubbard ALL RIGHTS RESERVED
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EXECUTIVE FACILITIES

FACILITY DIFFERENTIAL

When a senior executive has the ability to make money for the organization or greatly raise
statistics, and when this ability has been demonstrated, that executive should have facilities.

This ability is often discoverable by the absence of the executive from post for a period or
when the executive is pulled off by emergencies. In such atime the income of the org may sink-

The degree the income shrinks is the "facility differential" of that executive. It is worth that
much to the org in facilities to have the executive on post. Example: With that executive on
duty-income $8000 per week. With that executive absent-$5000 per week. This is the "facility
differential" of that executive. It is, in this example, $3000 per week. This means that the org could
afford $3000 per week extreme to provide that executive with facilities for his work to keep him from
overload. For it will lose $3000 a week if this executive is distracted or overloaded. Of course nobody
expects the org to spend $3000. It just shows the extreme amount it could spend. One cannot afford
not to spend some of it for facilities for this executive. The moment it does spend some of it-providing



this executive does have this influence on income or production-the differential rises as the org makes
more money or as the stat goes up. This trend can be pushed up and up.

Executives don't deserve secretaries or communicators. They earn them. If an executive has no
"facility differential," he should not have special personal help.

The "facility differential" can also be judged from other statistics but income is the primary
one.

For instance, we have just found my "facility differential” for Saint Hill Org only. It is, based
on losses during a six months absence and gains for the last part of the year, E244,000 per annum for
just this year. Thus the org could afford to spend E244,000 per annum to furnish me management
facilities.

In this case the computation is made by the org's increased indebtedness for the first six
months plus the lack of reserves set back and the rate of dismissal of debt in the last six months plus
the reserves set aside. The increasing debt and reserve absence for six months is added to the debt
reduction and reserve presence for the last six months, giving the total. Income and other personnel
remained similar al through the year but began to fail and was picked up by me at the half year.

The value is actual cash wasted in my absence and a beginning failure set up by bad tech and
the recovery in terms of cash retained and income upsurge.

Naturally, thisisavery high sum at this time (though quite accurate).

The org, however, cannot afford not to give me every facility required to keep me oniitslines.
Thesetotal only afew thousand ayear for extra personnel and admin facilities,
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not anywhere near f 244,000. Thus, if the org (SH only) permitted me to move off its lines and
failed to provide me facilities, it would lose on the current balance sheet, 244,000 per annum in actual
cash and would in fact go broke. It can't stand that much loss. So, the answer, nothing to do with my
wishes, is that SH must provide me facilities for its own sake. Pay has nothing to do with it as | don't
get paid. But SH staff pay would cease entirely as they would have no jobs.

An org is very lucky to have afew persons who can make money for it, fortunate to have one,
and in amessif it has none.

Post title may mean nothing. A Registrar who on post brings in $5000 a week and off post the
org gets only $2000 a week, is obviously such a person. The facility differential is $3000 a week!

A Treasury Sec who on post has a cash-bills ratio equal, but off post, the org, through lack of
his financial planning, gets a gap of $20,000 for the three months he is off, means a facility differential
of $80,000 ayear for that Treas Sec.

The usual reward is promotion but the org often loses income by promoting a good Reg to a
poor Dissem Sec.

The answer is to give the person facilities as there is a "facility differential.” This may include
more pay on post but must include more facilities, beyond that of other staff members.

Just doing a normal job on post is maintaining income. It takes quite an executive to raise it
markedly beyond normal expansion.

Mary Sue, by actual data of times pagt, is worth to an org on any single executive post about
50% of its regular gross income. The fall and rise of about half the income has been demonstrated in



several orgs over many years. Had she also been subtracted from the SH Org, the facility differential
added to my subtraction would have put it out of existence before the year was out.

It would be very foolish not to give her facilities. Yet she has never been known to ask for any
and facilities have had to be initiated for her when they occurred. Thus top executives themselves have
to notice this and demand facilities for the person. If they do not, the person at the very least will go
off post or their services lost because of overwork.

So one doesn't have a communicator because one is an Exec Sec or senior executive. One has
oneif he or she has a "facility differentia”" beyond normal expectancy.

And that tells one who has communicators in an org. And who has the facilities.
And it says who must be given communicators and facilities and who shouldn't have them.

Granted it is sometimes hard to determine this "facility differential” in a staff member. But
long experience will establish it.

FACILITIES

Facilities normally include

a Those that unburden lines

b. Those that speed lines

c. Those that gather data

d. Those that compile
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e. Those that buy leisure

f. Those that defend

g. Those that extend longevity on the job.

One can think of many things that do each of these.
The bare minimum are accomplished by giving the executive a communicator.

The communicator more or less covers al the categories above. Then, as the facility
differential rises, the communicator sheds hats by providing other people to take over these functions
as outlined above.

ANALYSIS

The org board pattern (names of divisions, departments and their code words as per any of our
org boards) is an analysis system which can be applied to any person or job. He is light or heavy on
one or more of these and the pattern gives him or her a clue asto what iswrong.

Write them down for yourself and you will see. Which ones don't exist in your actions, which
are in Emergency, which are Normal and which are high?

This is an ultimate analysis of the state of one's post. Or of one's life for that matter. One can
progress simply by doing this now and then.

These also comprise atotal pattern of facilities,

However, one needn't go so far to help an executive with a facility differential at first. Later,
such an analysisis absolutely necessary to keep facilitiesin balance.



At first one only need give the person a better desk in better space and a better phone and more
ball-points.

But a real facility differential amounting to 25% or more of the org's income (on or off job
difference, proven) demands not only these but also a communicator.

WHAT ISA COMMUNICATOR?

A communicator is one who keeps the lines (body, despatch, letter, intercomm, phone)
moving or controlled for the executive.

The communicator, when not helped by others, really assumes al of (a) to (g) above and does
nothing else for anyone else.

PRIMARY COMMUNICATOR DUTIES
The primary actions of a communicator concern despatch lines and are as follows:
1. Receives all written comm for the executive of all kinds with no bypass.

2. ldentifies and returns to sender all dewt. The executive never seesit. Notes the sendersin a
book. Attaches the appropriate Dev-T Pol Ltr to each returned despatch. Monthly, reports the names of
offenders and the number of times to the executive. (For these people are ruining other staff members
too.)

3. Puts al directives, Pol Ltrs, HCOBs and Ethics Orders and any statistics in a folder so
marked each day.

4. Puts the org despatches in afolder so marked each day. (If several org areas or divisions are
being handled, puts the despatches in folders by areas or divisions.)
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5. Puts the personal despatchesin afolder so marked each day.

6. Deletes from the lines anything that may be routinely answered by letter and answers it
and puts the originals and typed answers for signature in afolder so marked each day.

7. Presents the folders named in 3 to 5 inclusive in the executive's in-basket at the
beginning of the executive's workday (and holds all the rest that come in after, until the next day).

8. Puts the signature folder as per 6 above in the in-basket at the latest moment of the day
sufficient to get them signed for the evening mail.

9. Lays cables and telegrams and phone messages in the center of the blotter on the
executive's desk.

10. Comesin for cable answers when called.

11. Picks up and files properly for the executive all Pol Ltrs, directives, in the executive's
ownfile.

12. Keeps the executive's own files for the executive's use.
13. Keeps excess paper, magazines, books, picked up and filed.

14. L eaves alone things the executive is working on but files them if not being worked on
after awhile.

15. Oversees cleanliness and arrangement of desk and office.



16. Oversees ampleness of pertinent supplies, paper, pens, stapler, clips, etc.
17. Doesn't take up the executive's time with chitchat or verbal reports or rumors.
18. Handles by-hand rushes for the executive in and out.

19. Blocks all body traffic until its business is established, then routes it properly (except
where body traffic is the executive's business on post, in which case the communicator smooths
and regulatesit).

20. Handles phone traffic and keeps it very low, listing abusers as dev-t.

21. Takes down names of staff body traffic that is not a routine part of the line and reports
it with the monthly dev-t report.

22. Takes the entheta off the lines but not items which, if not handled, will endanger the
org.

23. Notes staff who hand the executive problems but do no compliance with solutions
ordered, and recommends ethics action.

24. Finds out bits of data when instructed to do so by the executive.

25. Keeps dert to malfunctions of lines and reports them for handling to appropriate
persons.

26. Does not take up time of other staff or executives by unnecessary visits and does not
prolong such visits beyond a crisp minimum transaction.

27. Blocks all linesif the executive is engrossed in a project.

28. Keeps own desk and materials neat.
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29. Demands a communicator's secretary if differential great enough and lines are jamming.

30. Demands other facilities as per (a) to (g) above if the facility differential is great enough
and there is overload.

COMMUNICATOR'STITLE

A communicator's title is always his or her executive's followed by " 's Communicator.” To
that, when there are more than one may be added "for . . ." being afunction or division.

COMMUNICATOR'S PURPOSE

The communicator is to help the executive free his or her time for essential income-earning
actions, rest or recreation, and to prolong the term of appointment of the executive by safeguarding
against overload.

COMMUNICATOR EXEC ACTIONS

The communicator has his own executive actions. These come under the Admin Know-How
HCO Pal Ltrs of contemporary date.

If a communicator can get these and Dev-T Policies grooved in for the executive, the
communicator isinvaluable.

A communicator should know the Dev-T and Admin Know-How Policies starrated.



It should be no surprise to an executive to receive from his or her communicator a notice that
the executive is violating Admin Know-How or Dev-T policy. "May | call to your attention that you
are wearing the Dir Clearing hat and have been for two weeks," or "You should request from Ad
Council appointment of aboard after your 10 July urgent directive."

COMPLIANCE
Policing compliance for a senior executive is avital function of a communicator.

When an executive issues orders and they are not complied with then, as this builds up, that
executive will suddenly behold a shock situation squarely on his plate.

Noncompliance lets entheta situations backfire right up to the executive. The degree of
noncompliance regulates the number of screaming emergency messes the executive will have to
handle.

The communicator then keeps an LRH Comm-type log and notes in it the orders or directives
issued and notes as well compliance (using Dept | & R and time machine). At length, the
communicator will have a noncompliance list.

This usually involves only afew persons or outside firms.

The communicator should inform the executive of this by presenting orders ready to sign
nominating Ethics Hearings or Executive Ethics Hearings (or dismissal of outside firm) on certain
persons who consistently noncomply.

If the executive has ajunior post and a communicator, then for noncompliance one substitutes
"job endangerment” actions which harass the executive and must be filed and remedied before the
executive's statistic is shattered.

Only in that way can a communicator defend his or her executive from being hit by sudden
shocks. Noncompliance (or job endangerment) |ets the barriers down on the
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whole incoming line to a nasty situation which will then, unhandled, hit the executive with
no time lapse left. So he has to handle a deteriorated situation in a screaming rush. He probably
handled it months before but noncompliance let it worsen. And job endangerment, let it build up,
has the same effect on a junior executive. The amount of bad news an executive getsinisin direct
proportion to the failure of compliance (or job endangerment) and the communicator's failure to
spot it at the time. The shorter the time one has to handle a bad mess, the harder and more
shocking itis.

Thisisthe sole reason a competent executive grows tired, wants to quit, leaves hisjob.

It is basically communicator failure to warn him of noncompliance (or job endangerment)
early, so he can get people who will comply (or get those who endanger him off his back with

their ineffectiveness or suppression). Or who will do their jobs and not leave them to the
executive or let the executive suffer from their deeds or lack of them.

The fashion of a"private secretary” for every titleis of course nonsense. As not every title
by far is an income producer or statistic raiser.

Giving facilities to titles instead of high statistics denies the real producer what he needs
by soaking up available help into corners that cannot benefit the org with it.



A normal action of a post is the usual covered (not uncovered) post which if replaced
changes nothing. A real facility differential isalarge change.

Thus if you give facilities to those who have no more than normal (covered post) facility
differential and those who have a marked facility differential are given no help, you will
eventually wipe out by overwork those who have the facility differential and the org will collapse.

It is not flashy new ideas so much that raise income but efficient standard actions.
New ideas are fine, when all the old programs are also working.

An executive who is brilliantly successful is one who can get all the formal, standard
functions going and then add the garnish of bright new angles that augment the proven track.

Facilities give a valuable executive "think time" and "consider time" and a fresh, alert
attitude toward what is going on.

If you want to raise your income as an org, then

a. Get al standard actions functioning and staff working and

b. Spot those with "facility differential” and give them facilities.
c. Don't fasify any "facility differential” for sake of face or status.
d. Make sure that facilities granted know their business or work.
L. RON HUBBARD

Founder

LRH.jp.ne.gm Copyright c 1966 by L. Ron Hubbard ALL RIGHTS RESERVED
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INTERVENTION

The Urgent Directive System (see HCO Policy Letter of 31 October 1966, "Administrative
Know-How 11") is the one most commonly used, when they have to intervene, by senior executives
such as the following:

Founder

Guardian

A senior Ad Council
Asst Guardian

Exec Sec

LRH Comm

Theroutine in this case is more or less as follows:



1. The senior, on discovery of a bad situation or noncompliance, issues an urgent directive. (If
more than one is issued at the same time by different seniors, the list above is the precedence list of
what order to follow.)

2. The senior directs investigation. Senior Ad Council usualy appoints a Board of
I nvestigation-sometimes directly orders a Comm Ev. The Founder might only require an ED from his
LRH Comm in that area. The Guardian might require only an ED from an Asst Guardian. An Exec Sec
might require only an ED from his or her communicator if he or she has one. Or any on the list may
order a Board.

3. The ordering senior, on receipt of the requested directive in draft form, then returns it to the
Ad Council of the org or orgs to which it will apply. Until the Ad Council acts or some directive to
handle the situation is passed, the original, most senior urgent directive remainsin force.

The above would be the most common admin action, most calculated to bring things right in
thelong run.

It is important that until some form of ED is formally passed by the Ad Council of the org or
orgs concerned, the urgent directive must be followed by those to whom it is addressed.

This keeps arbitraries from entering into admin.

Nothing, of course, prevents a senior executive, as listed above, from simply issuing straight
orders with no follow-through of an ED. In such case, the directive is not called an urgent directive,
but is simply an order in ED form.

DIRECT ORDER

Example: The Guardian discovers that a high unreasonable rental compared to income is being
contemplated. By any means or ED, she forbids it and demands other quarters be looked for quickly.
This requires no follow-through beyond the Guardian making sure other quarters ARE found and the
order is complied with.
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URGENT DIRECTIVE

Example: The Founder finds a long string of people are being labeled suppressive because
they won't separate from Joe Blow. He writes an urgent directive to stop labeling people this way and
convenes a Board on the whole subject in that org, gets their findings in the form of an ED, sendsiit to
that Ad Council. They passit after some, none or many changes. The urgent order ceasesto bein force
at that moment. He could also have ssimply issued a direct order.

Example: An HCO Exec Sec finds Central Files is not increasing. She issues an urgent
directive to round up al CF names lying around the org. Then investigates personally, writes an ED
and puts it before the Ad Council. They work on it, modify it or expand it and pass it. The urgent
directive ceases to be valid. Remember, she could as easily ssmply have issued a direct order as above.
It could even have been in Executive Directive form.

Example: An impending lawsuit is heard of by the Guardian, the senior Ad Council and the
local Ad Council whereit will occur. The Guardian and senior Ad Council both issue urgent directives
and the local Ad Council passes adirective on it. The Guardian's urgent directive wipes out the orders
junior to it and it is followed. On the Guardian getting an ED from the Assistant Guardian of that org,
the Guardian sends the ED before that org's Ad Council for passage or change. The Guardian's urgent
directive is superseded by the Ad Council's directive based on it. But remember, the Guardian can



comm-ev the lot if the situation is not finally handled, regardless of the Ad Council directive having
been passed, if things goofed up.

PETITION

A direct order or a straight directive can be petitioned against after compliance. The Ad
Council simply passes a petition and gives any data required or an ED to substitute.

It is usually wise to give a better remedy in the form of an ED and get that ED conditionally
passed with the approval of the original issuer of the direct order or straight directive.

THEORY

Those who do the work sometimes know best and those nearest the scene are sometimes better
armed with data.

A senior executive sometimes has to act without all the data and a wise senior often so acts
when the situation is bad.

But the senior is only trying to remedy the situation in the final analysis. After his ordered fast
action istaken, he is ordinarily quite happy to have help improving the remedy.

DIRECT SUBMISSION
An urgent directive or direct order may also be handled as follows by a senior:
1. Issueit.

2. Send it to the Ad Council of the org to which it applies with the note: "After you've done
this, pass adirective to handle this sort of thing."

DEMANDED DIRECTIVE

A senior can simply demand an Ad Council pass a directive to remedy a situation
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and let them sort it out. Thisis only done when one has almost no data.

In this case the Ad Council passes one, puts it in force and sends a copy to the senior via
channels stating, "Compliance herewith."

LABELING DIRECTIVES

When an Executive Directive is passed by an Ad Council, if it wipes out an urgent directive or
a direct submission or a demanded directive, the resulting ED must bear the fact under its title:
Executive Directive after Board of Investigation-"Cancels Urgent Directive PE96 Get Income Up"; or
direct submission after urgent directive"As reguested by HCO Exec Sec W./U.S. to augment her direct
order Get Income Up"; or by demand for a directive-"As demanded by Ad Council WW in their cable
239 WW Pass a directive increasing income.”

DANGER FORMULA

The Danger Formula applies when such orders bypass those responsible, meaning at least an
ethicsinvestigation must occur to find who was asleep if any.

However, the Founder or Guardian can issue an urgent directive or direct order to any org and
order the Ad Council of any org, as they are in fact seniors of that immediate org, without having to
take ethics action on the Ad Council WW or the senior Ad Council to that org. However in such cases
Ad Council WW and the senior Ad Council are informed.



If, however, the Founder or Guardian have to do too much too often, they step back upstairs
and investigate the senior Ad Councils. This has been the usual practice.

The Founder usually uses his LRH Comm, and the Guardian her Assistant Guardian or the
LRH Comm in that areato effect orders, get data and submit to Ad Council.

A senior Ad Council uses its area representative in its own group or the LRH Comm in the
junior Ad Council to do the same thing.

In practice, one issues urgent directives when the situation is rough and simply demands a
directive when things look like they will get rough.

Intervention by seniorsis hard for juniors to cope with. The best defense is don't develop bad
situations that then require intervention and keep al stats up and the org expanding.

L. RON HUBBARD
Founder

LRH:jp.dk.gm Copyright 0 1966 by L. Ron Hubbard ALL RIGHTS RESERVED

[Note: The paragraph under "Labeling Directives," which contained a typographical error in the original issue, has
been corrected per HCO PL 21 December 1966, CORRECTION TO HCO POLICY LETTER OF 17 NOVEMBER
1966, ADMIN KNOW-HOW, INTERVENTION.
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Admin Know-How Series 9

EXPANSION

THEORY OF POLICY

It is not very hard to grasp the basic principle underlying all policy letters and organization.

It is an empirical (observed and proven by observation) fact that nothing remains exactly the
same forever. This condition is foreign to this universe. Things grow or they lessen. They cannot
apparently maintain the same equilibrium or stability.

Thus things either expand or they contract. They do not remain level in this universe. Further,
when something seeks to remain level and unchanged, it contracts.

Thus we have three actions and only three. First is expansion, second is the effort to remain
level or unchanged and third is contraction or lessening.

As nothing in this universe can remain exactly the same, then the second action (level) above
will become the third action (lessen) if undisturbed or not acted on by an outside force. Thus actions
two and three above (level and lessen) are similar in potential and both will lessen.

This leaves expansion as the only positive action which tends to guarantee survival,

The point of assumption in al policy letters is that we intend to survive and intend so on al
dynamics.

To survive, then, one must expand as the only safe condition of operation.



If one remains level, one tends to contract. If one contracts, one's chances of survival diminish.
Therefore there is only one chance left and that, for an organization, is expansion.
PRODUCT

To expand, any company needs a demanded product and will and skill to produce and deliver
it. It can be aservice or an item.

If a company has a demanded product and will and skill to produce and deliver it, it must
organize to expand. If it does, it will survive. If it organizes to stay level or seeks to grow smaller, it
will perish.

Thisis easily observed in nations. Whenever one seeks to remain the same or to lessen itself, it
usually perishes. It need not seek only to expand its borders. It can also expand its influence and
service. Indeed, the effort to expand borders in a nation without increasing a demand for its influence
and products is a primary cause of war. If a nation expanded the demand for its influence and
products, it would expand without war. When a nation seeks to merely expand by force of arms and
does not expand the demand for its products, one gets adark age or at least a social catastrophe.

28

Rome, early on, was in great demand for its social technology and manufacturing skill and
only acruel streak in her made her wage war to expand. Britain, for instance, was ready to welcome
Roman baskets and pottery and art and had been demanding them for nearly a century when Caesar's
vicious ambitions actually wrecked the smooth progress of Rome by enforced expansion by arms in
excess of the demand for Roman products. This was one Roman product nobody wanted-Caesar and
hislegions.

Psychiatry's product of further insanity was not in demand by the people but by the state which
sought to crush people or at least hold them down. So psychiatry expanded by government regulation,
not by popular demand, and so at this writing stands in danger of complete extinction, for its influence
depends utterly on "expanding” into the legislatures and government treasuries and no expansion
whatever of any demand from the public and no product except slaughter.

The Roman Catholic Church once had a healing product, by actual treatment and by relics and
miracles, and was in great demand by the public and eventually even the barbarians. But she began to
fight progress in science and knowledge, and her product turned into exported ignorance backed by
autos-da-f6 (burning heretics) and thus ceased to expand and today is rapidly shrinking.

Buddhism, earlier than that, expanded continuousy as it never sought new extension of
territory other than that of learning. Buddhism failed in India alone because its monks became
licentious, ceased to deliver true teachings and were swept up, most likely, in India alone, by the
Muslim conquest of that unhappy country sometime around the seventh century.

Britain of the 20th century actively sought to contract her empire and did so to the tune of
internal economic catastrophe.

SINGLE PRINCIPLE

Thus it should be obvious that contraction leads to death and expansion to life, providing that
one maintains a demand for itself and the will and skill to produce and deliver a product.

If, as ours is, the product is very beneficia and if we continue to produce and deliver, the
demand is assured. In this we are fortunate. And we are also fortunate that, try as they will, no squirrel
is ever able to duplicate our product since one variation (that of changed brand) leads to others; and
they promptly have neither product nor demand-that observation is itself empirical. No squirrel has



lasted more than 2 or 3 years in the past sixteen years. And there have been many. That they squirrel
shows enough bad faith to drive away the public the moment the public hears of the original.

Thus, providing we maintain the will and skill to produce and deliver, we can expand, and
proper expansion that will continue is possible.

All our policy then is built on EXPANSION.
It assumes we wish to survive.
And it stresses the production and delivery of a straight nonsquirrel product.

It is calculated to ensure a continued and widening demand by ensuring that product remains
good and beneficial.

The technology itself is complete, but it expands also by experience of administration of it and
simplifying its presentation.

But to ater the basics of the technology will stop expansion because it is what we are
producing, not what we are building.

We are building a better universe. It has not been a good universeto livein so far but it can be.
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Our punitive forceis our ethics system, and it exists to ensure the quality of the product and to
prevent the blunting of demand for the product.

INTERPRETATION OF POLICY
The organization then has all its policy rigged to expand.
It takes many things to ensure expansion.

Thus, when you are interpreting policy, it should be interpreted only against EXPANSION as
the single factor governing it.

This can serve to clarify questions about policy. The correct interpretation always leads to
expansion, not holding alevel or contraction.

For example, policy bars the entrance of the healing field. This is solely because there is too
much trouble with the occupiers of that field and only outright war (with no demand) could solve
them. This seems to be a brake on expansion. It is only a brake on expanding by war in the absence of
demand. Therefore the right way to expand is to gradually build up general public demand, let
experience by the public see that we heal and when the demand is there and howling for us, reinterpret
the policy or abolish it as a brake to expansion. As one can only expand by external demand for the
product, if one seeks to expand in the absence of a specific demand for the product, one has war; and
war doesn't lead to expansion any more than burning heretics and other brutalities expanded the
Catholic movement.

So one interprets policy against proper expansion that is proper.
CORRECT EXPANSION

Expansion which when expanded can hold its territory without effort is proper and correct
expansion.

Hitler (like Caesar) did not "consolidate his conquered territory.” It was not possible to do so,
not because he did not have troops but because he didn't have a real demand for German technology
and socia philosophy before conguering. Thus Hitler lost his war and fascist Germany died. It is



almost impossible to consolidate territory where one was not invited in, in the first place, and force
had to be used in order to expand.

One can remove a real suppressive by force to ensure demand will then build, providing he
does not seek to force the product on the suppressive and all those around the suppressive.

The suppressive, as an individual, can be removed by force because he is an anti-demand
factor using falsehood and lies to prevent demand from occurring. But one, in removing the
suppressive, has to be sure one's own product and delivery are still correct and straight and in no way
suppressive of anything but suppressives.

Further, one must leave at least a crack in the door and never close it with a crash on anyone
because a demand still may develop there.

The only way to start afull scale revolution is totally and thoroughly slam the door. One must
aways leave a crack open. The suppressive can recant and apologize. The pauper can by certain
actions, no matter how improbable, secure service. Etc.

In short, use force only to shut down false anti-demand factors. Yet leave the door at least a
crack open in case demand without duress develops. Never finally shut off a possible demand.

You can stimulate demand. You can create it. But you may only comfortably and properly
expand into demand.
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Remova of a suppressive only brings a potential appearance of demand from the area he
dominated. That potential, by some means, the best of which are good dissemination and service
examples, must become demand before one can truly occupy territory.

Thus areas taken purely by force of arms can never be held by force of arms in the absence of
demand for product and thus demand by the area for occupation and consolidation.

As we have a product that frees in an ultimate sense and de-aberrates, thereis of course an end
to the game. But it is so far ahead, embracing awhole universe, that it requires minimal consideration.

Expansion requires area to expand into. And we are in no danger of running out of that.

If we were dependent as nations often think they are on boundary expansion on one planet, or
into one planet's populations as companies think they are, we would have brakes on expansion due to
territorial or population limitations alone. But we are not likely to encounter such barriers for a period
of time so long, we can consider our expansion potential as infinite-and are the only organization that
honestly can so consider. We are not conguering land in the government sense anyway.

OVEREXPANSION
All factors, then, in policy arerigged for expansion.
And this brings about a possibility one can be asked about, that of overexpansion.

One can "overexpand" by acquiring too much territory too fast without knowing how to
handle it. One can conquer new territory as fast as one wants IF he knows how to handle the situation.

There are several ways one can "overexpand." They al boil down to overextended
administration lines in asingle administrative unit.

In this, one must know the principle on which the org board was originally conceived. It isthat
of Thetan- Mind- Body- Product.



If there is a thetan, a mind (organization potential, not a harmful mass) can be set up-a mind
which will organize a body which will produce a product.

If any one of these elements (Thetan- Mind- Body-Product) are missing, then an organization
will fail.

Man is so aberrated al mental actions seem to him to be reactive mind actions. But there has
to be in organizations a data and problem-solution coordination unit in order to set up a body. (A
thetan can do this without alot of mass, having his memory and perception and intelligence.) We have
then an Advisory Council to coordinate acquired data, recognize and resolve problems. Above it, there
has to be a thetan somewhat detached from it. This may be a higher mind (Ad Council) operating as a
director to the lower Ad Council.

The mind must operate to form a body. This body is the mest (matter energy space and time)
and staff of the organization.

This body must produce a product. Thisin the HGC, for instance, is resolved cases.

Any smaller part of the whole organization is also a Thetan-Mind-Body-Product. Often the
executive is both thetan and mind, but as soon as traffic gets too heavy, he must form a separate mind
such as an administrative committee or a personal staff to
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compose the mind. In such a smaller unit than the whole org there is yet a body (the staff and
mest of the unit). And there must be a specific product. The product sometimes is absent and
sometimes incorrectly assigned, but if so the unit won't function.

Overexpansion occurs only when one tries to handle the larger volume with the same
Thetan-M ind- Body- Product numbers one had before.

Thistells you why single practitioners can't expand their practices without overwork.

It also tells you why some executives are upset at the idea of expansion as they (lacking
organizational insight) see it solely as overwork. They don't see that when you expand volume and
traffic you must expand the organization.

Thereisawrong way and aright way to expand an organization.

The wrong way is to add staff and facilities endlessly (like governments tend to do) without
adding to the organization itself.

If you had huge affluences occurring steadily, you would soon go into collapse if you did not
expand also by organizational units or branches.

In taking over a new field or area of operation, for instance, one errs when he adds that traffic
to the basic organization's traffic.

In the presence of huge escalating affluences, one must analyze what is causing them and
reinforce them. BUT one must also see what new KIND of traffic is being added.

If one finds anew KIND of traffic, then one sets up a suborganization unit to handle it which
iscompletein itself.

If we are now getting "businessmen” in quantity, we set up, under the control of the original
organization

1. A thetan to supervise it

2. A mind to coordinate it



3. A body to handleit, and
4. A new product called "released /cleared businessmen.”

If we then were to find the new unit (struggling to form itself into 7 divisions on its own by
now) gets alot of demand and statistics on an Org Exec Course, it must cease to gratuitously coach it
and set up its "Business Academy" teaching the Org Exec Course as Dept 10, appointing a thetan,
mind, body and achieving a product "trained businessmen" and see that units to support it occur in
other divisions and an ethics unit to prevent blunting of demand and re-aberration.

This can even go backwards. One sets up in Dissem a unit called "Business Course Project
Promotion Section" and stimulates the demand and then when it is there putsin its Department 10.

Soon all seven divisions have extra units to care for this new action, each unit with a
Thetan-Mind-Body-Product. The products are different but they all add up to "trained businessmen,"
whether they are creating demand, financing or servicing.

So overexpansion is only underorganization in the main.

One can of course "overexpand" by attempted servicing in the absence of demand causing,
thus, losses in finance. In such a case only concentrate on creating new demand, not on servicing old
demands. This, by the way, isthe most common error in
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organizations of ours. They shrink because they are not creating new demand and
concentrate only on creating demand in those already demanding (which is lazy-easy).

New demand is expensive to develop. Thus you often see finance units frowning on "new
demand" expenses and cutting down magazines in number of issue, not buying new mail lists, etc.

To start a new suborganization, one sets up on the basis of potential demand, sets up ethics to
prevent demand-blunting or bad internal service or performance, works on increasing the demand,
introduces service, sets up external ethics to prevent blunted demand, increases the demand by
dissemination to new and old areas of demand, increases service, ensures product, increases the
organization (not just staff), increases demand in new and old areas, stiffens up ethics, improves
service facilities, etc., etc.

It's continuous expansion of volume, continuous expansion of organization, continuous
expansion of demand. Where one lags behind the others, one gets trouble.

It is amost impossible to run a nonexpanding organization with ease. One gets into financial
crises, staff troubles and overwork. Decay has set in. And fighting it is sure to overwork an executive.
The easiest course is to expand. Then one has the help.

Summary: In understanding policy one must understand its key and that is expansion.

Only a Scientology organization has an unlimited horizon. But any organization must expand
to survive.

The only ways you can "overexpand" are to fail to expand with new demand and keep pace
with it evenly with organizational expansion as well as numbers.

It is easier to expand than to "remain level."

Organizations and units which do not expand cannot stay level and so contract.



Org executives and personnel are overworked only when they cannot afford to expand and
thus cannot get the help they need to do the work-quite in addition to there being more problems made
by contraction than by expansion.

Scientology organizations are designed for expansion.

Expansion requires an expansion of al factors involved; and when something expands out of
pace with the rest which is not expanding at the same rate, trouble is caused.

Uniform expansion of demand, ethics and service into new fields and areas as well as old areas
of operation, are needful to trouble-free activities.

Each member and unit of an organization has a product which, if different, contributes to the
whole product of an organization,

The ultimate product of Scientology is a universe that is decent and happy to live in, not
degenerated and made miserable by suppressives as it has been. This is accomplished by the
de-aberration of individuals and the prevention of blunted demand and re-aberration by suppressives,
and thisis the method of expansion.

If in these early days of Scientology we have any troubles, they occurred by an earlier
imbalance of expansion.
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Demand was created without handling suppressives, which unequal expansion gave us a
backlog of unhandled ethics in the society. All we need do is catch up our backlog in those
organizational functions which were not expanded when they should have been and all will go
smoothly.

Any time you do not expand uniformly with all functions, you get an appearance of
overexpansion by some functions. The best answer is not to cancel the expanded functions which
overreached, but to catch them up by expanding the ones one neglected in support. You will have
trouble wherever you cut back an expansion as that is contraction. The answer, within reason, is to
advance all elseto catch up to the expanded portion while still, more calmly, expanding it.

L. RON HUBBARD

Founder
LRH:jp.rd.gm Copyright 0 1966 by L. Ron Hubbard ALL RIGHTS RESERVED
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Admin Know-How Series 10
HOW TO PROGRAM AN ORG
SAINT HILL PROGRAMS

In past years we have had many problems resulting in programs as follows:



The sequence of major programs at Saint Hill:

To provide a home for LRH and family in Commonwealth area so Commonwealth area
could be organized and made self-supporting.

To provide admin facilities for LRH in Commonwealth area.

To make Commonwealth area self-supporting regardless of US funds or customers. (Not
yet resolved.)

To train technical and admin staffs for Commonwealth orgs.

To make Commonwesalth outer orgs run on their income without their using all the bills
sums owed SH or Ron as part of their operating funds.

To find financia support for SH activities resulting in the SHSBC which aso
accomplished the next above.

To handle Commonwealth activities and organizations and also handle US activities.
(Solved by telex and OIC and later the Exec Div WW.)

To establish SH general broad promotion. (Solved by The Auditor.)

To provide facilities for administering critical high-level tech such as Power Processes.
(Solved by SH HGC.)

To organize SH so it could be administered (made needful by '63-'64 collapse of multiple
corporative setup). (Solved by 7 div system completed by end of 1965.)

To refine the Qual Div to prevent all "failed cases,” train staff and improve tech.

To get reports of tax, etc., off continual crash programs. (Solved by Treasurer but
incomplete of any guarantee of chartered accountant compliance.)

To get field auditors to cooperate and stop conflicts with orgs. (FSM program.)
To refine the Tech Div. (Finished about August 1966.)
To get in smooth operation an ethics system.

To operate the Clearing Course and to assembly line Clears. (Still under refinement but
more or less complete.)

To establish and operate OT Course. (Just now under development.)
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To beat back continuous attacks by suppressives in the 3rd and 4th dynamics. (Solved by
establishing Intelligence Branch.)

Totrain up staffsat SH and in outer orgs by Staff Status and Org Exec Course.
To improve the cash-bills ratios of orgs.
To safeguard income once earned by better financial planning.

To reform Ad Councils into representative bodies (now complete with the formation of an
Executive Council).

To assemble all Scientology materials. (Flopped by reason of noncompliance but lately
reinstituted.)



Dictionary Project to prevent misunderstood words. (In sporadic and jerky action to this
day.)

To handle legal situations which built up by noncompliance by attorneys internal and
external in org. (Under solution by forming Guardian Legal Branch.)

To improve and maintain affluences. (Just begun.)

To help Scientology dissemination and attack more broadly to prevent such quantities of
legal defense. (OT activities program just begun.)

To safeguard, continue and expand al Scientology orgs. (Worked on a bit, not really
concentrated on except for cash-bills and staff status.)

General improvement of finances. (OT activites.)
Buildings for Scientology orgs. (OT activities.)
To establish better audio-visio educational facilities. (Barely begun.)

These have been and are the major program steps which have been implemented or are
under development at Saint Hill since 1959 and forward to the end of 1966.

Some of the years covered acquired names such as

1965 - The Year of Organization. 1966 - The Y ear of the Clears. 1967 - will probably be
the Year of the OTs.

It will be noted that each of these programs solved a self-evident problem.
It must be realized then that these problems did exist.

If the problems exist again, remember there was already a solution program and usually it
has only been dropped and the problem reappeared because it had been dropped. The proper
directive action is to reimplement and improve the solution which is to say, in the case of SH, the
carrying out of the successful programs noted above.

Ad Councils are aways advancing new programs and often it is only an old program
dropped out that needs reinstituting, not a new solution. Certainly an old problem has cropped up

again.
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There have been other programs of course. Many solutions to old problems, and of major
importance, are found in policy letters. Some programs, athough necessary, have never been
successfully implemented. There was the motion picture program but it is dogged by technical bugs
and became part of the audio-visio program now being attempted. There has been the rewrite of all
books program but |'ve been too overworked to attempt it.

Other future, self-evident programs will come into being. They will only fail if earlier
programs, dropped out or not given reorganization when needed, bring old problems into view by
exposing them. All the problems underlying the program solutions above still potentialy exist, held in
abeyance only by the programs.

The best way to form programs is to isolate actual problems at any level of operation and
solve them either by removing elements that make them or by instituting a program. Sensible planning
tends toward both actions.



An unsuccessful program usually will be found to be solving the wrong problem or isitself an
improper solution to an actual problem.

If you want to establish the validity of a new program offered by someone, ask him what
problem it is seeking to solve. You can then see if you aready have a solution to the problem, but
most often you will see that no clarified idea of the problem existed and so the solution is poor or
inadequate.

The common problem of an org is not the development of programs but failure to execute
existing ones.

Another difficulty with orgs is that they often alter the existing program so that it no longer
resolves the problem the program was set up to handle. A current example is magazines. Magazines
exist to solve the problem of public unawareness of an org. An org has no space unless it is sending
out anchor points to make it. And it is in nonexistence for its Scientology public unless it mails
magazines regularly. Magazines do not develop much new public-that is another, largely unsolved,
problem. Magazines exist to continue the awareness of the existing Scientology public. Now as these
people are aready aware of Scientology, the awareness one is trying to develop is that of the org and
its services. Recently, continental magazines began to issue only Scientology data. The ads making
the Scientology public aware of the org were toned down and omitted and the cash-hills ratio
worsened in orgs. The orgs started toward nonexistence. Significantly, the trend was begun by a
someone who did not like orgs but was in favor of Scientology. Issue Authority erred in not looking at
old magazines and comparing them to the current layout. There was a vast difference. No ads in
current ones. The program had been altered.

Artists are taught to be "original" and to alter. Yet successful artists painted the same picture
their whole lives under different names. These just seemed new.

To change, alter or drop a program one must know what the program was there to solve. Just
change for change's sake is mere aberration (making the lines crooked).

It's a good exercise for a senior executive to list the problems the org really does have. To
know the programs of an org that are in is to see what problems an org would have if they were
dropped.

It's healthy to revert a program now and then by meticulously examining how it was originally
when it was very successful and then put it back the way it was originally. This is done not by
adjusting lines but by looking up old magazines, old policy, old despatches and issue pieces, even old
tapes. What did it used to consist of ? If it is no longer successful

a. The program was altered or dropped and

b. The org will have a problem it once had long ago, or
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c. (Rare) the causes of the problem have been removed and the problem no longer exists.

There's lots of trial and error in developing a program. That's why any new program should
only be a "specia project” for a while, off the org main lines redly, under special management. If a
"special project” starts to show up well in finance (and only in finance), then one should include it "in"
with its new staff as an org standard project.

To run new programs in on existing lines is to disturb (by distraction and staff overload)
existing programs, and even if good, the new program will fail and damage as well existing programs.



Provide, then, staff and money to pioneer a new program as a "special project.” If you don't
have money or staff to do this, you would do far, far better simply looking over the problems the org
faces and get in the old programs that handled them. These are known winners and don't forget, they
cost alot to find and prove as the thing to do. And they took along time.

Take the Central Files-Letter Reg setup in orgs. That's a standard program. Developed in
London and D.C. in the mid 50s. If you dropped it out, an org would fail. The problem is "how to
achieve specia individual contact with existing clientele and maintain existing already developed
business." One large firm, | was told the other day, that has put in our 7 division system was stunned
to find they had never contacted their existing business clientele. They only had done business with
new clientele. This cost them perhaps 200,000 sales a year! They promptly put in our CF-Letter
Registrar system with a vengeance.

In their case (asin aforming or reorganized org) they weren't even aware of the problem and
so had no program for it.

It is often the case that one can develop a program that removes the need of some other
program. If one removes the factors that make the problem, one can dispense with the program that
solvesit. But thisis so rare it is nonhuman in most instances.

For instance, doctors are a public solution to the problem of human body illness. If one
removed this problem, one could remove the "doctor program” safely. That's why doctors sometimes
fight us. We are thought to be working to remove the problem to which they are a program. One would
have to have more than a better cure. One would have to remove in the 4th dynamic (mankind) the
causes of illness. These would not be what people think they are as the problem persists and so does
the "doctor program" in the society. It can't be the right problem. Only enough is known of the causes
of illness to make the problem appear to be handled. Actually the bad statistic of ill people isrising.
We have entered the field in research only far enough to know that suppressives make people ill but
that's a sufficient departure to make it an ethics problem, not one in treatment! By extension of this
theory, one might find this problem not caused by Pasteur's germs but by suppressive groups. In that
case one would increase ethics programs. Eventualy, if this solved it, the "doctor program" would be
diminished as no longer the only solution.

The above is not a statement of intention or a plan. It is an example of how an old standard
program can become less important. Note that one would have to (a) state the problem better than it
had been stated, (b) isolate causes of the rea problem, (c) institute a "special project” to handle those
causes, (d) seeif the problem was now better handled, (€) abandon it if it didn't handle the problem, or
(f) make it a standard program if it did prove effective, (g) diminish the old program.

So just dropping a proven program (without going at it as above [a] to [f 1) can be a
catastrophe as it can let in an old problem when one already has quite enough problems already.

Abandoned programs that were successful are currently the main cause of orgs being in any
difficulty.
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Y ou can always make an org run better by studying old successful programs and getting them
back in.

If you were to take the above list at Saint Hill, the major SH programs since 1959, and simply
revert them (make them more like the original) and reinforce them, income would probably double.

If we abandoned as few as five of these, the SH org would undoubtedly collapse.



If we added six new programs directly into the org without seeing the problem to be solved,
we could distract staff to a point where the old standard programs would suffer and the org would
collapse.

Sometimes, even in our orgs, we enter new arbitraries which make new problems we don't
need. Those are the sources we can do without. If we didn't routinely abolish such org-generated
problems, we would fade away in ayear.

Therefore we cherish and forward the existing programs we have and study them continually
to be sure they don't "go out."

Thisisnot alist of the problems faced at Saint Hill; it isalist of solutions. For these programs
may accidentally be solving problems we cannot yet clearly state.

Thisisnot alist of all major programs in Scientology. These are found in the policy letters of
past years and particularly 1965.

This is a list of the major SH programs for use by SH executives and as an illustration to
others on how to program and to show them that, as Scientologists, we use our knowledge of the
mechanics of life, problems and solutions to govern programs.

If al the problems we faced were only ours, we could of course simply audit them out. But we
exist in a 3rd and 4th dynamic which is not merely aberrated but quite batty. This thrusts problems on
us (finance, international ignorance and intolerance, religious and psychiatric cults, suppressive
governments, retarded or misused scientific technology, lack of human dignity and a host of other
factors).

We exigt, therefore, in arather madly tossing sea, beset by numerous countercurrents.

As we grow, we can remove vicious causes that make our problems problems. Only then can
we begin to drop certain programs as the problems will cease to exist. But at this writing those
problems do exist and holding them in check are numerous solutions we call programs.

Where one of our standard programs fails through lack of recognition, we then see a problem
charging in on us demanding crash programing by higher executives.

When we let uninformed or worse people put in new arbitraries or solutions that solve no
problem, we disturb old programs and soon have heavy trouble through unnecessary programing.
(Watching a new inexperienced Ad Council propose "programs’ is a painful experience to a trained
and effective executive. These proposed measures look silly because they confront no real problems of
the org and are dangerous because they will distract the org from correct existing programs of which
the new Ad Council seems blissfully unaware.)

When an org doesn't know its programs, it can get pretty silly and deeply in trouble. If it also
knows its problems, it is fortunate.

But any Scientology org is rich in programs aready proven and tested and in exact drill. If it
just keeps these going, it will win even if it doesn't see the problems.
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As it wins, the org expands, can afford more assistance, is less under duress. Then it can begin
to examine the problems themselves (still keeping the solution as a program) and possibly remove
some of the causes of the actual problem. Only when the problem is gone can one drop a program.



A Scientology org is best fitted to do this as its staff is going up tone by processing and is more
and more able to confront and see source. Therefore it eventually can remove the causes of its
problems since it can () see the problem and (b) see the bad sources which make the problem,

Until it can seg, it is not safe to drop any of the solutions. And as orgs are a channel or away
in themselves, they always will have a bottom strata of people who cannot yet see the problems and so
need explicit programs to follow. As the lower strata moves up, a new lower strata, by expansion,
takes its place so there is no real end to programs until the day comes when the universe is sane.

And that's not tomorrow or even the day after.

But we are making steady, relentless progress in that direction. Mainly because of our
programs, well applied.

L. RON HUBBARD
Founder
LRH:jp.rd.gm Copyright ¢ 1966 by L. Ron Hubbard ALL RIGHTS RESERVED
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Non-Rernimeo CORRECTION AND ADDITION
Execs SH
Org Exec Course
Admin Know-How Series 11
HOW TO PROGRAM AN ORG
CORRECTIONS AND ADDITION
SEQUENCE OF PROGRAMS CORRECTION

The sixth SH program from the top on page one states, "To find financial support for SH
activities resulting in the SHSBC which also accomplished the next above." This does not refer to
"next above" but to two above, "To train technical and admin staffs for Commonwealth orgs." The
Saint Hill Special Briefing Course was founded (a) to train tech and admin staffs for Commonweslth
orgs and (b) was found to be the solvency factor of Saint Hill which was being looked for.

"Next above," "To make Commonwealth orgs run on their income without using al the bills
sums owed SH or Ron as part of their operating funds' has only partially been solved and the SHSBC
was not founded to solve it although it helped. The 7 div system began to solve it (financia
independence of outer orgs) but only where a good Qual Div was put in first and all area failed or
overrun cases were picked up. It is notable that Sydney and Adelaide, reported by Auckland to have
put in no Qual Div even after 2 years of urging, were low orgs on the totem pole. Others that did get in
a Qual Div and pick up their failed cases and overruns improved very markedly. So the solution to
solvent outer orgs that could run without using SH or Ron's income lay in (a) establishing a fine Qual
Div, (b) picking up their area's "failed cases' and also repairing all overruns, (c) training their staffs on
tech and admin in the new Qual and (d) putting in afine Tech Div. Those that really did that are going



very well. Sydney, which butchered cases once by overrun R2-12, evidently completely neglected the
program and remains insolvent.

ADDITION

To make asimpler statement of what is a program, the following is offered:

1. The org has a problem relating to its function and survival.

2. Unless the problem is solved, the org will not do well and may even go under.
3. Thesolution is actually an org activity or drill. We call thisa PROGRAM.

4. To find and establish a program, one conceives of a solution and sets it up independent of
org lines with its own staff and finance as a SPECIAL PROJECT.

5. When a special project is seen to be effective or, especialy, profitable, it is then put into the
org lines as worked out in the "special project,” bringing its own staff with it.

6. The usual place to carry a specia project is under the Office of LRH or the Office of the
HCO Exec Sec or Office of the Org Exec Sec. Programs go in their appropriate departments and
divisions, oneto six, not seven.
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OVERHAULING A PROJECT

When a program goes bad, gets altered to a point of unworkability or carelessly conducted or
isdropped without orders to do so, two things may happen.

1. The Exec Sec (or LRH, Guardian or Asst Guardian or LRH Comm) over that division puts
the executives which should have seen to the program in DANGER condition and personally pushesto
get the program back in as a program.

2. If thisfails, the Exec Sec (or LRH, the Guardian or Asst Guardian or the LRH Comm) hauls
the whole program into his own office as though it were a new special project, gets it personnel and
finance and setsit al up and then givesit over to its correct dept and division.

The second step comes about when one finds any noncompliance in doing (1) above. As a
Danger condition was already set up and the Exec Sec (or other senior) is handling it on a bypass
aready, if one dtill can't get the program restarted, there is no other action one can take than pulling
the whole thing into one's own office. For sure somebody has a foot on it. Although we can try to find
WHO has, this is no reason to continue to stall the program. After a Danger condition on a program
has existed for a while with no change of activity, one is wasting one's time to keep pushing on avia.
The easier course is smply to say, "As Address has been in Danger for some time and still continues
to goof, 1, the HCO Exec Sec, hereby take Address into my office in Division 7 where | will
personaly straighten it out and meanwhile the Ad Council is to nominate for the Exec Council a new
HCO Area Sec."

In actual operation-l often do (1) above-call a Danger condition on a program that is not
functioning, handle it personally and use ethics action on those bypassed.

Sometimes when (1) doesn't work, | realize there is interference still and haul the whole
section into my office as a function of my office. It may stay there quite a while. Then | will put it
elsewhere as a complete section transfer. Sometimes after the transfer | again have to haul it back.
Usually that's because it went into the wrong place in the org. If you put a section in the wrong dept or
division, it just won't function. The exception is the Exec Div and anything can be put in there for a
while.



The common error in (2) is to forget one has it and forget to transfer it when formed up
properly. If one looks over what hats he is wearing, one usually finds a program or two he has been
handling and which he ought to finish up in final form and put into the org proper.

In theory, any exec or even an in-charge can do (1) and (2) above.

If (1) doesn't work then do (2). The main mistake is to forget to complete the action of (2) by
putting the program back in place in the org. To prevent that from happening, when you do (2), change
it also on the org board. Then it stays in view. Otherwise, one forgets and soon begins to feel
overworked.

Almost any executive is holding on to a special project or two or even a program. So one
should routinely look over one's own hats and refind these and compl ete cycle on them.

L. RON HUBBARD
Founder
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PTS SECTIONS, PERSONNEL AND EXECS

An org has certain sections, units, personnel and executives who go PTS to suppressive
elementsin the society.

If one knows this, one becomes less puzzled by noncompliances and trouble in those quarters.
One can also do something effectiveif one realizes why.

Legal, accounts and construction and lesser units tend to go PTS very easily.

A "P.T.S" is a Potential Trouble Source by reason of contact with a suppressive person or
group.

Suppression is "a harmful intention or action against which one cannot fight back.” Thus when
one can do anything about it, it is less suppressive.

Thus Legal goes PTS being in contact with SP courts and with SP or PTS attorney firms as
well as confronting suppressives who are seeking to injure the org through various suppressive
actions.

Accounts goes PTS through various tax and government supervision Suppressions.

An Estate Branch listening to Town and Country Planning or zoning suppressives tends to go
PTS.

In a standard issue corporation the labor relations contact point, continually messed up by
labor agitators who could do the company in and regulations protecting such, tendsto go PTS.

An Ethics Officer may become PTS.
The Dead File Unit may go PTS on al the entheta | etters.



As such PTS personnel impinge on top executives, these can also go PTS and the org gets
harmed to say the least.

HANDLING

As one cannot easily disconnect from suppressive society points without |eaving the society, it
remains that an executive must handle, if not the SP socia groups, at least the situation developing
from them and into the org.

Ideally one removes the SPs in the socia groups. But where that is not possible one can do
several things:

a. Limit the number of org personnel such groups contact.

b. Give such org personnel as do contact such suppressive elements S & Ds occasionaly.
c. Change such personnel frequently.
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d. Develop a system to restrain the SP from easily influencing such org personnel as may
remain in contact.

e. Work gradualy but steadily into a position to be able to remove suppressives from the
social groups in question, such as becoming more influential as an org, suing, exposing, public
education and other means.

INDICATORS

The first indicator an org executive has of a unit or staff member going PTS is noncompliance.
Such personnel are being overwhelmed in various ways by the SP social groups and have no energy
left to undertake their duties or forward org programs.

Another indicator is the amount of illness and lack of case progress on the part of such PTS
staff members.

A third indicator is an executive getting the hat of such a personnel on his own plate.

An executive who doesn't notice such indicators and act is being in turn PTS, or simply isn't of
executive caliber.

METHODS OF BALKING

There are several methods by which a staff member acting as an org contact point in
connection with suppressives can balk the agents of SP groups.

One is to always tape-record visibly whatever the agent from such a suppressive group says.
"Ah. Mr. Figuretwist of the Tax Division? Good. Now wait a moment so | can record whatever you
say. Good. It's now recording. Go ahead.” We used to handle the Internal "Revenue" Service of the US
this way quite successfully. The org contact point always stopping the IRS inspector they sent around,
turning on a portable recorder and then, and not until then, letting the man speak. Quite effective. That
org only got into tax trouble when it stopped doing this. After the recording was dropped out as drill
the SP utterances of IRS agents were in full cry at the staff and they went PTS and began to make
crazy errors and ignore org orders re tax.

Any time such agents come around, they try to get as many staff into it as possible. And yap
and yap and threaten and enturbulate. One must put them in Coventry (silence treatment) from staff
other than the contact point. Staff members of a unit that could go PTS must be ordered to walk off
without aword whenever such an agent shows up. No "bull sessions’ or arguments with such a person.



The staff personnel who handles should point at the agent if other staff is about and say some key
word like "This is a government man" at which all other staff in the unit turns its back or pointedly
walks off. If you do this, such agents can't take offense but they get very uneasy, transact quickly,
forget their mission to be enturbulative and go away soon. Don't ever think politeness will help you.
Tipping one's hat to snakes never stopped a person getting bitten. Walking off has.

Staffs are so "reasonable" they think these SP group representatives are there for necessary
PUrposeS or Serve some purpose, or can be reasoned with-all of which is nonsense.

There are no good reporters. There are no good government or SP group agents. The longer
you try to be nice, the worse off you will be. And the sooner one learns this, the happier he will be.

Some staff member in such contact points in the org should be the only one who handles and
all other staff should be given chits for talking to such a person.

This limits the area of enturbulation. The handling staff member can become
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expert. But even so, watch for bad indicators in that staff member, and the moment they
show up, change the contact point.

Never give such persons access to persons high up in the org-or unit. Turn such over to special
personnel who can get the business over with at once and get the agent off the premises soon.

If you see a manager snapping terminals with such agents, transfer him to another post in the
org. Unless you do so, helll soon cease complying with policy and will soon have the place falling

apart.

When such agents act or sound very suppressive, get them investigated, find the scandal and
attack. It is a fortunate truth that such people aso have crimes in their background that can be found.
Find and expose them.

SPs are at war. Pleasant conduct, mean conduct, any conduct at al is simply more war. So
wage the back action as a battle.

In all the history of Scientology no interviewing reporter ever helped. They all meant the worst
when they acted their best and we are always sorry ever to have spoken. Even if the reporter is all
right, his newspaper isn't and will twist his story. We have done best when we have blocked off
reporters and worst when we've been nice. So the moral is, a person from an SP group will eventually
make an org or some part of it PTS regardless of the agent's conduct.

These words may seem harsh and unreasonable, yet truth is truth and only when we ignore it
do we get fouled up. Agents from SP groups lead to PTS staff, units or sections, leads to
noncompliance, leads to a mess.

It isn't just imagination that SPs attack Scientology. The evidence has been around in plenty
for 16 years.

We began to prosper the day we cut public SPs' correspondence off the org lines and sent it to
dead file. Our executives began to function, policy began to be followed, and we began to grow.
So welll attain new expansion just by applying what isin this policy letter.

| personally find such agents rather pitiful in their attempts to make trouble. | think the
contemporary attempts to upset us and accusations of things we never do, quite prove the fact such
mean us no good. But many staff and executives try desperately to be nice to them.



Handle the business they present as effectively as possible on special channels. Don't be nice.

Limit their reach. And have less noncompliance and a far more effective and happier org. After all,
real suppressives only constitute about 212 percent of the total population. Why spend more than 212
percent of your time on them?

them.

The whole stunt is realizing that certain groups are SP and recognizing them and then handling

Be dlert and stay aive. It won't always be this way.
L. RON HUBBARD

Founder
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THE RESPONSIBILITIES OF LEADERS

A few comments on POWER, being or working close to or under a power, which is to say a

leader or one who exerts wide primary influence on the affairs of men.

| have written it this way, using two actual people to give an example of magnitude enough to

interest and to furnish some pleasant reading. And | used a military sphere so it could be seen clearly
without restimulation of admin problems.

The book referenced is afantastically able book by the way.

THE MISTAKES OF SSIMON BOLIVAR

AND MANUELA SAENZ

Reference: The book entitled:

The Four Seasons of Manuela by

Victor W. von Hagen, a biography-

A Mayflower Dell Paperback. Oct. 1966. 6/-

Simon Bolivar was the liberator of South Americafrom the yoke of Spain.
Manuela Saenz was the liberatress and consort.

Their acts and fates are well recorded in this moving biography.

But aside from any purely dramatic value, the book lays bare and motivates various actions of

great interest to those who lead, who support or are near leaders.

Simon Bolivar was a very strong character. He was one of the richest men in South America.

He had real personal ability given to only a handful on the planet. He was a military commander



without peer in history. Why he would fail and die an exile to be later deified is thus of great interest.
What mistakes did he make?

Manuela Saenz was a brilliant, beautiful and able woman. She was loyal, devoted, quite
comparable to Bolivar, far above the cut of average humanoids. Why then did she live a vilified
outcast, receive such violent social rejection and die of poverty and remain unknown to history? What
mistakes did she make?

BOLIVAR'S ERRORS

The freeing of things is the reverse, unstated dramatization (the opposite side of the coin) to
the dlavery enjoined by the mechanisms of the mind.

Unless there is something to free men into, the act of freeing is simply a protest of davery.
And as no humanoid is free while aberrated in the body cycle, it is of course a gesture to free him
politically as it frees him only into the anarchy of dramatizing his aberrations with NO control
whatever and without something to fight exterior; and with no exteriorization of hisinterest, he smply
goes mad noisily or quietly,
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Once as great a wrong as depraving beings has been done, there is, of course, no freedom
short of freeing one from the depravity itself or at least from its most obvious influences in the
society. In short, one would have to de-aberrate a man before his whole social structure could be
de-aberrated.

If one lacked the whole ability to free Man wholly from his reactive patterns, then one could
free Man from their restimulators in the society at least. If one had the whole of the data (but lacked
the Scientology tech), one would simply use reactive patterns to blow the old society apart and then
pick up the pieces neatly in a new pattern. If one had no inkling of how reactive one can get (and
Bolivar, of course, had no knowledge whatever in that field), there yet remained a workable formula
used "instinctively" by most successful practical political leaders:

If you free a society from those things you see wrong with it and use force to demand it do
what is right, and if you carry forward with decision and thoroughness, and without continual
temporizing, you can, in the applications of your charm and gifts, bring about a great political reform
or improve afailing country.

So Bolivar's first error, most consistent it was, too, was contained in the vital words "you see"
in the above paragraph. He didn't look and he didn't even listen to sound intelligence reports. He was
so sure he could glow things right or fight things right or charm things right that he never looked for
anything wrong to correct until it was too late. This is the ne-plus-ultra of personal confidence,
amounting to supreme vanity. "When he appeared it would all come right" was not only his belief but
his basic philosophy. So the first time it didn't work, he collapsed. All his skills and charm were
channeled into this one test. Only that could he observe.

Not to compare with Bolivar but to show my understanding of this:

I once had a similar one. "l would keep going as long as | could and when | was stopped |
would then die." This was a solution mild enough to state and really hard to understand until you had
an inkling of what | meant by keeping going. Meteors keep going-very, very fast. And so did 1. Then
one day ages back, | finally was stopped after countless little stoppings by social contacts and family
to prepare me culminating in a navy more devoted to braid than dead enemies and literally | quit. For a
while | couldn't get a clue of what was wrong with me. Life went completely unlivable until | found a



new solution. So | know the frailty of these single solutions. Not to compare myself but just to show it
happensto us all, not just Bolivars.

Bolivar had no personal insight at all. He could only "outsight" and even then he did not ook
or listen. He glowed things right. Pitifully, it was his undoing that he could. Until he no longer could.
When he couldn't glow he roared, and when he couldn't roar he fought a battle. Then civic enemies
were not military enemies so he had no solution |eft at all.

It never occurred to him to do more than personally magnetize things into being right and
victorious.

His downfall was that he made far too heavy use of a skill simply because it was easy. He was
too good at this one thing. So he never looked to any other skill and he never even dreamed there was
any other way.

He had no view of any situation and no idea of the organizational or preparatory steps
necessary to political and persona victory. He only knew military organization which is where his
organizational insight ceased.

He was taught on the high wine of French revolt, notorious in its organizational inability to
form cultures, and that fatally by a childhood teacher who was intensely impractical in his own private
life (Simon Rodriguez, an unfrocked priest turned tutor).

Balivar had no personal financial skill. He started wealthy and wound up a pauper, a statistic
descending from one of the if not the richest man in South America
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down to a borrowed nightshirt to be buried in as an exile. And this while the property of
Royalists was wide open, the greatest land and mine valuables of South America wide open to his
hand and that's not believable! But true. He never collected his own debt of loans to governments even
when the head of those governments.

So it is no wonder we find two more very real errors leading to his downfall: He did not get
his troops or officers rewarded and he did not aim for any solvency of the states he controlled. It was
all right if there were long years of battle ahead for them to be unpaid as no rea riches were yet won,
but not to reward them when the whole place was at his disposal! Well!

The limit of his ability consisted of demanding a bit of cash for current pay from
churches-which were not actively against him at first but which annoyed them no end-and a few
household expenses.

He could have (and should have) set aside all Royalist property and estates for division
amongst his officers, their men and his supporters. It had no owners now. And this failure cost the
economy of the country the tax loss of all those productive estates (the whole wealth of the land). So it
is no wonder his government, its taxable estates now inoperative or at best lorded by a profiteer or
looted by Indians, was insolvent. Also, by failing to do such an obvious act, he delivered property into
the hands of more provident enemies and left his officers and men penniless to finance any support for
their own stability in the new society and so for his own.

As for state finance, the great mines of South America, suddenly ownerless, were overlooked
and were then grabbed and worked by foreign adventurers who simply came in and took them without
payment.

Spain had run the country on the finance of mine tithes and general taxes. Bolivar not only
didn't collect the tithes, he let the land become so worthless as to be untaxable. He should have gotten



the estates going by any shifts and should have state operated all Royalist mines once he had them. To
not do these things was complete, but typically humanoid, folly.

In doing this property division he should have left it al up to officers committees operating as
courts of claim without staining his own handsin the natural corruption. He was left doubly open as he
not only did not attend to it, he also got the name of corruption when anybody did grab something.

He failed as well to recognize the distant widespread nature of his countries despite all his
riding and fighting over them and so sought tightly centralized government, not only centralizing
states, but also centralizing the various nations into a federal state. And this over a huge landmass full
of insurmountable ranges, impassable jungles and deserts and without mail, telegraph, relay stages,
roads, railroads, river vessals or even footbridges repaired after awar of attrition.

A step echelon from a pueblo (village) to a state, from a state to a country and a country to a
federal state was only possible (in such huge spaces of country where candidates could never be
known personally over any wide area and whose opinions could not even be circulated more than a
few miles of burro trail) where only the pueblo was democratic and the rest al appointive from pueblo
on up, himself the ratifier of titlesif he even needed that. With his own officers and armies controlling
the land as owners of all wrested from Royalists and the crown of Spain, he would have had no
revolts. There would have been little civil wars of course but a court to settle their final claims could
have existed at federal level and kept them traveling so much over those vast distances it would have
crippled their enthusiasm for litigation on the one hand and on the other, by dog-eat-dog settlements,
would have given him the strongest rulers-if he took neither side.

He did not step out and abdicate a dictatorial position. He mistook military acclaim and ability
for the tool of peace. War only brings anarchy, so he had anarchy. Peace is more than a"command for
unity," his favorite phrase. A productive peaceis
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getting men busy and giving them something to make something of that they want to make
something of and telling them to get on with it.

He never began to recognize a suppressive and never considered anyone needed killing except
on a battlefield. There it was glorious. But somebody destroying his very name and soul, and the
security of every supporter and friend, the SP Santander, his vice president, who could have been
arrested and executed by a corporal’s guard on one one-hundredth of available evidence, who could
suborn the whole treasury and population against him, without Bolivar, continually warned, loaded
with evidence, ever even reprimanding him. And this brought about his loss of popularity and his
eventual exile.

He aso failed in the same way to protect his military family or Manuela Saenz from other
enemies. So he weakened his friends and ignored his enemies just by oversight.

His greatest error lay in that while dismissing Spain he did not dismiss that nation's most
powerful minion, the Church, and did not even localize it or reward a South American separate branch
to loyalty or do anything at al (except extort money from it) to an organization which continually
worked for Spain as only it could work-on every person in the land in a direct anti-Bolivar reign of
terror behind the scenes. Y ou either suborn such a group or you take them out when they cease to be
universal and become or are an enemy's partner.

As the Church held huge properties and as Bolivar's troops and supporters went unpaid even
of the penny soldiers pay, if one was going to overlook the Royalist estates, one could at least have
seized the Church property and given it to the soldiers. General Vallejo did thisin 1835 in California,
a nearly contemporary act, with no catastrophe from Rome. Or the penniless countries could have



taken them over. You don't leave an enemy financed and solvent while you let your friends starve in a
game like South American politics. Oh no.

He wasted his enemies. He exported the "godos' or defeated Royalist soldiers. They mostly
had no homes but South America. He issued no amnesties they could count on. They were shipped off
or left to die in the "ditch"-the best artisans in the country among them.

When one (General Rodil) would not surrender Calloa fortress after Peru was won, Bolivar,
after great gestures of amnesty, failed to obtain surrender and then fought the fort. Four thousand
political refugees and four thousand Royalist troops died over many months in full sight of
Lima-fought heavily by Bolivar only because thefort was fighting. But Bolivar had to straighten up
Peru urgently, not fight a defeated enemy. The right answer to such a foolish commander as Rodil, as
Bolivar did have the troops to do it, was to cover the roads with cannon enfilade potentia to
discourage any sortie from the fort, put a larger number of his own troops in a distant position of
offense but ease and comfort and say, "We're not going to fight. The war's over, silly man. Look at the
silly fellows in there, living on rats when they can just walk out and sleep home nights or go to Spain
or enlist with me or just go camping,” and let anybody walk in and out who pleased, making the fort
Commander (Rodil) the prey of every pleading wife and mother without and would-be deserter or
mutineer within until he did indeed sheepishly give up the pretense-a man cannot fight aone. But
battle was glory to Bolivar. And he became intensely disliked because the incessant cannonade, which
got nowhere, was annoying.

Honors meant a great deal to Bolivar. To be liked was his life. And it probably meant more to
him than to see things really right. He never compromised his principles but he lived on admiration, a
rather sickening diet since it demands in turn continuous "theater." One is what one is, not what one is
admired or hated for. To judge oneself by one's successes is simply to observe that one's postulates
worked and breeds confidence in one's ability. To have to be told it worked only criticizes one's own
eyesight and hands a spear to the enemy to make his wound of vanity at hiswill. Applauseis nice. It's
great to be thanked and admired. But to work only for that? And his craving for that, his addiction to
the most unstable drug in history-fame-killed Bolivar. That
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self-offered spear. He told the world continually how to kill him-reduce its esteem. So as
money and land can buy any quantity of cabals, he could be killed by curdling the esteem, the easiest
thing you can get a mob to do.

He had all the power. He did not use it for good or evil. One cannot hold power and not use it.
It violates the Power Formula. For it then prevents others from doing things if they had some of the
power, so they then see as their only solution the destruction of the holder of the power as he, not
using power or delegating it, is the unwitting block to all their plans. So even many of his friends and
armies finally agreed he had to go. They were not able men. They were in a mess. But bad or good,
they had to do something. Things were desperate, broken-down and starving after 14 years of civil
war. Therefore they either had to have some of that absolute power or else nothing could be done at
al. They were not great minds. He did not need any "great minds," he thought, even though he invited
them verbally. He saw their petty, often murderous solutions and he rebuked them. And so held the
power and didn't useit.

He could not stand another personality threat.

The trouble in Peru came when he bested its real conqueror (from the Argentine), LaMar, in a
petty triumph over adding Guayaguil to Colombia. Bolivar wished to look triumphant again and didn't
notice it really cost him the support and Peru the support of La Mar-who understandably resigned and



went home, leaving Bolivar Peru to conquer. Unfortunately, it had already been in his hands. La Mar
needed some troops to clean up a small Royalist army-that was all. La Mar didn't need Peru's loss of
Guayaguil-which never did anybody any real good anyway!

Bolivar would become inactive when faced with two areas’ worth of problems-he did not
know which way to go. So he did nothing.

Brave beyond any general in history on the battlefield, the Andes or in torrentia rivers, he did
not really have the bravery needed to trust inferior minds and stand by their often shocking blunders.
He feared their blunders. So he did not dare unleash his many willing hounds.

He could lead men, make men feel wonderful, make men fight and lay down their lives after
hardships no army elsewhere in the world has ever faced before or since. But he could not use men
even when they were begging to be used.

It is a frightening level of bravery to use men you know can be cruel, vicious, and
incompetent. He had no fear of their turning on him ever. When they finally did, only then he was
shocked. But he protected "the people’ from authority given to questionably competent men. So he
really never used but three or four generals of mild disposition and enormously outstanding ability.
And to the rest he denied power. Very thoughtful of the nebulous "people” but very bad indeed for the
general good. And it really caused his death.

No. Bolivar was theater. It was al theater. One cannot make such errors and still pretend that
one thinks of life aslife, red-blooded and factual. Real men and real life are full of dangerous, violent,
live situations; and wounds hurt and starvation is desperation itself, especially when you see it in one
you love.

This mighty actor, backed up with fantastic personal potential, made the mistake of thinking
the theme of liberty and his own great role upon the stage was enough to interest all the working,
suffering hours of men, buy their bread, pay their whores, shoot their wives lovers and bind their
wounds or even put enough drama into very hard-pressed lives to make them want to liveit.

No, Bolivar was unfortunately the only actor on the stage and no other man in the world was
real to him.

And so he died. They loved him. But they were also on the stage too, where they were dying
in his script or Rousseau's script for liberty but no script for living their very red lives.
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He was the greatest military general in any history measured against his obstacles, the people
and the land across which he fought.

And he was a complete failure to himself and his friends.

While being one of the greatest men alive at that. So we see how truly shabby others in
leaders' boots amongst men must be.

MANUELA SAENZ

The tragedy of Manuela Saenz as Bolivar's mistress was that she was never used, never really
had a share and was neither protected nor honored by Bolivar.

Here was a clever, spectacular woman of fantastic fidelity and skill, with an enormous "flair,"
capable of giving great satisfaction and service. And only her satisfaction ability was taken and that
not consistently nor even honestly.



In the first place, Bolivar never married her. He never married anybody. This opened up a
fantastic breach in any defense she could ever make against hers or his enemies who were legion. So
her first mistake was in not in some way contriving a marriage.

That she had an estranged husband she had been more or less sold to was permitted by her to
wreck her life obliquely.

She was too selflessto bereal in al her very able plotting,
For this marriage problem she could have engineered any number of actions.

She had the solid friendship of al his trusted advisers, even his old tutor. Yet she arranged
nothing for herself.

She was utterly devoted, completely brilliant and utterly incapable of realy bringing off an
action of any final kind.

She violated the Power Formulain not realizing that she had power.

Manuela was up against a hard man to handle. But she did not know enough to make her own
court effective. She organized one. She did not know what to do with it.

Her most fatal mistake was in not bringing down Santander, Bolivar's chief enemy. That cost
her everything she had before the end and after Bolivar died. She knew for years Santander had to be
killed. She said it or wrote it every few days. Yet never did she promise some young officer a nice
night or a handful of gold to do it in a day when dueling was in fashion. It's like standing around
discussing how the plainly visible wolf in the garden that's eating the chickens must be shot, even
holding agun, and never even lifting it while all one's chickens vanish for years.

In aland overridden with priests, she never got herself atame priest to bring about her ends.

She was a fantastic intelligence officer. But she fed her data to a man who could not act to
protect himself or friends, who could only fight armies dramatically.

She did not see this and also quietly take on the portfolio of secret police chief. Her mistake
was waiting to be asked-to be asked to come to him, to act. She voluntarily was his best political
intelligence agent. Therefore she should have also assumed further roles.

She guarded his correspondence, was intimate with his secretaries. And yet she never collected
or forged or stole any document to bring down enemies, either through
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representations to Bolivar or a court circle of her own. And in an area with that low an
ethic, that's fatal.

She openly pamphleteered and fought violently as in a battle against her rabble.

She had a great deal of money at her disposal. In aland of for-sale Indians, she never used
apenny to buy a quick knife or even a solid piece of evidence.

When merely opening her lips she could have had any sequestrated Royalist estate, she
went to litigation for alegitimate legacy never won and another won but never paid.

They lived on the edge of quicksand. She never bought a plank or arope.

Carried away by the glory of it al, devoted completely, potentially able and a formidable
enemy, she did not act.

She waited to be told to come to him even when he lay dying and exiled.



His command over her who never obeyed any other was too absolute for his own or her
survival.

Her assigned mistakes (pointed out at the time as her caprice and playacting) were not her
errors. They only made her interesting. They were far from fatal.

She was not ruthless enough to make up for his lack of ruthlessness and not provident
enough to make up for his lack of providence.

The ways open to her for finance, for action, were completely doorless. The avenue
stretched out to the horizon.

She fought bravely but she just didn't take action.
She was an actress for the theater alone.
And shedied of it. And she let Bolivar die because of it.

Never once did Manuela look about and say, " See here, things mustn't go this wrong. My
lover holds half a continent and even | hold the loyalty of battalions. Yet that woman threw a
fish!”

Never did Manuela tell Bolivar's doctor, a rumored lover, "Tell that man he will not live
without my becoming a constant part of his entourage, and tell him until he believes it or welll
have a new physician around here."

The world was open. Where Theodora, the wife of Emperor Justinian | of Constantinople,
a mere circus girl and a whore, ruled harder than her husband but for her husband behind his
back-and made him marry her as well-Manuela never had any bushel basket of gold brought in to
give Bolivar for his unpaid troops with a "Just found it, dear" to his *"Where on Earth ... T' after
the Royalist captives had been carefully ransomed for jail escapes by her enterprising own
entourage and officer friends. She never handed over any daughter of a family clamoring against
her to Negro troops and then said, "Which oververbal family is next?"

She even held a colonel's rank but only used it because she wore man's clothing
afternoons. It was a brutal, violent, ruthless land, not a game of musical chairs.

And so Manuela, penniless, improvident, died badly and in poverty, exiled by enemies and
deserted by her friends.

But why not deserted by her friends? They had all been poverty-stricken to a point quite
incapable of helping her even though they wanted to-for she once had the power
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to make them solvent. And didn't use it. They were in poverty before they won but they did
eventually control the land. After that why make it a bad habit?

And so we see two pathetic, truly dear, but tinsel figures, both on a stage, bothfar removed
from thereality of it al.

And one can say, "But if they had not been such idealists they never would have fought so
hard and freed half a continent,” or "If she had stooped to such intrigue or he had been known for
violent political actions they would never have had the strength and never would have been loved."

All very idedlistic itself. They died "in the ditch" unloved, hated and despised. two decent
brave people, amost too good for thisworld.



A true hero, a true heroine. But on a stage and not in life. Impractical and improvident and
with no faintest gift either one to use the power they could assemble.

This story of Bolivar and Manuelais atragedy of the most piteous kind.
They fought a hidden enemy, the Church; they were killed by their friends.

But don't overlook how impractical it is not to give your friends power enough when you have
it to give. You can aways give some of it to another if the first one collapses through inability. And
one can always be brought down like a hare at a hunt who seeks to use the delegated power to kill
you-if you have the other friends.

Life is not a stage for posturing and "Look at me!" "Look at me." "Look at me." If oneisto
lead a life of command or alife near to command one must handle it as life. Life bleeds. It suffers. It
hungers. And it has to have the right to shoot its enemies until such time as comes a golden age.

Aberrated man is not capable of supporting, in his present state, a golden declared age for
three minutes, given all the tools and wealth in the world.

If one would live a life of command or one near to a command, one must then accumulate
power asfast as possible and delegate it as quickly as feasible and use every humanoid in long reach to
the best and beyond histalentsif oneisto live at all.

If one does not choose to live such alife, then go on the stage and be a rea actor. Don't kill
men while pretending it isn't real. Or one can become a recluse or a student or a clerk. Or study
butterflies or take up tennis.

For one is committed to certain irrevocable natural laws the moment one starts out upon a
conquest, either as the man in charge or a person near to him or on his staff or in his army. And the
foremost law, if one's ambition isto win, is of course to win.

But also to keep on providing things to win and enemies to conquer.

Bolivar let his cycle run to "freedom" and end there. He never had another plan beyond that
point. He ran out of territory to free. Then he didn't know what to do with it and didn't know enough,
either, to find somewhere else to free. But of course all limited games come to end. And when they do,
their players fall over on the field and become rag dolls unless somebody at least tells them the game
has ended and they have no more game nor any dressing room or houses but just that field.

And they lie upon the field, not noticing there can be no more game since the other team has
fled and after a bit they have to do something; and if the leader and his consort are sitting over on the
grass being rag dolls too, of course there isn't any game. And so the players start fighting amongst
themselves just to have a game. And if the leader then says, "No, no" and his consort doesn't say,
"Honey, you better phone
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the Baltimore Orioles for Saturday,” then of course the poor players, bored stiff, say, "He's
out." "She'sout.” "Now we're going to split the team in half and have a game.”

And that's what happened to Bolivar and Manuela. They had to be gotten rid of for there was
no game and they didn't develop one to play while forbidding the only available game-minor civil
wars.

A whole continent containing the then major mines of the world, whole populations were |eft
sitting there, "freed." But none owned any of it though the former owners had left. They weren't given
it. Nor were they made to manage it. No game.



And if Bolivar had not been smart enough for that, he could at least have said, "Well! You
monkeys are going to have quite a time getting the wheels going but that's not my job. Y ou decide on
your type of government and what it's to be. Soldiers are my line. Now I'm taking over those old
estates of mine and the Royalist ones nearby and the emerald mines just as souvenirs and me and
Manuela we're going home." And he should have said that 5 minutes after the last Royalist army was
defeated in Peru.

And his officia family with him, and a thousand troops to which he was giving land would
have moved right off smartly with him. And the people after a few screams of horror at being deserted
would have fallen on each other, sabered a state together here and a town there and gotten busy out of
sheer self-protection in avital new game, "Whao's going to be Bolivar now?"

Then when home he should have said, " Say those nice woods look awfully Royalist to me, and
aso those 1,000,000 hectares of grazing land, Manuela. Its owner once threw a Royalist fish,
remember? So that's yours."

And the rest of the country would have done the same and gotten on with the new game of
"Y ou was a Royalist."

And Bolivar and Manuela would have had statues built to them by the TON at once as soon as
agents could get to Paris with orders from an adoring popul ace.

"Bolivar, come rule us!" should have gotten an "I don't see any unfree South America. When
you see a French or Spanish army coming, come back and tell me."

That would have worked. And this poor couple would have died suitably adored in the sanctity
of glory and (perhaps more importantly) in their own beds, not "in aditch.”

And if they had had to go on ruling they could have declared a new game of "pay the soldiers
and officers with Royalist land." And when that was a gone game, "Oust the Church and give its land
to the poor friendly Indians.”

You can't stand bowing back of the footlights forever with no show even if you are quite an
actor. Somebody else can make better use of any stage than even the handsomest actor who will not
useit.

Man is too aberrated to understand at least 7 things about power:

| Lifeislived by lots of people. And if you lead you must either let them get on with it or lead
them on with it actively.

2. When the game or the show is over, there must be a new game or a new show. And if there
isn't, somebody elseis jolly well going to start one, and if you won't let anyone do it, the game will
become "getting you."

3. If you have power, use it or delegate it or you sure won't have it long.

4. When you have people, use them or they will soon become most unhappy and you won't
have them anymore.
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5. When you move off a point of power, pay all your obligations on the nail, empower all
your friends completely and move off with your pockets full of artillery, potential blackmail on every
erstwhile rival, unlimited funds in your private account and the addresses of experienced assassins and
go live in Bulgravia and bribe the police. And even then you may not live long if you have retained



one scrap of domination in any camp you do not now control or if you even say, "l favor politician
Jiggs." Abandoning power utterly is dangerous indeed.

But we can't al be leaders or figures strutting in the limelight and so there's more to know
about this:

6. When you're close to power, get some delegated to you-enough to do your job and protect
yourself and your interests-for you can be shot, fellow, shot, as the position near power is delicious but
dangerous, dangerous always, open to the taunts of any enemy of the power who dare not really boot
the power but can boot you. So to live at all in the shadow or employ of a power, you must yourself
gather and USE enough power to hold your own-without just nattering to the power to "kill Pete," in
straightforward or more suppressive veiled ways to him as these wreck the power that supports yours.
He doesn't have to know al the bad news and if he's a power really he won't ask al the time, "What
are al those dead bodies doing at the door?' And if you are clever, you never let it be thought HE
killed themthat weakens you and also hurts the power source. "Well, boss, about all those dead bodies,
nobody at al will suppose you did it. She over there, those pink legs sticking out, didn't like me."
"Well," hell say if he really is a power, "why are you bothering me with it if it's done and you did it.
Where's my blue ink?' Or "Skipper, three shore patrolmen will be along soon with your cook, Dober,
and they'll want to tell you he beat up Simson." "Whao's Simson?" "He's a clerk in the enemy office
downtown." "Good, when they've done it, take Dober down to the dispensary for any treatment he
needs. Oh yes. Raise his pay.” Or "Sir, could | have the power to sign divisional orders?' "Sure."

7. And lastly and most important, for we al aren't on the stage with our names in lights,
always push power in the direction of anyone on whose power you depend. It may be more money for
the power, or more ease, or a snarling defense of the power to a critic, or even the dull thud of one of
his enemiesin the dark, or the glorious blaze of the whole enemy camp as a birthday surprise.

If you work like that and the power you are near or depend upon is a power that has at least
some inkling about how to be one, and if you make others work like that, then the power-factor
expands and expands and expands and you too acquire a sphere of power bigger than you would have
if you worked alone. Real powers are developed by tight conspiracies of this kind pushing someone up
in whose leadership they have faith. And if they are right and also manage their man and keep him
from collapsing through overwork, bad temper or bad data, a kind of Juggernaut builds up. Don't ever
feel weaker because you work for somebody stronger. The only failure lies in taxing or pulling down
the strength on which you depend. All failures to remain a power's power are failures to contribute to
the strength and longevity of the work, health and power of that power. Devotion requires active
contribution outwards from the power aswell asin.

If Bolivar and Manuela had known these things, they would have lived an epic, not a tragedy.
They would not have "died in the ditch,” he bereft of really earned praise for his real accomplishments
even to this day. And Manuela would not be unknown even in the archives of her country as the
heroine she was.
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Brave, brave figures. But if this can happen to such stellar personalities gifted with ability
tenfold over the greatest of other mortals, to people who could take arabble in a vast impossible land
and defeat one of Earth's then foremost powers, with no money or arms, on personality alone, what
then must be the ignorance and confusion of human leaders in general, much less little men stumbling
through their lives of boredom and suffering?

Let us wise them up, huh? Y ou can't live in aworld where even the great leaders can't lead.
L. RON HUBBARD



Founder
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HCO Hats
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22 March 67, sametitle.)

IMPORTANT

Admin Know-How Series 14

ALTER-IS AND DEGRADED BEINGS

Alteration of orders and tech is worse than noncompliance.

Alter-is is a covert avoidance of an order. Although it is apparently often brought about by
noncomprehension, the noncomprehension itself and failure to mention it is an avoidance of orders.

Very degraded beings alter-is. Degraded ones refuse to comply without mentioning it. Beings
in fair condition try to comply but remark their troubles to get help when needed. Competent
higher-toned beings understand orders and comply if possible but mainly do their jobs without needing
lots of special orders.

Degraded beings find any instruction painful as they have been painfully indoctrinated with
violent measures in the past. They therefore alter-is any order or don't comply.

Thus in auditing pcs or in org, where you find alter-is (covert noncompliance) and
noncompliance, given sensible and correct tech or instructions, you are dealing with a degraded,
low-level being and should act accordingly.

One uses very simple, low-level processes on a degraded being, gently.

In admin, orgs and especialy the Tech Div where a staff member alter-ises, or failsto comply,
you are also dealing with a degraded being but one who is too much a pc to be a staff member. He
cannot be at cause and staff members must be at cause. So he or she should not be on staff.

Thisisaprimary senior datum regulating all handling of pcs and staff members.

A degraded being is not a suppressive as he can have case gain. But heis so PTS that he works
for suppressives only. He is sort of a super-continual PTS beyond the reach redly of asmple S& D
and handled only at Section 3 OT Course.

Degraded beings, taking a cue from SP associates, instinctively resent, hate and seek to
obstruct any person in charge of anything or any Big Being.

Anyone issuing sensible ordersisthe first one resented by a degraded being.

A degraded being lies to his seniors, avoids orders covertly by alter-is, fails to comply,
supplies only complex ideas that can't ever work (obstructive) and is a general area of enturbulence,



often mild seeming or even "cooperative,” often even flattering, sometimes merely dull but
consistently alter-ising or noncomplying.
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This datum appeared during higher level research and is highly revelatory of earlier
unexplained phenomena-the pc who changes commands or doesn't do them, the worker who can't get
it straight or who is always on atea break.

In an area where suppression has been very heavy for long periods, people become degraded
beings. However, they must have been so before already due to track incidents.

Some thetans are bigger than others. None are truly equal. But the degraded being is not
necessarily a natively bad thetan. He is simply so PTS, and has been for so long, that it requires our
highest level tech to finally undo it after he has scaled up all our grades.

Degraded beings are about 18 to | over Big Beings in the human race (minimum ratio). So
those who keep things going are few. And those who will make it without the steam of the few in our
orgs behind them are zero. At the same time, we can't have a world full of them and still make it. So
we have no choice.

And we can handle them even when they cannot serve at higher levels.
Thisisrealy OT data but we need it at lower levels to get the job done.

L. RON HUBBARD

Founder

Accepted by the
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USES OF ORGS

There are two uses (violently opposed to each other) to which Scientology orgs can be put.
They are

| - To forward the advance of self and all dynamics toward total survival.

2. To use the great power and control of an org over others to defend oneself.
When a decent being goesto work in an org he uses 1.

When a suppressive goes to work in an org he uses 2.

When you get in ethics, the decent one raises his necessity level and measures up. The
suppressive type blows (leaves).



It is of vital interest to all of us that we have orgs that serve to increase surviva on all
dynamics. And that we prevent orgs being used as means to oppress others.

The answer, oddly enough, is to GET IN ETHICS exactly on-policy and correctly. And we
will advance.

L. RON HUBBARD

Founder
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Admin Know-How Series 16

SUPPRESSIVES AND THE ADMINISTRATOR
HOW TO DETECT SPs AS AN ADMINISTRATOR

There are three areas of detection which an administrator can utilize in the detection of a
suppressive person.

These are

1. No ethics change
2. No case change
3. No admin change.

An SP (suppressive person) is unable to change because he cannot, himself, confront. He
is badly "out of valence." Therefore, not being able to look at things directly, he is unable to erase
them or even see what they are. Such people often have a curtain of pictures they look at instead
of the universe around them. They do not see a building. They see a picture of a building in front
of the building. They are not at the point from which they view things.

Thusthey are peculiar in that they can't change.

The three principal zonesin a Scientology org are

| . Ethics

2. Tech

3. Admin.

We have the natural laws of these subjects, each one.

If you can get in ethics, you can get in Scientology technology. If you can get in
Scientology technology, you can get in admin. If you can get al three in, you have an org and
have expansion.

If you can't get in tech, ethicsisout. If you can't get in admin, both tech and ethics are out.



The sequence that things have to be "gotten in" to make an org is | st ethics, 2nd tech, 3rd
admin.

Where one of these goes out, the org contracts.

We have these three sciences. To really handle things, one has to be a master of al three,
even to live agood persond life.

By "get in,” we mean get it applied and effective.
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We live in a very woggy world at this time. The wog is so out-ethics he is living in what
amounts to a criminal society.

When we try to get tech in on the planet, we run into the out-ethics areas and this is the red
source of our troubles where we have any. We are getting in tech before we get in ethics. It can be
done (obviously, since we are doing it). But it isa heavy strain at best.

Just because we do not at once get ethics in on the planet does not mean we can't get any tech

By handling small sectors, beginning with self and Scientology groups and orgs, we can
continue to repeat the cycles of three-ethics, tech, admin. Gradually we enlarge the numbers we have
and gradually our sphere of ethics-tech-admin expands. And we one day have ethics in on the planet,
tech in on the planet, admin in on the planet.

The only stumbling block is the SP. This person (about 10 percent of the population) is unable
to change. We can process them if we can get them to sit till.

But these are the hidden booby-traps which make one's life, one's family, one's org, one's
nation, one's planet a rough-rough proposition.

Ninety percent of the people say, "Ethics great, tech great, admin great." And away we go.

Ten percent say,"Horrible, horrible, horrible." And cannot either see or change. They are the
true psychotics no matter how "sane" they sound. The people in ingtitutions are generally only their
victims.

This 10 percent, one must be able to detect and weed out so they don't contaminate areas we
are bringing up in ethics, tech and admin.

Our policy is we don't waste time on them. To cater to them is to betray 90 percent of the
population. So we set them aside for another day.

We get them off lines, out of orgs and to one side.

The true character of these people is usually masked in many ways. They are expert only in
deception and can take on any guise.

To listen to them one would suppose he was talking to his best friend sometimes. Except the
knifein one's back is also driven in by them.

We have much tech to describe them.
But one does not have to be an auditor with a meter to find these people.
An administrator only needs to know the three things about them.

1. No change in ethics



2. No changein case

3. No change in admin.

These people have

1. Thick ethicsfiles

2. Thick (or no) casefiles

3. Thick full (or no) comm baskets.
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If you just dismissed anyone who had all three, you would have gotten rid of an SP.

It works this way. When you start to get in ethics, most people "learn the ropes' fast. They
may have a few down conditions and chits or even courts or Comm Evs but you see the frequency
dwindles and eventually vanishes or nearly so.

When you start to get in tech on a person, it may be a hard haul for a while and then it begins
to level out and get easier.

When you start to get in admin, the confusion around some person may be great but after a
while the lines and policies straighten out.

None are good little angels. But 90 percent make progress in these 3 fields of ethics, tech and
admin.

The SP does NOT make any consistent progress at al and lapses every time.

Asonly 10 percent of the people then are making nearly all the tough work in ethics, tech and
admin, the thing to do then isto get them off the lines rather than betray 90 percent.

And the SP is detectable in ALL THREE AREAS. It needs no microscope to find out who on
a staff has the seniors working so hard for so little gain.

Their ethicsfileis huge, their case file either doesn't exist at al or is very fat, their comm lines
are jammed, their policy is out and their stats are on the bottom eternally.

So as an administrator you can detect SPs. You better had. YOUR OWN STATS WILL BE
DOWN TO THE DEGREE YOU FAIL TO DETECT THEM.

Just go to your files and look at the desks and sack whoever satisfies all three conditions above
and you can't missand WILL be able to breathe.

L. RON HUBBARD
Founder
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Every post and part of an org must have a statistic which measures the volume of product of
that post. The head of a part has the statistic of that part.

Every post or part of an org has a product. If it has no product, it is useless and supernumerary.

An Exec Sec has the products of his or her portion of the org. The first product of an Exec Sec
is, of course, his or her portion of the org's divisions. If the portion itself does not exist, then of course
the Exec Sec has no stat at all as an Exec Sec even if very busy-so he or sheis not an Exec Sec despite
the title. Thisis true of a department head, a section head and a unit head. One can't really be the one
in charge if the thing one isin charge of doesn't exist. Also, things that don't exist themselves can have
no product.

The whole rationale (basic idea) of the pattern of an org isaunit of 3. These are
THETAN

I
MIND - BODY - PRODUCT.

In Division One the HCO Sec is the thetan, Department One the MIND, Department Two the
BODY and Department Three the PRODUCT. The same pattern holds for every division.

It also should hold for every department and lower section and unit.
And above thesg, it holds for a portion of an org.
In the HCO portion of the org we have the HCO Exec Sec as the thetan, the Exec
Div (7) asthe MIND, Division One asthe BODY and Division Two as the PRODUCT.
And so with other parts of an org. They always go
THETAN

I
MIND - BODY - PRODUCT.

Now if you know and understand and can apply this, you can not only plan or correct an org or
one of its parts, you can also assign conditions correctly. You need data gained from inventories or
counts of items or the statistic assigned and drawn.

It is not enough to only follow graphs. That is a lazy, lazy, lazy, no-confront method when
used alone. Graphs can be falsified, can be too fixed on one thing and can ignore others unless you
read all the graphs of the part you are interested in.

Graphs are agood indicator and should be used wherever possible. BUT you must also keep in
mind that it requires ALL the graphs to be wholly accurate in a conditions assignment and the most
accurate conditions assignment possible and that the graphs must be based on ACTUAL figures.

So, to begin, you look at the graphs. Y ou look for recent ups and downs. Then
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you look for trends (long-range drifts up or down). Then you look for discrepancies. Like
high enrollment-low income, high letters out-low enrollment weeks later.

It is safe enough at first to simply assign moderate conditions (Emergency, Normal,
Affluence) by the current ups and downs of the graphs. This should result in expansion.



EXPANSION (product increase) is THE WHOLE REASON you are assigning conditions in
the first place, so you expect, reasonably, that if you assign conditions by graph you will get
expansion.

Now, after a while (weeks or months) you see you are getting expansion so you go on
assigning conditions by graph. An Exec Sec would also inspect the physical areas of Dangers and
Affluences as a matter of course.

BUT let us take the reverse case. Y ou assign conditions by graph (and inspections of Danger
and Affluence) and what you are assigning conditionsto DOESN'T expand!

Well, now we get to work. There is something wrong.

The first thing that can be wrong is that what you are assigning conditions to really doesn't
exist. The Director of Comm does not have a Department of Comm. He has only a messenger-telex
operator, no way to handle his other departmental functions and answers the phone himself.

So, finding no department, REGARDLESS OF OTHER REASONS ("can't get staff" "income
too low" "no quarters'), you bang him with a condition of NonExistence. Because he obviousy
doesn't exist as a Dir Comm, having no Comm Dept. (Non-Existence is also assigned for NO USE and
NO FUNCTION.)

Now, if this assignment to the Dir Comm of Non-Existence-with no further help from you,
mind-does not result in a Comm Dept in areasonable time, you assume he doesn't want one to be there
and you assign a condition of Liability.

You don't explain it al away. That's what he's doing so why imitate him?

You don't say, "He's just overwhelmed-new-needs a review-natter, natter, figure, figure." You
simply ASSIGN!

He STILL doesn't get a Comm Dept there.

Y ou inspect. You find the Ethics Officer isn't enforcing the Liability penalty ("Pete is my pal
and | . .."). So you assign the Ethics Officer a condition of Liability as he gets, naturally, what he
failed to enforce.

Now they mutiny and you assign a condition of Treason, shoot both of them from guns and fill
the posts.

The new incumbents you tell, "The boys before you aren't here now and aren't likely to be
trained or processed until we get around to the last dregs so we hope you do better. You begin in
Non-Existence. | trust you will work your way out of it at least into Danger before the week is out. As
you are just on post, the penalties do not apply for Non-Existence. But they will after 30 days. So let's
get a Dept of Comm and an Ethics Section.”

Now of course, if the E/O had to be shot from guns, Dir | & R isat once assigned a DANGER
CONDITION complete with penalties as that section was in his/her dept.

If there's no HCO (Div 7, 1, 2) part of the org, the LRH Comm of that org yells for the next
senior org to act. And if there's no LRH Comm, the next senior org should see that it's gone by lack of
stats or reports or expansion and act anyway.

Now you say, "But that's ruthless! No staff would. . . ."
Well, such a statement reasoning is contrary to the facts.
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The only time (by actual experience and data) you lose staff and have an unstaffed org is
when you let low stat people in. Low stat personnel gets rid of good staff members. An org that can't
be staffed hasan SPinit!

Orgs where ethicsistight and savage grow in numbers!

Man thrives, oddly enough, only in the presence of a challenging environment. That isn't my
theory. That's fact.

If the org environment is not challenging, there will be no org.

We help beyond any help ever available anywhere. We are a near ultimate in helping. At once
this loads us up with SPs who would commit suicide to prevent anyone from being helped and it lays
us wide open as "softees" to any degraded being that comes along. They are sure we won't bite so they
do anything they please. Conditions correctly assigned alone can detect and gject SPs and DBs.

So if we help so greatly, we must also in the same proportion be able to discipline. Near
ultimate help can only be given with near ultimate discipline.

Tech can only stay itself where ethicsis correctly and ruthlessly administered. Admin like ours
has to be high because our orgs handle the highest commodity-life itself.

So our admin only works where tech is IN. And our tech works only where ethicsisin.
Our target is not afew psychiatric patients but a cleared universe. So what does THAT take?

The lowest confront there is, is the confront of evil. When a living being is out of his own
valence and in the valence of a thoroughly bad, even if imaginary, image, you get an SP. An SPisa
no-confront case because, not being in his own valence, he has no viewpoint from which to erase
anything. That isall an SPis.

BUT the amount of knowing havoc an SP can cause is seen easily if only in this planet's
savage, cruel wars.

An executive who cannot confront evil is already en route to becoming suppressive.

Next door to the "theetie-weetie" case is the totally overwhelmed condition we call SP
(suppressive person).

It is so easy to live in a fairyland where nothing evil is ever done. One gets the image of a
sweet old lady standing in the middle of a gangster battle with bodies and blood spattering the walls
saying, "It's so nice, it's only a boy's game with toy guns.”

The low statistic staff member who never gets his stats up is making low stats. Heisn'tidle. It's
a goodie-goodie attitude to say, "He just isn't working hard." The chronic low-stat person is working
VERY HARD to keep the stat DOWN. When you learn that, you can assign conditions and make an
org expand.

When stats WON'T come up, you drop the condition down. Sooner or later you will hit the
REAL condition that applies.

Conversdly, as you upgrade conditions you will also reach the condition that applies. Some
staff members are in chronic Power. Who ever assigns it? They take over a post-its stats soar. Well, to
measure just stats of the post taken over as his condition is false since his personal condition is and has
been Power. And if it is Power, then that personal condition should be assigned.

That is very easy to see.
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BUT what if you have a personnel who whenever he or she takes over a post the stat
collapses?

WEell you better assign that one too. For just as the one in Power works to maintain up stats,
the one in the lower condition, whether one cares to confront it or not, works too and is just as
industriously collapsing not only his own post stats but also the stats of posts adjacent to his! So heis
a least a condition of Liability as the post if vacant would only be in Non-Existence! And as
somebody next to it might do a little bit for it, it might even get up to Danger condition, completely
unmanned!

DISCREPANCIES
When there are discrepancies amongst statistic graphs, SOME graph is false.

When you find afalse graph, you assign anyone who falsified it intentionally and knowingly a
condition of Liability, for that action is far worse than a noncompliance.

And you had better be aert to the actual area where the false graph originated as it has a tiger
in it. Only physical inspection of a most searching kind (or a board if it is distant) will reveal the
OTHER crimes going on there. There are always other crimes when you get a false report. Experience
will teach one that if he really looks.

RECIPROCITY

It is more than policy that one gets the condition he fails to correctly and promptly assign and
enforce.

It's a sort of natural law. If you let your executives goof off and stay in, let us say, a Danger
condition, yet you don't assign and enforce one, they will surely put YOU in a Danger condition
whether it gets assigned or not.

Remember that when your finger falters "on the trigger.”

That natural law stems from this appalling fact.

We didn't, along, long time ago, get in ethics. We goofed. And the whole race went into the
soup where it remainsto this day.

And if we are to live in this universe at al, at all, we are going to have to get in ethics and
cleanit up.

Whether that's easy to confront or not is beside the point. The horrid truth is that our fate is
FAR more unconfrontabl e!

Now we have to have highly skilled tech to bail us out. And | assure you that that tech will
never get in or be used beneficially at all unless

1. We get ethicsin, and
2. Unless Scientology orgs expand at aregular rate.
Only then can we be free.

So that's how and WHY you assign and enforce conditions. It's the only way everyone finally
will win.

L. RON HUBBARD

Founder
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 8 FEBRUARY 1968

Rernimeo

Admin Know-How Series 18

STATISTIC RATIONALIZATION

"Rationalizing a statistic" is a derogatory term meaning finding excuses for down statistics.

Finding excuses or reasons why a stat is down does NOT bring it up and at best is a scathing
comment on the lack of foresight or initiative of the executive in charge of the area.

What iswanted is (1) prevention of stats going down and (2) quick action to bring them up.

Being reasonable about their being down should be regarded as AGREEMENT WITH THEIR
BEING DOWN. Which is, of course, suppressive.

"Well, the letters out stat is down because we were paying a girl so much per letter and ‘policy’
stated we could not hire anyone so we fired her and that's why letters out is down."

That was an actual rationalization given in Washington, D.C., for the collapse of the org last
year.

To begin, there is no such "policy" and surely no policy exists to have down stats. So, here the
felony is compounded by seeking to blame policy for adown stat which for sure revealed the action as
asuppressive effort to rationalize (and get away with) adown stat.

The only reason stats are down, ever, is because somebody didn't push them up, All other
reasons are false.

IDtE FIXE

Some people have a METHOD of handling a down stat which is a fixed idea or clich6 they
use to handle all down stat situationsin their lives.

These people are so at effect they have some idea sitting there "that handles' a down statistic.

"Lifeislikethat." "I alwaystry my best." "People are mean." "It will get better." "It was worse
last year."

They KNOW it isn't any use trying to do anything about anything and that it is best just to try
to get by and not be noticed-a sure route to suicide.

Instead of seeking to prevent or raise a declining stat in life, such people use some fixed idea
to explain it.

Thisis aconfession of being in apathy.

One can always make stats go up. Hard work. Foresight. Initiative. One can always make stats
go up. That'sthe truth of it, and it needs no explanations.

L. RON HUBBARD

LRH:jp.rd.gm Founder
Copyright Q 1968
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 5 MARCH 1968
Remimeo
Staff Status| (HCO Policy Letter of 31 October 1966, Issue 11,
Checksheet Amended and Reissued)
(The one modified paragraph isin caps.)
Admin Know-How Series 19
GENERAL FOR ALL STAFF
JOB ENDANGERMENT CHITS

If you are given orders or directions or preventions or denied materials which make it hard or
impossible for you to raise your statistics or do your job at al, you MUST file a Job Endangerment
Chit on your next highest superior.

If you are admonished or ordered to a hearing for NOT doing your job and having low
statistics and have NOT previoudly filed a Job Endangerment Chit at the time it occurred, you have no
defense.

Y ou should not come to a hearing as a defendant and say you were prevented or inhibited from
doing your job. Unless you have filed a Job Endangerment Chit previously when your job was
endangered, the statement MAY NOT BE ACCEPTED by the Hearing Officer or the Comm Ev.

POLICY

Most people who have trouble with policy or admin do so simply because they don't know it
or can't or don't useit.

Such a person can be told anything and tends to take it as fact.

Policy exists to speed the wheels and make a job doable.

But sometimes one has a senior who continually saysthisor that is "against policy."
Always respectfully ask for the date of the policy letter and to see a copy of it.

Then you will know that what you propose is or is not against policy. If no policy letter can be
produced or if what you proposed is NOT against policy and is still refused, you must file a Job
Endangerment Chit.

WHERE TO FILE

FORMERLY ONLY ONE COPY WASWRITTEN. THISISNOW MODIFIED.
USING CARBON PAPER, MAKE AN ORIGINAL AND TWO COPIES.
SEND ONE COPY TO THE PERSON BEING FILED ON.

SEND TWO COPIES TO THE ETHICS OFFICER.



THE ETHICS OFFICER WILL FILE ONE IN THE FILE OF THE PERSON NAMED AND
ONE IN THE FILE OF THE PERSON WRITING THE CHIT.
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THESE COPIES MUST BE CAREFULLY PRESERVED IN EVENT OF A COMM EV OR
HEARING AS THEY ARE NECESSARY DEFENSE PAPERS.

WHAT TO FILE

Full details, without rancor or discourtesy, must be given in the report, including time, places
and any witnesses.

VEXATIONSFILING

Anyone filing Job Endangerment Chits on superiors or equals or juniors must be able to back
them up.

One cannot be given an Ethics Hearing or Comm Ev for a false Job Endangerment Chit unless
it contains a willful and knowing false report which endangers somebody else's job. But even so, no
Ethics Hearing may be ordered for the fact of filing, only for awillful and knowing false report.

So if your facts are straight, there is no slightest risk in filing a Job Endangerment Chit. On the
contrary, it is dangerous NOT to file one. For then one has NO defense.

PERSONAL MATTERS

Sometimes a staff member isimposed on in such away as to prejudice his job such as having
to do off-line favors.

Thisisan occasion for a Job Endangerment Chit.

If oneisthreatened with punishment if one files a Job Endangerment Chit, one must then file a
second chit based on the threat.

If an org as a whole seems to refuse Job Endangerment Chits or ignore them, one can be filed
with Worldwide simply by sending it direct to "HCO Ethics Worldwide, Saint Hill Manor, East
Grinstead, Sussex."

WRONGFUL DISMISSAL

Dismissal without following proper procedure of a Hearing may be sued in the Chaplain's
Court, Division 6. If no Chaplain's Court exists in the local org, then one surely does in the
Continental Org and one can file such a suit there or at Saint Hill.

CHITSBY SENIORS

Seniors let down by juniors had better file Job Endangerment Chits before calling a lot of
ethics actions. Staff members are seldom willful, they are just unknowing. Senior chits on juniors
should carry a copy to the junior on channels as well as Ethics.

FALSE REPORTS
When one finds he has been falsely reported upon he should file a Job Endangerment Chit.
HEARINGS ON CHITS

Ethics action is not necessarily taken because a chit has been filed on one. But if too many
chits occur in a staff member's file, an investigation should be ordered and only if the board so
recommends does ethics action then occur.
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STATE OF MIND

Don't sit around muttering because you are being kept from doing your job.
And don't be timid about filing a Job Endangerment Chit.

Don't accept orders you know are against policy or at least unworkable. File a Job
Endangerment Chit,

There is no vast THEY weighing you down. There is only ignorance of policy or
misinterpretation or arbitrary interference.

If you are willing to do your job, then know your job and do it. And if you are being shoved
off so you can't do it, you MUST file a Job Endangerment Chit.

Y ou have aright to do your job, you know.
L.RO

Found
LRH:jc.rd.gm Copyright 0 1966, 1968 by L. Ron Hubbard ALL RIGHTS RESERVED
[Note: The reissue expanded the section under "Where to File."]
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 30 MAY 1968
(Issued from Flag Order 805)

Remirneo

Admin Know-How Series 20

ADMINISTRATION

When admin is OUT, tech is OUT, and ethics has long ceased to exist.

You can never send administrative orders into an out-admin area; you can only get ethicsin.
To do other than to get ethicsin isto only invite further noncompliance and dev-t.

In reality, ANY administration is a symptom of out-ethics. Any order isreally acriticism. If a
post was really being worn, orders would be unnecessary.

If someone started giving me orders, then | would wonder about my post. DO YOUR JOB
WITH A PLUS AND A PREDICT. Wear your hat so well, you never need an order.

Remember: NEVER ISSUE AN ORDER TO GET AN ORDER YOU HAVE ALREADY
ISSUED COMPLIED WITH. Ethics has gone out. When ethics has to be put in, responsibility is out.

L. RON HUBBARD

Founder
LRH:shjs.rd.gm Copyright c) 1968 by L. Ron Hubbard ALL RIGHTS RESERVED
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HCO POLICY LETTER OF 25 OCTO

All Execs
Rernimeo

Org Exec Course

Introductory Admin Know-How Series 21

IMPORTANT

ADMIN KNOW-HOW

When trying to get stats up, you must realize that what GOT stats up will GET stats up.
Using new, unusua experiments can crash your full intention.

In new programs the BUGS have not been worked out. It's like a newly designed piece of
machinery. The clutch slips or the h.p. is sour.

New programs are undertaken on a small scale as PILOT PROJECTS. If they work out, good.
Spot the bugs, streamline them and prove them. Only then is it al right to give them out as broad
orders.

So it isn't good for an EC to hand out strings of orders. Or for an executive to start alot of new
projects.

Thereisathing called STANDARD ADMIN. It comes from the policy letters.

When we produced the wild, soaring tech stats with the Sea Org Class V11l Auditor program,
IT WASBY PUTTING IN THE EXACT PROCESSES AND GRADES. By going super standard, we
got 100% case gain.

It is the same with policy. If you get an org in with super standard policypromotion, form and
admin-the stats SOAR.

TELEX ORDERS

Instead of sending out a mad avalanche of orders on telex, an exec should only send the
number and date of the Pol Ltr he wantsin AND THEN SHOULD RIDE THAT ONE ORDER until it
isin.

To choose WHAT policy letter is of course the trick. One has to know something about the
conditions of the org before sending the order.

TRYING TO GET ALL POL LTRSIN at once can aso swamp an org. "Get on policy” is a
meaningless remark. Get on such and such apolicy, if it is obviously out, is a very valuable action.

GENERAL EXEC ACTIONS
EDs are there to say WHAT policy should be concentrated on, not to give new orders.

An executive who iswise, getsin policy on agradient (little by little, building it up higher and
higher. keeping the old in while adding in the new).

To understand how to do this, one must be able to conceive of basic outnesses. It requires red
genius to discover how gross and how basic an outness can be.
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An exec pounds away with a high-level policy on how to do accounting. Is his face red when
he finds the reason for the muddle is that there isn't anyone in the division!!!

Once we amost "did our nut" trying to find what outness had unmocked an org. All sorts of
involved conclusions were reached. All manner of orders given without any improvement. And then
"murder outed." EVERY Registrar in the org had been removed and no new ones appointed. The
public couldn't find anyone to sign them up.

| once sent a continent into Power simply by discovering that it had not appointed people to
the posts of Exec Sec in any org! How "out" can it get? As soon as Exec Secs were appointed, the
whole continent went into Power.

I once read an ED which (a) removed all executives but one and then (b) gave 20 complex
orders "to be done at once." The one remaining personnel could not have executed any of them. | at
once canceled ALL EDs not issued by myself and shortly up went the stats.

Wondering why no mail is ever mailed does not call for a complex policy. It calls for a policy
about the form of the org, how it must have Exec Secs, divisional secs. For there to be no mail going
out can only mean there's nobody on post!

A divisional sec trying to get in his division's policy must look first for GROSS outnesses.
They are never small. And then he must get them in by policy. Then they'll stay in.

There IS a standard admin. It deals in simplicities. People are on post. Particles flow.
Promotion isdone. Tech is delivered. The org board is up and is followed.

If policy isn'tin at that level of largeness, it will never go in on higher points.

Knowing an org inside out is also knowing who to tell to do what and what policy to get in
when. It's like knowing how to drive a car. It won't go if you don't know where the ignition switch is
located. Policy outnesses occur and unusual ideas are put forth only by those who don't know what is
usual in thefirst place.

Like standard tech, in standard policy the results come from getting in the basics and doing
them well.

L. RON HUBBARD
Founder

LRH:jp.ei.rd.gm Copyright c) 1968 by L. Ron Hubbard ALL RIGHTS RESERVED
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 14 SEPTEMBER 1969

Rernimeo

Senior OEC

Admin Know-How Series 22
THE KEY INGREDIENTS

When we look at organization in its most simple form, when we seek certain key actions or
circumstances that make organization work, when we need a very simple, very vital rundown to teach
people that will produce results, we find only afew points we need to stress.



The purpose of organizationis TO MAKE PLANNING BECOME ACTUALITY.

Organization is not just a fancy, complex system, done for its own sake. That is bureaucracy at
its worst. Org boards for the sake of org boards, graphs for the sake of graphs, rules for the sake of
rules only add up to failures.

The only virtue (not always a bad one) of a complex, unwieldy, meaningless bureaucratic
structure is that it provides jobs for the friends of those in control. If it does not also bring about
burdensome taxation and threatened bankruptcy by reason of the expense of maintaining it, and if it
does not saddle a people or production employees with militant inspections and needless control,
organization for the sake of providing employment is not evil but beyond providing employment is
useless, and only when given too much authority isit destructive.

The kings of France and other lands used to invent titles and duties to give activity to the
hordes of noble hangers-on to keep them at court, under surveillance, and out of mischief out in the
provinces where they might stir up their own people. "Keeper of the Footstools,” "Holder of the Royal
Nightgown" and other such titles were fought for, bought, sold and held with ferocity.

Status-seeking, the effort to become more important and have a personal reason for being and
for being respected, gets in the road of honest efforts to effectively organize in order to get something
done, in order to make something economically sound.

Organization for its own sake, in actual practice, usually erects a monster that becomes so hard
to live with that it becomes overthrown. Production losses, high taxes, irritating or fearsome
interference with the people or actua producers invites and accomplishes bankruptcy or revolt, usually
both even in commercial companies.

Therefore to be meaningful, useful and lasting, an organization has to fit into the definition
above:

TO MAKE PLANNING BECOME ACTUALITY.

In companies and countries there is no real lack of dreaming. All but the most depraved heads
of companies or states wish to see specific or general improvement. This is also true of their
executives and, as it forms the basis of nearly all revolts, it is certainly true of workers. From top to
bottom, then, there s, in the large majority, a desire for improvement.

More food, more profit, more pay, more facilities, and, in general, more and better of whatever
they believeis good or beneficial. This also includes less of what they generally consider to be bad.
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Programs which obtain general support consist of more of what is beneficial and less of what
is detrimental. "More food, less disease,” "more beautiful buildings, less hovels," "more leisure, less
work," "more activity, less unemployment,” are typical of valuable and acceptable programs.

But only to have a program is to have only a dream. In companies, in political parties, useful
programs are very numerous. They suffer only from alack of execution.

All sorts of variations of program failure occur. The program is too big. It is not generally
considered desirable. It isnot needed at all. It would benefit only afew. Such are surface reasons. The
basic reason islack of organization know-how.

Any program, too ambitious, partially acceptable, needed or not needed, could be put into
effect if properly organized.



The five-year plans of some nations which are currently in vogue are aimost all very valuable
and amost al fall short of their objectives. The reason is not that they are unreal, too ambitious or
generally unacceptable. The reason for any such failureislack of organization.

It is not Man's dreams that fail him. It is the lack of know-how required to bring those dreams
into actuality.

Good administration has two distinct targets:
1. To perpetuate an existing company, culture, or society
2. To make planning become actuality.

Given a base on which to operate-which is to say land, people, equipment and a culture-one
needs a good administrative pattern of some sort just to maintain it.

Thus | and 2 above become 2 only. The plan is "to continue the existing entity." No company
or country continues unless one continues to put it there. Thus an administrative system of some sort,
no matter how crude, is necessary to perpetuate any group or any subdivision of a group. Even aking
or headman or manager who has no other supporting system to whom one can bring disputes about
land or water or pay is an administrative system. The foreman of a labor gang that only loads trucks
has an astonishingly complex administrative system at work.

Companies and countries do not work just because they are there or because they are
traditional. They are continuously put there by one or another form of administration.

When a whole system of admin moves out or gets lost or forgotten, collapse occurs unless a
new or substitute system is at once moved into place.

Changing the head of a department, much less a general manager and much, much lessaruler,
can destroy a portion or the whole since the old system, unknown, disregarded or forgotten, may cease
and no new system which is understood is put in its place. Frequent transfers within a company or
country can keep the entire group small, disordered and confused, since such transfers destroy what
little administration there might have been.

Thus, if administrative shifts or errors or lack can collapse any type of group, it is vital to
know the basic subject of organization.

Even if the group is at effect-which is to say originates nothing but only defends in the face of
threatened disaster, it still must plan. And if it plans, somehow it must get the plan executed or done.
Even a simple situation of an attacked fortress has to be defended by planning and doing the plan, no
matter how crude. The order, "Repel the invader who is storming the south wall," is the result of
observation and planning no
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matter how brief or unthorough. Getting the south wall defended occurs by some system of
administration even if it only consists of sergeants hearing the order and pushing their men to the
south wall.

A company with heavy debts has to plan even if it is just to stall off creditors. And some
administrative system hasto exist even to do only that.

The terrible dismay of a young leader who plans a great and powerful new era only to find
himself dealing with old and weak faults, is attributable not to his "foolish ambition" or "lack of
reality” but to hislack of organizational know-how.



Even elected presidents or prime ministers of democracies are victims of such terrible dismay.
They do not, as is routinely asserted, "go back on their campaign promises' or "betray the people.”
They, as well as their members of parliament, simply lack the rudiments of organizational know-how.
They cannot put their campaign promises into effect not because they are too high-flown but because
they are politicians not administrators.

To some men it seems enough to dream a wonderful dream. Just because they dreamed it they
feel it should now take place. They become very provoked when it does not occur.

Whole nations, to say nothing of commercial firms or societies or groups, have spent decades
in floundering turmoil because the basic dreams and plans were never brought to fruition.

Whether one is planning for the affluence of the Appalachian Mountains or a new loading
shed closer to the highway, the gap between the plan and the actuality will be found to be lack of
administrative know-how.

Technical ignorance, finance, even lack of authority and unreal planning itself are none of
them true barriers between planning and actuality.

Thus, we come to the exact most basic steps that comprise administration.

First is OBSERVATION. From beginning to end, observation must serve both those in charge
and any others who plan. When observation is lacking, then planning itself as well as any and al
progress can become unreal and orders faulty and destructive. Observation, in essence, must be TRUE.
Nothing must muddy it or color it asthis can lead to gross errors in action and training.

Next is PLANNING itself. Planning is based on dreams but it must be fitted to what is needed
and wanted and what men can do, even with stretched imaginations or misgivings. Planning has to be
targeted and scheduled and laid out in steps and gradients or one will be laying railroad tracks that
pass through oceans or boring tunnels in mountains that do not exist or building penthouses without
putting any building under them to hold them up.

The essence of planning is COMMUNICATION and the communication must be such that it can
be understood and will not be misunderstood. For unless those who oversee and those who do, know
what their part of the plan is, they cannot execute their share and very well may oversee and do quite
some other action, leaving a monstrous gap and even a structure that ate up their time and funds but
now has to be torn down.

The next is SUPERVISION and supervision is dually needful. It serves as a relay point to
which plans can be communicated and from which observations as reports can be received; and it
serves as the terminal which communicates the plans as orders and sees that they are actually done.
This gives one the genus of the org board as a central ordering point which has other relay ordering
points taking care of their part of the
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whole plan or program. These points are often also the points which care for local occurrences
which must be handled, and their frailty is that they become so involved with local occurrences,
oddities and purely local concerns that they do not or can not give any attention to receiving, relaying
and overseeing their part of the main plan.

Then there are the PRODUCERS who produce the service or the structure or the product
required by the plan. Many plans are marvelous in all respects but putting somebody there to actually
DO the required actions that make the plan real. The primary fault is to use persons who aready have
projects and duties to which they are committed and, with their loca knowledge, see must be
continued at any cost but who are forced to abandon existing programs or duties to start on this new



activity, solely because the new activity has the stress given it in orders and the old activities are
seemingly ordered left alone. Old companies and old countries could be said to be "that collection of
incomplete and abandoned projects which is confused and failing."

Finally there is the USER, those who will use or benefit from the program when it is realized
and completed. When planning fails to take this element into account, only then can the whole
program fail utterly, for it, regardless of dreams, labor and expense, is finally seen to be of no value
anyway. Thus all great programs begin with an understanding or a survey of what is needed and
wanted; and a nose and value count of those who will use it; and a costing action in time, labor,
materials and finance, compared to the value of it, even if only aesthetic, of those who will use it in
any way if only to know they have it or to be proud of it or to feel better or stronger because they have
doneit.

Thus one gets the points which are the true administrative points:
1. OBSERVATION even down to discovering the users and what is needed and wanted.

2. PLANNING which includes imaginative conception and intelligent timing, targeting and
drafting of the plans so they can be communicated and assigned.

3. COMMUNICATING which includes receiving and understanding plans and their portion
and relaying them to others so that they can be understood.

4- SUPERVISION which sees that that which is communicated is done in actuality.

5. PRODUCTION which does the actions or services which are planned, communicated and
supervised.

6. USERS by which the product or service or completed plan is used.

Administrative systems or organizations which lack at least the rudiments of the above system
will not bring off the dream and will accumulate an enormous lot of uncompleted actions. Not a few
failures, bankruptcies, overthrows and revolutions have occurred because one or al of the above
points were awry in an existing organization.

The amount of heroic executive overwork which comes from the omission of one or more of
these vital essential points accounts for the ulcers which are the occupational disease of those in
charge.

When some or all these points are awry or gone, an executive or ruler or his minister is
reduced to an anxiety which can only watch for the symptoms of bankruptcy or attack or revolt.
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Even if so reduced, an executive who fends off disaster while getting in a system which
satisfies the above points has an enormously bettered chance of winning at long last.

The dual nature of an administrative system or an organization now becomes
plain.

Let us pry apart | and 2 above. The effort to hold an existing organization together is realy
different than trying to get a plan into actuality. In practice, one has an organization of some sort. It
has functions and it has local concerns and problems. And it has programs and actions from past
control centrals or which were locally generated.

To push in upon this plans which, no matter how well conceived or intentioned, are additional
toitsload will cause agreat deal of confusion, incomplete projects left dangling and general upset.



To place new programs into action, two prior actions are necessary:
A. Put in awhole new system paralleling the old existing system.

B. Survey the old system and its existing programs to preserve them, eradicate them or
combine them with the new plans.

To leave A and B undoneis to court disaster. Whether one is aware of the old programs or the
old organization or not, THEY REMAIN AND WILL CONTINUE-even if only as a pile of undone,
unsorted papers nobody knows where to file or as a pile of odd unfinished masonry some future
generation can't identify or will identify with scorn of administrationsin general.

New leaders are sometimes looked upon as a worse scourge than a foreign enemy and new
patterns of rule are often subjected to overthrow simply because they did not, out of ignorance or
laziness, do A and B above.

One sometimes finds a company unit or a military officer left in some unheard of place for
years, at continuing expense, guarding or nibbling at some project in a bewildered or philosophic
fashion.

The activity remained unremembered, unhandled when a new broom and new planners entered
the scene.

This can get so bad that a company or a nation's resources can be broken to bits. The old plans,
disorganized, not known, discredited, are superseded by new plans and new ambitions. The old plans
are in the road of the new plans and the new plans prevent old plans from completing. The result is an
impasse. And the men in charge, even at the level of junior executives, become even more puzzled and
bewildered than the workers and begin to believe no new plans can ever be done, blame the ignorance
of the populace and the cruelty of fate and give up.

All they had to do was put in a complete new parallel system asin the | to 6 outline above for
their new plans and to meanwhile preserve and continue the old system while they surveyed for
preservation, eradication or combination of it. It is sometimes even good sense to continue old projects
to completion currently with new projects just to maintain stability in the company or country and
somehow find new finance and new people for the new plans. It is often far less costly than to simply
confuse everything.

Furthermore, all NEW and untried plans should have PILOT PROJECTS which by test and
use must be successful before one incorporates them and their new workers into the old system as a
parallel dependable activity.
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A "chicken in every pot" as a campaign promise could easily succeed if organized asin | to 6
above.

Thereisalot to organization. It requires trained administrators who can forward the programs.
But a"trained" administrator who does not grasp the principles of organization itself is only aclerk.

At this current writing Man has not had administrative training centers where actual
organization was taught. It was learned by "experience” or by working in an organization that was
already functioning. But as the principles were not the same company to company and nation to
nation, the differences of background experiences of any set of administrators differed to such a
degree that no new corps could be assembled as ateam.



Thus it was said to require a quarter to a half a century to make a company. But the number of
ineffective bureaucracies and national failures which existed stated clearly that there were too few
skilled administrators and too few training activities.

Man's happiness and the longevity of companies and states apparently depend upon
organizational know-how. Hiring specialized experts to get one out of trouble is a poor substitute for
knowing what it is all about in the first place.

Organization is actualy a simple subject, based on a few basic patterns which, if applied,
produce success.

If one would dream and see his dreams an actuality, one must also be able to organize and to
train organizational men who will make those dreams come true.

L. RON HUBBARD

Founder
LRH:rs.ei.rd.gm Copyright Q 1969 by L. Ron Hubbard ALL RIGHTS RESERVED
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DEV-T

The entire, complete and only major source of dev-t is ignorance or failure to grasp
CONFUSION AND THE STABLE DATUM as covered fully in Problems of Work (and LRH tapes of
1956).

Unless an executive or staff member fully grasps the basic principles of confusion and a stable
datum then the org board is completely over his head, the reason for posts is not understood and dev-t
becomes routine.

A post on the org board is the STABLE POINT. If it is not held by someone, it will generate
confusion. If the person that is holding it isn't realy holding it, the confusion inherent in that area on
the org board zooms all over the place near and far.

Any executive getting dev-t knows at once what posts are not held because dev-t is the
confusion that should have been handled in that area by someone on post. With that stable terminal not
stable, dev-t shoots about.

Excessive transfers in an org promote fantastic dev-t as the posts do not really get held as
people are on them too briefly. "Musical chairs' (excessive transfers) can destroy an org or area.

The remedy is to get people trained up (OEQ to handle their posts, to get people on post who
do handle their posts.

An essential part of such training is a study of Problems of Work and a full grasp of how a
stable terminal handles and prevents confusion. If the person cannot fully grasp this principle, he is
below the ability to conceive of terminals and barely able to perceive lines. He cannot communicate
since there are no terminals to him.

REMOTE AREAS



If an area remote from an executive does not contain a stable point to which he can send his
comm and get it handled, then his comm only enters dev-t into the area and he gets back floods of
despatches and problems but no real handling. The areais not organized and does not have peoplein it
who have grasped Problems of Work or how it applies to an org board or even why there is an org
board.

Communicating into a disorganized area without first organizing it to have at least one stable
terminal isfoolishness.

An org board is that arrangement of persons, lines and actions which classifies types of
confusions and gives a stable terminal to each type. It is as effective as its people can conceive of
terminals and understand the basic principle of confusions and stable data.

A good executive arranges personnel and organization to handle types of actions and
confusions. He does not broadly comm into disorganized areas except to organize them.

Any areawhich gives an executive excessively developed traffic (dev-t) isan area
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where the persons supposed to be the stable terminals in that area are not holding their
posts and do NOT understand what they are or why and do not know what an org board is and
have never understood the Scientology fundamental known as confusion and the stable datum.
They are NOT doing their post or organizing their aress.

An executive's evidence of thisisthe receipt from there of dev-t.

The executive's action is to get somebody THERE, get him to understand confusion and
the stable datum and how it applies to posts as stable terminals, get him trained up and use that
now stable point to handle further confusions.

If an executive goes on handling dev-t of people who are not stable terminals that handle
their areas, HE WILL BE FORCED TO WORK HARDER THAN IF THE POST WERE
EMPTY. At least if it were empty, he would get only the confusion of that area. Asit is, if the
post isimproperly held and wobbly, he gets not only the area confusion but also the enturbulation
of the wobbly incumbent.

Volumes could be written about this subject. But there is no reason whatever not to be
able to grasp the fundamentals concerning confusion and stable data, confusion and stable
terminals, apply it to org boards, to areas and to expansion.

Chaos is the basic situation in this universe. To handleit you put in order.

Order goesin by being and making stable terminals arranged to handle types of action and
confusion.

In organizing units, sections, divs, depts, orgs or areas of orgs, you build by stable
terminals.

Y ou solve areas by reinforcing stable terminals.
Executives who do not grasp thislive lives of total harassment and confusion.

The whole secret of organization, the whole problem of dev-t, the basic ingredient of all
expansion is contained in this.

L. RON HUBBARD



Founder
LRH:rs.Idm.ei.rd.gm Copyright ¢ 1969 by L. Ron Hubbard ALL RIGHTS RESERVED
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DISTRACTION AND NOISE

Noise is a technical term used in the field of public relations to describe the medley of
messages hitting a member of a public besides one's own message.

The clamoring for attention of many different people, firms, situations brings about a
condition where another voice or despatch isjust ONE MORE DISTRACTION.

We can profitably use NOISE to describe the demands for attention put upon a staff member,
executive, office or org that is being distracted off amain line of action.

A law evolvesTHOSE INDIVIDUALS OR AREAS THAT ARE THE LEAST
WELL-ORGANIZED ARE AFFECTED THE MOST BY DISTRACTIONS.

Let ustake an office in Gus Falls, South Alabama. The Public Exec Sec chooses personnel and
audits, the HCO ES lectures, the OES mows the lawn. The rest of the staff are assigned to no divisions
particularly, they try to cope but the org makes little money, naturally, so they "moonlight" (have other
jobs).

The place is a mess, of course. Public, bills collectors, salesmen, al clamor endlessly for the
org's attention. The more disorganized the place is, the more messages each distractor has to originate
to get anyone there to listen. Routine actions, having no lines on which to travel and no one to handle
them, become frantic oft repeated emergencies each one with multiples of messages.

SO, you are an executive in aremote city. This Gus Falls Officeisin your area.
SO, you write them despatches.

Y ou get no answers.

Y ou write more despatches.

And they go unanswered.

Gus Fallsjust isn't reporting up.

WHY ? Y ou are just one more noise in a screaming chaos.

The office manifests mainly DEFENSE. It is being hit so hard with random voices and
despatches that it develops aridge against all voices, al despatches.

Anything from you, if it getsread at all, isresented asit's "just one more awful impossible."
So there are only three conditions wherein you get no answers or compliance-
1. Thereis no one there.

2. Your terminal thereisn't wearing his or her hat.
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3. The place is a howling disorganized madhouse.

The remotely located executive who keeps writing despatches into an area and gets no
action or answers has these situations:

A. Hisorders are unreal in that they are not based on good observation.

B. His orders are contrary to policy and would produce upsets or disorganization.
C. Thereis no one there at the receipt point.

D. Theterminal addressed isn't wearing his/her hat.

E. The place is a howling disorganized madhouse.

In any of these cases we get this law:

WHEN YOUR DESPATCHES OR ORDERS ARENT GETTING ANSWERED OR
ACTIONED, DON'T EVER KEEP ISSUING MORE OF THE SAME.

In the special case of E you haven't got a chance of attracting attention.
There are many things you can do in the case of E.

Whatever you do, if observation and real data to hand (not rumor or opinion) shows E to
be the case, there isone basic rule:

WHEN A PERSONNEL OR PLACE ISDISTRACTED, GET IN ONLY EASY BASICS
ONE AT A TIME.

Problems of Work data applies. Stable datum and confusion.

Whatever you do, you have to get correct factual observation that is actual data, not
propaganda or opinion.

It could be somebody there is suppressive and is tearing the place apart.

It could be they just don't know what organization is, that it means that specialized
personnel are assigned to different posts with specific duties and that command and flow lines are
established throughout the organization. Maybe they don't know that.

It could be only the top strata is in a mess with the staff working well out of sight from a
remote observer. That has happened.

A remote executive or one on the ground confronting this sort of thing gets his first
inkling of it from no-reports or noncompliance or slow compliance.

His next action is to collect factual data on actual conditions.

His next action is to find out WHO if anyone is disorganizing the place, and handle that
one. But this is with care as such action if remotely taken can be wrong and the place will just
disintegrate.

His next action is to get in simple basics like an org board, then hats, then a comm center,
then recruitment, then decent promotion and decent service.

Often such a group as in E has generated howling financial or even public emergencies
and these are what are screaming for attention. The thing to do is to put a special section IN



CHARGE OF THAT EMERGENCY and route anything related to it to that special section for
full orderly handling. Get the rest of the place properly organized and conducting business as
usual.
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It takes a while for an organized activity such as an office to become a shattered wreck.
However, an SP put into it as an exec can speed this process up greatly.

Therefore, anyone seeking to handle the confused area must detect the symptoms early and
handle early.

THE LATER THE SITUATION IS NOTICED, THE HARDER IT WILL BE, AND THE
LONGER IT WILL TAKETO BUILD IT BACK UP AGAIN.

The next time you get a DEFENSIVE ANSWER, A SLOW COMPLIANCE or a
NO-REPORT, realize that you have on your hands right there, whether in one person or an org, the
symptoms of a situation you must handle. It is any one of from A to E above.

Honestly and dispassionately figure out which one it is. And realize if it is D (not wearing a
hat) it could be a symptom of an SP so watch it until you know his (@) case status, (b) ethics record
and (c) production record or you could make a mistake.

If it'sany one of these, A to E, you can find out by dispassionate analysis based on facts.
But in any event the situation MUST be handled. What is wrong must be remedied.
L. RON HUBBARD

Founder
LRH:kjm.rd.gm Copyright ¢ 1970 by L. Ron Hubbard ALL RIGHTS RESERVED
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CLOs, OTLs AND FLAG

(References: HCO Policy Letter of 14 September 1969, Admin Know-How Series 22, "THE
KEY INGREDIENTS," HCO Poalicy Letter of 8 May 1970, "DISTRACTION AND NOISE" and the
P/Lsof THE DATA SERIES)

PURPOSE OF CLOs

TO MAKE PLANNING BECOME AN ACTUALITY is the key message of the key
ingredients.



This aso unlocks the door to an understanding of Continental Liaison Offices and Operation
and Transport Liaison Offices.

Unless the staff of a CLO or OTL knows the purpose of its existence, it ceases to exist as it
will be of no real use.

A CLO or OTL must be of USE to FLAG and ORGS and franchises and the public. If it isnot,
then it will become valueless and a burden.

If it does know and if every staff member in it knows its purpose, then it will prosper and its
staff will prosper. If not, it will become unmocked and confused.

THE MAJOR PURPOSE OF A CLO OR OTL ISTO MAKE FLAG PLANNING BECOME
AN ACTUALITY IN ORGS, FRANCHISES AND THEREBY THE VARIOUS PUBLICS.

STEPS

In THE KEY INGREDIENTS you find a cycle of management as follows:
1. Observation

2. Planning

3. Communicating

4. Supervision

5. Production

6. Users.

Plansin this P/L include Programs and Projects and are the duty of FLAG.
CLOsand OTLsfit exactly at No. | Observation and No. 4 Supervision.
Orgsfit at No. 5 Production and the publics at No. 6 Users.

No. 3 Communication occurs internally at Flag; between Flag and CLOs; internally at CLOs;
between CLOs and orgs and franchises; and between orgs and franchises and the publics. Thereis also
internal communication amongst the publics
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and within each public, known as "word-of-mouth advertising” and "goodwill." Laying
out this network of communication is an interesting exercise, for you will see that it is becoming
global-over the whole world. In addition to increasing understanding, this will give one a concept
of the true size of the operation. "Publics’ is a public relations term meaning atype of "users.”

OTLs are an extension of CLOsfor the CLO.

If you can conceive of this network of communication, you can then work out the
remaining KEY INGREDIENTS.

OBSERVATION
Orgs observe for CLOs. OTLs observe for CLOs.

The Stats In-Charge of an org, the Finance Banking Officer of an org, the Bureaux Liaison
Officer in an org, the owners of afranchise and individuals of the publics are all Observers (No. |
of Key Ingredients). They send their observationsto OTLs and to CLOs.



In the Data Bureau of a CLO, these observations are duplicated and CIC processed for
local CLO use but are at once also sent swiftly on to Flag.

In the Data Bureau at Flag, all these observations are assembled by continent and org and
evaluated.

From this Flag evaluation (see Data Series on how it is done exactly), No. 2 of the key
ingredients, PLANNING can occur. This step, for our purposes, includes finding the major
international successes and outnesses and the big WHY s or reasons for them. Flag puts these into
programs and projects and sends them out via CLOs to orgs and sometimes franchises.

CLOs and their OTLs now come into their own. They SUPERVISE getting these
programs and projects in and done. Thisis the bureaux system's PRODUCTION.

The organization and its production results are of course expressed with the publics which
are thereby served and increased as USERS.

Thusal the KEY INGREDIENTS line up.
FLAG PLANNING

On Flag the basic overall effort is designed and planned. The big broad situations are
spotted and the WHY s (reasons for them) found,

The plans, programs and projects turned out by Flag are designed to press on with the
major international designs and to spot major falterings or outnesses.

The results are policy, tech, programs and projects.
In general, Flag does not work on things that fit only an individual org.

What Flag plans and makes projects for fits a type of org or al orgs and are for the
applications of orgs to the various publics.

By proven statistics, what Flag plans will improve or boom an areaif it is applied.

Where Flag planning, represented by programs or projects, is actually gotten into full
action in an org, that org will boom.

Also, by long historical proof, where an org or area neglects or doesn't execute
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Flag planning and its programs and projects, thereis a collapse.

Thisisn't PR. Thisisthe story of the years.

If Flag planning got into full activity in every area, we would have the planet.

For instance, the GI boom is the old Flag tours orders suddenly reactivated and carried
brilliantly into effect in the Pac area. Flag was putting tours data and tours training together for a year
before the present GI boom. This was then beautifully carried out by splendid initiative in the Pac area
and spread.

The resulting production of GI came about because Sea Org Officers brilliantly did it with a
spark and spirit beautiful to behold. And it was successful because orgs were now being headed by
Flag trained Flag Executive Briefing Course grads. Policy was now going in. And the only falter was
where policy was departed from or was not asked for.

So Flag planning if executed has along historical background of huge success.



CLO ACTIONS

This brings us straight to the real duties of a Continental Liaison Office and its branches called
OTLs.

A CLO isin charge of its continental areas. It has direct comm with orgs. Has or will have
Finance Banking Officers and Bureaux Liaison Officersin each org.

The first duty of a CLO is to observe and get those observations into its own Continental
Information Center (CIC) and observations and reports and lists of its own activities to Flag.

What are these activities? They are

A. To observe.

B. To send observations by users, orgs and the publicsto Flag.
C. To push in Flag programs and projects.

D. To FIND the WHY (reasons) that any Flag program or project is not going in, in an org or
franchise or public and REMEDY THAT WHY so the Flag program or project DOES go in.

E. Keep itself set up and operating on the pattern planned for its establishment by Flag.
F. Handle sudden emergencies.

Those arethe TOTAL dutiesof aCLO.

They are also the duties of an OTL in respect to its CLO.

ORGS

Orgs and franchises push in Flag programs and projects by department and division and also
by individual staff members.

At org level and the level of its publics, the org is doing A to F above.

A Bureaux Liaison Officer or an FBO in an org is doing A to F and answering to an OTL or
CLO.
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The OTL handles one or more orgs as an expanded arm of the CLO and it isdoing A to F.

The CLO is working at the level of individua orgs and franchises and their publics through
them.

Flag works through CL Os, then to OTLs or orgs to the publics.

It would be highly informative to lay all this out in clay. For it IS the winning pattern. Where
it is not understood, an area breaks down and needs emergency actions.

SIMPLICITY

The floods of information pouring through these lines make them appear far more complex
than they are.

That a CLO runsits own service org does not violate thisin any way. That's just another org to
run.

Let us take an actual example.



Data coming in to Flag over a long period indicated few auditors being made and slow
(unbelievably slow) courses over the whole world. Several observations were ordered by Flag at one
time and another.

The situation was very serious. Slow courses meant no real delivery. It meant an org had to
work too long for too low a payment. It meant no auditors available. It meant no students would enroll
because they couldn't spare that much time. Orgs couldn't get Class VIs home from SHSBCs.

Observations piled up and up and up. A three-week course on Flag would become a six-month
coursein orgs. It defied belief.

After a long, long study of all this and first-hand experience at Flag, some Whys began to
show up. The HCO P/L 15 Mar 71 "What Is a Course?"' was one answer. The Flag Course Supervisors
Course designed to be taught in the service org of a CLO. TRs the Hard Way came out of this.

Each one of these, and projects based on them, went out from Flag to CL Os and thus to orgs.

Then the big outness exploded into view. The June-Sept 1964 Study Tapes were NOT in use
in courses!!!! That was the major WHY .

At once the Word Clearing Tech was repiloted on Flag. Simplified versions were worked out.
HCOBs were written.

Projects to get them in were written.

A whole series of drills, one for every possible Supervisor action, were swiftly put into form
by an on-Flag mission and piloted.

These, as programs and projects, are pouring out to CLOs to orgs by rapid communication as
fast as packaged from Training and Service Bu Flag.

Assistant Training and Service Aides in CLO Training and Service Bureaux should see that
they get into each org and franchise, using CLO's LRH Comm and External Comm Bureaux.

In orgs, LRH Comms or Bureaux Liaison Officers should get them checked out and in.
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And EVERY ORG WHICH DOES NOT AT ONCE GET THEM IN AND IN FULL USE
is of immediate interest to the CLO Data Bureau. The Tr and Serv Assistant Aide should be working
to get his org contacts to give him data to find out WHY they are not IN. And Action should be aerted
so it can send a CLO Mission to find out WHY or remedy the already found WHY .

OTHER DUTIES

"Noise" (HCO P/L 8 May 1970, Distraction and Noise) is the main reason this does not
happen.

Theorgisin aflap of unworn hats, no personnel and the milk bill.
The CLO Tr and Serv Bu istrying to handle asick exec.

Noise! Every bit of noise being generated is because the main situations are not being handled,
only the dev-t around them.

Like an HAS who has no time to hire because he is so busy with internal personnel demands,
an org or CLO can be so knocked around by nonsense generated on the fringes of an unhandled
situation that the real reasons do not get handled.



So "other duties’ seem to be so important in an org or a CLO that they do not carry the line
through. Why are they so distracted by so many outnesses? Because the main lineis not in!

There are NO other duties more important than remedying the reason one has so many other
duties!

FLAG REMEDIES

The remedies come from Flag. They are based on area observations from many sources.
CLODUTY EXAMPLE

To construct an example of areal CLO in action.

The Asst Management Aide of a CLO finds her project board blank for Bongville. CIC of the
CLO states no reports are coming in from Bongville org. The last stats sent were poor. There is natter
in Bongville'sfield.

On A/Mgmt Aide request, CLO's Action Bureau writes the MOs for, briefs and fires a single
observer missionaire.

In Bongville, the CLO's missionaire manages to find the "Exec Director” Bongville (who is
not the ED supposed to be there according to CL O personnel records).

The following conversation takes place:

The org's ED says, "Your CLO has no reality on what's going on here in this org." Question:
(from CLO missionaire) Do you ever send any data or reports or stats? "No, we haven't time for that.
We keep going broke." Question: Do you know Flag policy relating to pricing and financial planning?
"No, we're too busy. All this questioning is just too distracting. The landlord is threatening eviction.”
Question: How much money have you invoiced in the last month? "Oh, very little." Question: But |
see you have afull classroom of students. Have they all paid? "Oh, they've been here ayear. They paid
long ago ... | think." Question: Have you put the Flag Word Clearing Project into effect so they'll
finish their courses? "The what?' Question: Have you sent anyone to the CLO Tours Course? "Please,
I've got to go now. The HAS just transferred the
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Course Super to the Estate Section and our only auditor to Ethics Officer and I've got to tell
our afternoon pcs to come back tomorrow. . . ."

TELEGRAM: TO C/O CLO. ADVISE YOU SEND A MISSION WITH A HAS AND AN
AUDITOR AND FBO TO BONGVILLE FAST TO HOLD IT. SUGGEST TWO BONGVILLE
STAFF MEMBERS TO CLO TOURS COURSE AND TWO OF THESE EXECS TO FEBC. NO
FLAG PROJECTS IN. CURRENT ED JOQUIM SOKUM DISTRACTED DISCOURTEOUS TO
SO. CHECK OF INVOICES REVEALS $18,000 UNCOLLECTED FROM STUDENTS NOW ON
COURSE NEEDS FBO AND FINANCE INSPECTOR TO SET UP TREAS AND COLLECT.
ADVISE GDN OFFICE RE LANDLORD EVICTING ORG. NO A/G HERE. BEST = MISSION
BONGVILLE OBSERVER.

Now the observation mission went out because the CLO Data Bureau found Bongville was not
reporting.

This telegram meets up in CLO's Data Bureau CIC with a ton of public complaints in the
Bongville area.

A rapid evaluation is done by the CLO CIC Evaluator using any current data -on Bongville.



The WHY taken from CLO CIC evaluation turns out to be an illegal promotion to Bongville
ED of a blown PTS staff member from Chongton Org who put the whole staff in treason and blew
them.

The CLO Product Officer goes into action for the product of afunctioning org.

CLO ACTION Mission Orders for a new SO temporary ED and HAS for Bongville are
quickly written, the mission briefed and 24 hours later they are in Bongville handling. The GO is put
in touch with the landlord. The CLO Finance Office sends an FBO. A/Dissem Aide reroutes a tour to
include Bongyville.

The new FBO forces $7,000 in collections by Friday, and gets a Treasury Sec on post and
hatted and the Flag Invoice Pack goesin.

The HAS phones the fired Bongville auditors, gets three back. Auditing resumes. Six students
are word cleared and completed on course and the Flag Intern Pgm goes in and they begin to work in
the HGC making nine auditors now delivering.

The tech member gets the Mini Super Hat on the Course Super. The Flag Word Clearing Pack
goesin.

Two tours students and two execs get routed via the CLO for training on the Flag checksheet
COUrses.

The ex-ED and the ex-HAS are put on as "HCO Expeditors' pending further handling.

The HAS reverts the org to cancel out the mad musical chairs, begins to recruit, form an
expeditor pool, train and hat by Flag project orders and checksheets.

The temporary SO ED produces by coping.
The scene begins to untangle to the degree that policy and Flag projects begin to go in.

The Flag ARC Brk program begins to go in and begins to straighten out ARC Brks in Central
Files.

One month later, the tours students are back from CLO. The org is rebuilt enough to deliver.
Money beginstoroll in.
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Two months later the first FEBC comes back, is genned in as Exec Dir.
The second one returns. Is genned in asHAS.

They are told to get two more people to the FEBC fast and an A/G is sent to the GO for
training at GO request.

Flag projects are well in.
The CLO mission pulls out.

The org remains stable but is carefully watched by the Asst Management Aide at the CLO via
her project board.

Meanwhile, al reports and data have been flowing to the CLO and to Flag.

Flag compares its data, evaluates this and other orgs. Finds ex-staff members who have blown
from an org are uniformly PTS. A local Flag project to develop more data and tech on PTS begins....

And the cycle repeats,



The CLO getsinthe PTS project.

When an org doesn't get it in according to a CLO Management Bu project board, data is
looked for in the files and an evaluation is done on the orgs that didn't get it in. If no data, an observer
issent....

And that's the cycle.

The Flag WHY for the Bongville incident would be a CLO in that area not manned up and
operating fully and not getting Flag projectsin.

The CLO basic WHY that let Bongville go to pieces would be that the CLO did not watch its
Flag project board and did not notice Bongyille was not getting in any projects and was hot reporting.

The basic WHY in Bongville was the promotion of unqualified persons to ED and HAS who
did not know or try to get in Flag projects and instead went ethics mad when they began to fail.

SUMMARY
A CLO isthere to observe and to get Flag programs and projectsin.
When a CLO doesn't report or backlogs, it gets Bongvilles.

It handles Bongvilles. It must have its Assistant Aides, its bureaux, especially a Data Bu, and a
Mgmt project board, a Missionaire Unit, and an Action Bureau to handle Bongvilles.

But every Bongville it has to handle will be because Flag programs and projects weren't going
in, in Bongville and the CLO didn't find WHY they weren't going in soon enough.

Flag level-international WHY s applying to all orgs.
CLO level-continental WHY s to remedy to get Flag pgms and projectsin.

Org level-divisional and departmental and individual WHY s that prevent Flag programs and
projects from going in.
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So that's the reason for a CLO:

To observe and to send all data to Flag and to continentally find out WHY Flag projects and
programs are not going in, in an org and remedy that WHY and get the programs and projectsin.

That'sa CLO.
L. RON HUBBARD
Founder

LRH:sh.bh.gm Copyright 0 1971 by L. Ron Hubbard ALL RIGHTS RESERVED
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Exec Hats

ADMIN KNOW-HOW No. 26

(CancelsHCO PL 19 December 69 Executive Duties



which canceled HCO PL 19 July 63)

Note: HCO PL 19 July 63 stated that an executive should "get people to get the work done.”
HCO PL 19 Dec 69 canceled it and stated other duties.

This cancellation probably robbed some people of a stable datum that they got people to get
the work done.

When an executive was no longer told he should get people to get the work done, hatting
tended to go out and a great deal of overload began to occur on executive posts.

From an executive not doing "work" the viewpoint swung to the other extreme that executives
only do al the work.

Both policy letters (HCO PL 19 Dec 69 and 19 July 63) were correct in their way.
Therefore they are restated as follows.

PHA SE | - BEGINNING ANEWACTIVITY

AN EXECUTIVE SINGLE-HANDS WHILE HE TRAINS HIS STAFF.

When he has people producing, functioning well and hatted, he then enters the next phase-
PHASE Il - RUNNING AN ESTABLISHED ACTIVITY

AN EXECUTIVE GETS PEOPLE TO GET THE WORK DONE.

SINGLE-HANDING

By "single-handing" one means do it himself, being the one responsible for actually handling
things.

This phase occurs when an executive is forming up his personnel.
PHASE | IN FULL

(HCO PL 19 Dec 69 Executive Duties, is therefore requoted for this phase of the activity-heis
on the post, most of the rest are new and flubby.)

An executive handles the whole area while he gets people to help.

An executive in charge of an org would "single-hand” (handle it all) while getting others to
handle their jobsin turn.

This gives apractical and workable approximation of what top-stat executives actually do do.

The executive who sits back and waits for others to act when a situation is grave can crash an
entire activity.
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Essentially an executive is a working individual who can competently handle any post or
machine or plan under him.

Heisatraining officer as well. He designates who is to do what and sees that a training action
is done by himself or others to be sure the post will be competently held. An executive who accepts
the idea that if a person has a school degree in "waffing wogglies' or sewing on buttons he can at once
be trusted to waff wogglies or sew buttons is taking a personnel by recommendation, not by his
experience with the personnel whose work-organization potential has never been tested under that
executive. A camouflaged hole (undetected neglect area) may very well develop in such a
circumstance, which can suddenly confront the executive with atime-consuming disaster.



Thus an executive accepts help conditionally until it is demonstrated to be help, and
meanwhile does not relax his control of a sector below him until heis sureit is functioning.

In this way an executive is one who does and backs off spots continually. He could be said to
aways be doing himself out of a job by getting the job competently done. However, in actual practice,
as post personnel does shift, he has to be prepared at any time to wade back in and put it right.

The Supreme Test of an Executive (as in the HCOB Supreme Test of a Thetan) isto MAKE
THINGS GO RIGHT.

To the degree he can maintain his observation, communicate and get supervision done (see
HCO PL on the Key Ingredients), he can achieve production or service and satisfy users.

As observation is often faulty, especially over long distances, as communication is not always
received or studied and as supervision is often absent, the executive must develop a sensitivity to
indicators of outnesses and systemsto correct them.

A very good executive knows how to "play the org board" under him. He has to know every
function in it. He has to know who to call on to do what or he disorganizes things badly.

An executive also has to know neighboring org board arrangements in the same org, the org
board of allies and of enemies.

An executive has to know what users need and want and furnish it. When normal and routine
posts fail under him, the executive is of course forced into Non-Existence as an executive, has to find
what is needed and wanted and produce it. He applies the whole Non-Existence Formula to the
situation.

Only if he does not handle fully once he does see an outness does an executive go into
Liability.

An executive deals with the frailty of human variations and distractions. When these engulf his
area and he is confronted with the fruits of alteration and noncompliance, of posts not held and duties

suddenly found left undone, it is up to the executive to get them done any way he can. Having
handled, he applies the Danger Formula (or lower as it appears) to the neglected area.

An executive has to be somebody who cares about his job and wants to get things done. If he
only wishes the title for status, heis of course heading himself and his area for disaster and it could be
said that such an executive, not meaning to do the job but only wanting the title, isin Doubt or lower
on the third dynamic.

The executive thinks of the area and organization first and repairs. Then he thinks of the
individual and straightens him out.
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An executive who is worker-oriented winds up hurting all the workers. The workers depend on
the organization. When that is gone they have nothing.

An organization cannot have more taken out of it than is being put into it. Efforts to bleed an
organization of more blood than it has, destroysiit.

The preservation of hisorganization is afirst consideration of an executive.

In an executive's hands an organization or one of its areas must be "VIABLE." That is, it must
be capable of supporting itself and thus staying alive. When his area is parasitic, dependent on others
outside it, without producing more than it consumes, the area and its workers are at severe risk and in
the natural course of eventswill be dispensed with, if not at once. eventually.



Thus an executive is someone whose own sweat and energy keeps an organization or an area
of it functioning. In this he earns and uses help and they in turn take over executive roles in their
subordinate areas and keep them alive and producing.

An executive is in the business of SURVIVAL of his area and its people and providing with
service or production an abundance which makes the area, his own services and that of his
subordinates valuable.

If an executive so functions his own survival and increase is guaranteed even by natural law. If
an executive functions for other reasons it is certain the ground will vanish from under him eventualy
again by natural law.

An executive isin fact aworker who can do all and any of the work in the area he supervises
and who can note and work rapidly to repair any outnesses observed in the functioning of those actions
in his charge.

The best liked executive who is most valued by his workers as someone they need is an
executive who functions as described above. One who seeks to survive on favors given and does not
otherwise measure up is not in fact regarded highly by anyone.

Whatever ideology one finds himself in, the above still applies. The way to the top may well
be marrying the boss's daughter, but the way to stay there still requires the elements described herein.
As bosses daughters are few, a sounder way isto learn al the jobs well and study this policy and just
become an executive.

PHASE H IN FULL

Now we come to PHASE 11. The executive has inherited from a competent former executive
or has himself built (and has prevented transfers and lack of apprenticeship from destroying) his unit,
department, division, org or orgs.

Now to continue to single-hand will destroy anything that has been built.
The other policy letter (HCO PL 19 July 1963) now applies and is so reissued.

When an executive in charge of a working activity continues to retain the idea "Do &l | can,"
chaos then results. An already formed activity will collapse.

The only possible datum on which an executive could work effectively in a formed activity is
"Get people to get the work done."

Otherwise the executive does as much as he can and leaves the willing personnel standing
around unhelped and unguided. If we all did this, Scientology would go nowhere. One auditor can't
audit the world. One personnel cannot do all the work of a Scientology organization.
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If each person in the organization wears all the hats or one wears all and the rest wear
none, you will have

1. Bad morale

2. Overburdened personnel
3. Underburdened personnel
4. Rapid staff turnover

5. Bad dissemination, processing and instruction



6. Low income

7. Even lower income

8. Public flaps

9. Chaos.

An executivein aformed org has only two jobs:
1. Policy, promotion and planning

2. Getting people to get the job done.

A post or terminal is an assigned area of responsibility and action which is supervised in
part by an executive. Supervision means helping people to understand their jobs. Supervision
means giving them the responsibility and wherewithal to do their jobs. Supervision includes the
granting of beingness. Supervision does not mean doing the job supervised.

Thus you have two phases and shades of grey in between.

At adlight sag or a mess-up or failure to hire and hat and apprentice properly, a PHASE
11 situation can drop back into a single-handing PHASE 1. An executive who again doesn't see
that he has dropped out of comfortable Phase 11 and gotten into a PHASE | must at once again
single-hand, if only for aday.

But now the executive MUST get in ethics, hire, hat and apprentice people and build once
more to PHASE 11.

In short, an executive has to know how to change gears!

To BOOM dissemination and income and hold the boom, study this well and be able to
shift not only from comfortable 11 to hectic overworked | but also to push back to Phase 11.

Thisistheredlity of it.
L. RON HUBBARD
Founder

LRH:sh.bh.gm Copyright 0 1971 by L. Ron Hubbard ALL RIGHTS RESERVED

[Note: Dueto an error in series numbering, there are no issues for Admin Know-How Series 27 and 28. Issuesin the
series from Admin Know-How Series 29 forward retain their original series numbers.]
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NOT-DONES, HALF-DONES AND BACKLOGS



There is a very definite, often unsuspected effect concealed in a backlog. And it is of such
violence that it can crash an area's stats while seemingly working frantically.

BACKLOG (Webster's) noun: 3. an increasing accumulation of tasks unperformed or
materials not processed; verb: to accumulate as a backlog.

NOT-DONES AND HALF-DONES

Backlogs occur for various reasons. But the two main classes are (1) NOT-DONES and (2)
HALF-DONES.

For lack of seeing that a backlog exists, lack of supervison of existing personnel,
other-intentionedness of personnel, lack of personnel to handle the usual or peak volumes, lack of
know-how to handle, lack of resources, and outright sabotage are some of the reasons that account for
NOT-DONES.

HALF-DONES are as bad as NOT-DONES as they bit and piece an area into a quagmire.
Suppose Detroit began to make half-cars. All their resources would be devoured, yet nothing would
really be produced, yet everyone would look frantically busy; the executive worries would mount up
to an inconceivable fever pitch unless the half-done factor was handled.

But half-dones are not always as visible as half-cars. "Have you handled Bets and Company
suit?' "Oh yes." But the case is lost because the filing papers were only half-prepared and half-filed.

The same reasons apply for HALF-DONES as are listed above for NOT-DONES.
The Why of many failuresisfound in NOT-DONES and HALF-DONES.

The primary effect (there are others) of NOT-DONES and HALF-DONES is the building up
of backlogs.

Now, no backlog ever quietly lies there. So long as anything else depended upon the actions
being done, there will be pressure or threat of one kind or another on the backlogged area.

Thus, when an activity becomes backlogged, IT GENERATES NEW WORK NOT
CONCERNED WITH REDUCING THE BACKLOG AMOUNT.

Example: An insurance company backlogs claims payments. Torrents of queries then demand
why. The claims section spends its time answering the queries, not reducing the number of claims. The
volume of work doubles, trebles, but no claims get paid.

BACKLOGGING AT ONCE DOUBLES THE WORK BY THE ADDITION OF DEMAND
HANDLING.
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Example: A Central Filesfailsto stay filed into up to present time. Demands for items
in it cause others to consume all the file clerk's time tearing CF apart to find particles.

A BACKLOG CAN INCREASE ITSELF BY ADDING DISORDER THAT
UNDOES THINGS ALREADY DONE.

Thus a backlog tears up the past work while building up future work.

Example: Personnel backlogs its files, causing it to backlog appointments. This
overloads areas. These areas start crashing down on Personnel in mobs demanding it provide
people. Personnel isthen so busy fending off people, it can't appoint. Yet isin frantic action.

A BACKLOG PREVENTSITSELF FROM BEING HANDLED.



An org that has several backlogsin it becomes frantic and then goes into apathy,
The cureisto:
1. Get people and do ALL HANDS actions to get the most important backlogs done.

2. To find the real WHY of the backlog and handle it so a present time state is then
maintained. (Requires a program, followed and done.)

3. Check out staff on the book Problems of Work.
4. Get staff to do Training Drill Zero on their work areas.
5. Get staff to reach and withdraw from their materials of operation or areas.

6. Do a survey of attitudes which reveals complaints and reasons for not-dones,
half-dones, backlogs.

7. Based on the survey, campaign hard to remedy NOT-DONES and HALFDONES.
8. Be very severe with any beginnings of any future backlogs.

When you see an area or org in apathy, know it has gone the route of not-dones,
half-dones and backlogs and handle.

When you see an area going frantic, know you are looking at not-dones, half-dones
and backlogs and handle fast before it goes into the much worse condition of apathy.

Production is the basis of morale.

Not-dones, half-dones result in backlogs.

Backlogs destroy the possibility of future production.

Thus you know the situation of not-dones and half-dones will result in backlogs.
The backlogs will prevent further handling.

This subject is the subject which makes executives harassed.
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Behind every upset there will be NOT-DONES, HALF-DONES and BACKLOGS.
So be very dert.

Dynamiteis stick candy alongside of this very explosive subject.

Don't say | didn't tell you.

L. RON HUBBARD

Founder
LRH:mes.rd.gm Copyright c) 1972 by L. Ron Hubbard ALL RIGHTS RESERVED
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ADMIN KNOW-HOW No. 30

How isit that the highest paid salaried men in our current civilization are administrators? They
draw from a quarter to a third of a million dollars per year. They are paid far far more than
professional people, far more than scientists, more than politicians who, above all people, should be
excellent administrators. WhY 9 Because they are so rare. Business schools may turn out graduates by
the millions but very, very, very few of them ever become topflight executives who can really
administer. Why does the civilization develop so very few of them? Because this civilization has not
had much workable administrative tech and has not even known the basic natural laws which underlie
administration.

The subject of administration is so poorly known because there is so little data. And because
there is so little, the subject itself is not understood at al by the general population of the planet. Yet
there are very few on the planet who are not the direct effect of administrators.

You hear an administrator talk about PRODUCTION or GROSS INCOME and possibly
suppose this is just a peculiarity or a fixation and that these facts are distant from genera living.
Perhaps some people suppose that such talk and urgings is part of the capitalistic system or something
for aboard of directors. General public reaction to such things is usualy a nothing-to-do-with-me. The
usual attitude to law and accounting is a "beyond me" and an "it's confusing” yet the person is subject
every day of hislife to them. It is quite similar but even more mysterious with administration.

Administration is not peculiar to capitalism. Or to any special field. It embraces all of them,
even law and accounting which are, in actual fact, administrative specialties.

Let uslook at this abundant and glaring evidence: Russia cannot feed her people. She cannot
clothe them. She has fantastic troubles in moving them about. Russia, despite her PR, is a failure. She
isafailure, not because few people agree with her ideology, indeed, that ideology has crept reachingly
over the world.

And let us look at the capitalist juggling money, money bags and paper gold and look as well
at the health problems and cultural unrest that ride as problems in his train. The severest criticism of
the capitalist is that communism and socialism grew up and flourished during his reign.

And look at the clanking, swanking military dictators who have replaced the weak and
diseased kings who once ruled the world. They are themselves replaced by their own kind as fast as
firing squads can be assembled by newly ambitious dictators.

Why do these ideologies fail and why are they so oppressive while they last?

THEY HAVE TOO FEW TRAINED AND SKILLED ADMINISTRATORS WHO CAN
GET A SHOW ON THE ROAD.

The SURVIVAL of any group depends utterly upon things like PRODUCTION and
EXCHANGE. That is the way the universe runs. When these factors are not competently handled, the
group isin poverty or vanishes.

Civilizations have not vanished because they had the wrong ideologies or ran out
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of resources. First and foremost they vanished because they had no technology of the mind
and could not handle people because they did not know the basic fundamentals of life. And right along
following that, they did not really know the tech of administration or even what administrators were or
could do.



Their survival was in question the moment they did things with individuals contrary to the
basic laws of life: They began to believe they would get reaction A by some strange rite, but instead of
that got reaction B. They not only did not have mental technology, they adopted practices contrary to
basic laws. And so they were torn with revolts. And wars.

And their survival fell to nothing when they did not know or practice fundamenta
administration and violated the basic rules through ignorance or sloth.

If one is going to have a group in this universe that survives and wins through its obstacles, it
must have and apply basic laws. It does not have to be a perfect group but it must not be an ignorant

group.
While the happiness of the individual may depend upon mental tech, apart from any group, he

cannot survive well as a group member if he has no knowledge or understanding of administrative
tech.

If one goes on living in this universe, he is sooner or later the subject of administration as a
member of a group. In cave days, if one had to stay in his cave starving because of a saber-toothed
tiger prowling, he would have had two choices: he either stayed in his cave and starved to death or he
learned about saber-toothed tigers, when he knew about saber-toothed tigers he would now have new
choices of how to avoid, how to kill or even how to employ saber-toothed tigers;, when he had settled
this he would now have a path of action he could predict. The jungle in which he lived was subject to
certain rules, no matter who laid them down, God or the old, old Biological Survey. In other words,
even in cave days one was the effect of an administrator.

When one had solved the crude tooth and claw existence, one could rise to a small niche of
administering on his own; animals could be domesticated, plants when planted would grow, wood
when carved would make things, metal when formed would make things that made things.

The moment one was headed in the direction of survival he was headed in the direction of
production. So many killed deer made so many meadls; it aso made so many hides which made so
many beds and jackets. The exchange with the deer was quite unequal as there was nothing for the
deer and the deer protested by ceasing to exist and one got into goats and cattle. Similarly, when the
wild roots gave out, for there was no exchange for the roots, one had to plant them and tend them.
Consumption any way one looked at it eventually got into production that equalized, or tended
to,exchange.

When one could administer a small area, so many plants, so many goats, he was in his own
right something of an administrator. He learned there was technical tech and he learned there was
administrative tech also. And these things of all others continued to guide his survival.

One can of course decide not to go on living in this universe. But now he fals into two new
choices: he either goes to another universe or drops into a sort of self cave. In the other universe he
will probably find himself under a new administrator or a new set of rules even if he alone makes
them. And if he chooses a sort of nowhere self cave, he has done so because he never solved the
saber-toothed tigers.

Thus one is confronted with certain incontrovertible facts. 1. HE MUST SEEK THE TECH
OF SURVIVAL AND APPLY IT; 2. HE WILL SURVIVE ASWELL ASHE CAN ADMINISTER
OR HANDLE ADMINISTRATION.

As amember of any group, the PRODUCTION and GROSS INCOME or
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EXCHANGE he hears his executives talking about APPLIES TO HIM DIRECTLY. What
ideology or system one embraces, his well-being, his safety, his happiness, will relate to
PRODUCTION and EXCHANGE and the ease with which these are attained or maintained is
determined directly by his understanding of and ability to handle administration.

There are thousands and thousands and thousands who might give you far far different basics
for life. But watch it! They are touting for some administrator or seeking to avoid ALL administration
in every case, one or the other!

One either lone-wolfs his life or one gets through with a group. In the first place, one must
think mainly of personal money or one must think of the group's survival. The regulating factors in
either case are ADMINISTRATION resulting in PRODUCTION and EXCHANGE.

Bank robber or bank president, these harsh facts of life still apply. Democratic politician or
autocratic commissar, these are still the main determining factors of life.

The welfare state seems so wonderful a dream to the socialist: why isit then that ghetto people
riot because THEY HAVE NO JOBS but are only on welfare? It is true, surveys show. The recipients
of welfare, whether a Roman guttersnipe, a white Swede or a Black American become crippled as
beings: they are the TOTAL effect of administration, they have no cause-factor short of ariot. They
want JOBS. For they instinctively redlize that they are in little better position than the cave man with
the saber-toothed tiger outside. They have been disenfranchised as members of the group, dwellers of
the universe. They cannot exchange, a somewhat fearful thing, they do not produce and they are
forbidden causative control or causative administration. They recognize, no matter how dimly, that
they have been set up as zeros. And thisis not only unhappy, it is dangerous.

Reversely, when people offer nothing in exchange, do not produce and cannot or will not
administer, they become pawns. Sometimes they think they are merely the subject of meanness or
rancor. But if they do not produce or exchange and cannot share in administration, they become zeros.
Their fate is decided aready, by themselves. It would not matter for a moment what some
administrator did or did not do, such people have reduced their survival to a point that it is prey to the
lightest wind. These facts are as inevitable as "apples fall," as harshly real as a tiger's claw and as
predictable as tonight's darkness. Their only possible choices are (1) to cease to exist (which is
impossible for a thetan) or (2) get in a position or situation or state of mind to produce, exchange and
administer. Thereis athird choice-to leave this universe.

Lifeis, or can be, a pretty grim proposition. One may float along on the production of others
like the recently demised "Leisure Class" of 19th century infamy or like a hobo being chased by every
householder and cop. One can go aong in the numb world of the middle class watching his public
docility while he hypocritically sins behind doors and conforms with a capital C. One can creakingly
labor in the world of the endlessly-being-dug ditch for some unknown pipe. Or one can simply
confront the whole thing, pain, misemotion, punishments, rewards and all and produce and exchange
and learn to handle the administrative system he isin and himself administer hislife and environ.

One can hear countless reasons why it is too awful or too deadly to find out about the tiger.
But you hear these reasons from the cowardly dead.

One can hear a million arguments against being a tiger or the administrator who orders tigers
about. But one istalking to people who are not living.

The stark facts are these: one knows and handles administration, one produces, one exchanges
OR one dies asfar as this universe is concerned.

That's why you hear an administrator who means well for the group talking about
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PRODUCTION and EXCHANGE. That is why one never hears a politician who meansill for
the group mention them.

And that's why the person who can use administration to bring about production and exchange
is so highly paid by status and respect or why his group is so highly paid. He is dealing in
SURVIVAL. And the skills he uses are well worth knowing and using.

Caves are damp. Bring on thetigers! The sun is shining.

L. RON HUBBARD

Founder

LRH:sr.gm Copyright Q 1973 by L. Ron Hubbard ALL RIGHTS RESERVED
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ADMINISTRATIVE SKILL

An administrator is one who can make things happen at the other end of a communication line
which result in discovered data or handled situations.

A very good administrator can get things handled over a very long distance. A mediumly
skilled administrator has a shorter reach.

As this scale declines, we get people who can make things happen only at arm's length.

It is interesting that administrators are valued in direct proportion to the distance they can
reach and get things handled over. Persons who can handle things only at arm's length are valued but
not in proportion to along-reaching administrator.

The complexity of situations and things handled is also a test of the administrator. If one
began at the highest level of capability of handling things thousands of miles away and at the bottom
of the scale handling things at arm's length, one would also find complexity entering the picture.

The artisan can, by means of heavy mest communication lines and tools, make all manner of
things occur but mostly within hisvisual sight line.

The day laborer who can only handle a shovel usually can only handle the simplicity of lifting
afew pounds of dirt to a definite position.

One of the troubles PTS people have, as an example, is handling something over a
long-distance communication line. One can tell them to handle the suppressive, but one must realize
he may also be giving the order to someone to handle another person severa thousand miles away.
This is a high level of administrative skill and is usually no part of a PTSs ability, whatever other
technical considerations may intervene.

Estimating situations thousands of miles away and handling them terminatedly is actualy
comparable to an OT ability.



There is no effort here to include artists and technicians who do work with their hands, for this
is anather class of activity requiring enormous technical skill and ability.

However, very few people understand the administrator or what he is or what he can do, yet
the whole world is the effect of good or bad administrators.

The administrator has technology with which to discover and handle situations and if he is a
very good administrator his handling is ordinarily constructive; but whatever it is, itisfirm.

A skilled administrator therefore can be defined as ONE WHO CAN ESTABLISH AND
MAINTAIN COMMUNICATION LINES AND CAN THEREBY DISCOVER, HANDLE AND
IMPROVE SITUATIONS AND CONDITIONS AT A DISTANCE.
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When you fully grasp this and realize it is the basic simplicity that is the basic al of an
administrator's further complex technology, you can estimate an administrator's efficiency or
effectiveness.

If you are engaged in administration, this basic truth will serve you very well if you fully
understand it and use it.

L. RON HUBBARD

Founder
LRH:rhc.nt.gm Copyright @ 1973 by L. Ron Hubbard ALL RIGHTS RESERVED
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Q AND A CHECKSHEET

CHECKSHEET OF THE

HUBBARD CAUSATIVE LEADERSHIP COURSE

Any executive or officer or human being who does not know what Q and A is and indulgesin
it will inevitably cause dev-t, produce little or nothing and succumb.

Therefore this checksheet isa MUST for any executive.
NAME: DATESTARTED:

ORG- DATE COMPLETED:

POST.

1. HCOB 21 Nov. 73

THE CURE OF QAND A

MAN'S DEADLIEST DISEASE



RD.

2. Demo each paragraph and look up the
Mis-U each time you can't.

3. HCOB 5 Dec. 73

THE REASON FOR Q AND A

4. Demo each paragraph and look up the
Mis-U each time you can't.

5. HCOB 24 May 62

"QAND X' Starrate.

6. HCOB 13 Dec. 61

VARYING SEC CHECK QUESTIONS
7. HCOB 22 Feb. 62

WITHHOLDS MISSED AND PARTIAL
8. HCOB 29 Mar. 63

SUMMARY OF SECURITY CHECKING
9. HCOB 7 Apr. 64

ALL LEVELSQAND A

10. TRsthe Hard Way.

11. Upper Indoc the Rough Way.
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12. Handling the not done, or "no interest" drug items from Drug RD or getting a full Drug

12a. Introspection RD.

13. 35 hours Op Pro by Dup given and received in co-audit (171/2 each way).
Received

Given

14. HCOB 29 July 63

Section "Q and A Drill"

15. HCOB 20 Nov. 73, Issue 11,

F/N WHAT YOU ASK OR PROGRAM

16. Do in Clay: An auditor example of Q and A.

17. Do in Clay: An administrator's example of Q and A.
18. Do in Clay: How you have Qed and Aed with life.
19. Do in Clay: A Q and A with a body.

20. Do in Clay: A Q and A with agroup.

21. Do in Clay: A correct auditor action in getting a question answered.



22. Do in Clay: A correct C/S action in getting a pc handled.

23. Do in Clay: An administrator correct non-Q and A action in getting a target done.
24. Do in Clay: A personnel correct non-Q and A action in getting a target done.
25. Do in Clay.. Correct non-Q and A action in verifying a target reported done.
26. Do in Clay: A direct life handling of own life.

27. Do in Clay: A direct non-Q and A handling of own body.

28. Do in Clay: Straightforward handling the hell out of a situation.

29. Do in Clay: Straightforward handling of a group.

30. A final liferesult in real life

demonstrating that non-Q and A handling

is successful, attested and as a

success story,
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3 1. Certificate as a"Competent Being" from Certs and Awards.

Auditor Attest

Super Attest

Student Attest

L. RON HUBBARD

Founder

LRH:nt.gm Copyright 0 1973, 1974 by L. Ron Hubbard ALL RIGHTS RESERVED
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PRODUCT/ORG OFFICER SYSTEM
NAME YOUR PRODUCT

The Product/Org Officer system, covered fully in Flag Executive Briefing Course tapes,
contains the key phrase for any Product Officer. Thisis

NAME, WANT AND GET YOUR PRODUCT.



Breaking this down into its parts we find that the most common failure of any Product Officer
or staff member or Purchaser liesin the first item, NAME Y OUR PRODUCT!

On org boards and even for sections, one has products listed. Departments have valuable final
products. Every staff member has one or more products.

IF PRODUCTION IS NOT OCCURRING, THE ABILITY TO NAME THE PRODUCT IS
PROBABLY MISSING.

Misunderstood post titles were collected once on awide survey. Whenever it was found a staff
member did not seem to be able to do his jab, it was checked whether he knew the definition of the
word-or words-that made up his post title. It was found, one for one, that he could not define it even
though no unusual or specia definition was being requested. In other words, the first thing about the
post could not be defined-the post title. This may seem incredible, but only until you yourself check it
out on staff that habitually goof.

The ability to NAME the product required goes further than a mere, glib definition. Some
engineers once drove a Purchaser halfway up the wall by glibly requesting "one dozen bolts." The
Purchaser kept bringing back all different thicknesses and lengths and types of bolts. The Purchaser
was going daffy and so were the engineers. Until the engineers were forced to exactly name what they
were seeking by giving it ALL its name. The Purchaser trying to purchase could not possibly obtain
his product without being ableto FULLY name it. Once this was done, nothing was easier.

A Product Officer can ask, beg, plead, yell for his product. But maybe he isn't naming it!
Maybe he isn't naming it fully. And maybe even he doesn't know the name of it. A Product Officer
should spend some time exactly and accurately naming the exact product he wants before asking for it.
Otherwise he and his staff may be struggling around over many misunderstood words!

When you see a staff whirling around and dashing into walls and each other and not producing
athing, camly try to find out if any of them or their Product Officer can NAME what products they
are trying to produce. Chances are, few of them can and maybe the Product Officer as well.

Handle and it will all smooth out and products will occur.
L. RON HUBBARD

LRH:nt.gm Founder

Copyright 0 1976

by L. Ron Hubbard

ALL RIGHTS RESERVED

109

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 7 AUGUST 1976
Rernimeo Issue 11

All Execs

All Purchasers

Admin Know-How Series 34

Esto Series 32



PRODUCT/ORG OFFICER SYSTEM
WANT YOUR PRODUCT
A Product Officer hasto name, WANT and get his product.

Where no real or valuable production is occurring, one has to ask the question, does the
Product Officer really WANT the product he is demanding? And does the staff member or members
heis dealing with WANT the product?

The reason that a psychotic or otherwise evilly intentioned person cannot achieve anything as
a Product Officer or staff member is that he does NOT want the product to occur. The intentions of
psychos are aimed at destruction and not at creation.

Such persons may SAY they want the product but thisis just "PR" and a cover for their real
activities.
People who are PTS (potential trouble sources by reason of connections with people

antagonistic to what they are doing in life) are all too likely to slide into the valence of the antagonistic
person who definitely would NOT want the product.

Thus, in an org run by or overloaded with destructive persons or PTS persons, you see a very
low level of production if you see any at al. And the production islikely to be what is called "an overt
product,” meaning a bad one that will not be accepted or cannot be traded or exchanged and has more
waste and liability connected with it than it has value.

One has to actually WANT the product he is asking for or is trying to produce. There may be
many reasons he does not, none of which are necessarily connected with being psycho. But if it isa
creative and valuable product and assists his and the survival of others and he still does not want it,
then one should look for PT Sness or maybe even a bit of psychosis. And at the least, some withholds.

One does not have to be in a passionate mystic daze about wanting the product. But one
shouldn't be moving mountains in the road of a guy trying to carry some lumber to the house site
either.

The question of WANT the product has to be included in any examination of reasons why a
person or an org isn't producing.

L. RON HUBBARD

Founder

LRH:nt.gm Copyright a 1976 by L. Ron Hubbard ALL RIGHTS RESERVED
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TO GET YOU HAVE TO KNOW HOW TO ORGANIZE
A Product Officer and ESPECIALLY an Org Officer has to know how to GET a product.

All science and technology is built around this single point in the key phrase "Name, want and
get your product." Managers and scientists specialize in the HOW TO GET part of it and very often
neglect the rest.

There are many Product Officers who do NOT know enough about organization to organize
things so they actually GET their product. These, al too often, cover up their ignorance on how to
organize or their inability to do so by saying to one and all "Don't organize, just produce!" When you
hear this you can suspect that the person saying it actually does not know the tech or know-how of
organizing or how to put an organization together. He may not even know enough about organizing to
shove aside other paper on his desk when he is trying to spread out and read a large chart-yet that is
simple organization.

A bricklayer would look awfully silly trying to lay no-bricks. He hasn't got any bricks. Yet
there he is going through the motions of laying bricks. It takes a certain economic and purchasing and
transport tech to get the bricks delivered-only then can you lay bricks.

A manager 10oks pretty silly trying to order a brick wall built when he doesn't have any bricks
or bricklayer and provides no means at all of obtaining either one.

A Product Officer may be great at single-handing the show. How come? He doesn't realize
that building a show comes before one runs it. And even though economics demand at least a small
show before one builds a large show, a very bad Product Officer who can't really organize either, will,
instead of making the small show bigger, make the small show smaller by trying to run a no-show.

There is a HOW of organization. It is covered pretty well in the Org Series and elsewhere.
Like you can't put in comm lines unless you put in terminals for them to connect with. Like you can't
get particles flowing in a profitable way unless they have something for them to run on. That's simply
the way things go in the universe in which you are operating. Now of course you could build a new
universe with different laws but the fact is, that would require a knowledge of organization as well,
wouldn't it?

The tech of how to produce something can be pretty vast. One doesn't have to be a total expert
on it to be able to manage the people doing it, but one has to have a pretty good idea of how it goes
and know enough NOT to stop the guys who do know how to make bricks when one wants bricks.

If the product is to get somebody to come in to see you, then you have to have some means of
communication and some tech of persuasion to make him want to come in to see you. Brute force may
seem okay to cops but in organization it seldom works. There is more tech to it than that.

If a Product Officer does not know there is tech involved in GETTING the product, then he
will never make his staff study it or teach anybody to do it. And he will wind up with no product. So
beware the Product Officer who won't give time off for hatting! He doesn't know one has to know the
tech of getting his product. What do you think the OEC (Org Exec Course) Volumes and the technical
bulletins are al about?

One has to spend some time organizing in many different ways-the organization itself, the
hatting, the technical skill staff members would have to have, to get anywhere in GETTING a product.

Sure, if you only organize and never produce you never get a product either. But if you only
produce and never organize. the only brick wall you'll ever see isthe one you run into.

L. RON HUBBARD



Founder
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MANNING UP AN ORG

The Sequence of Posting Depts and Divs

Y ou need an org bd first and an allocation board.
The sequence in which an org is manned up is roughly:
- Dept |

- Dept | |

- Reg and Body Routers and Intro peoplein Div 6
- Dept 12 (enough auditors and C/Ses to approach 2 admin to | tech in org)
- Dept 6

- Dept 7

- Dept 3

- SSO and Supersin Qual to train staff

- Dept 5 for CF Address and L etter Reges

- Dept 4 for promo

- Dept 21 (LRH Comm)

- Dept 10

- Dept 20

- FR & execs

- Full Div 6

- Full Div |

- Full Div4

- Full Div 2



Full Div 5
Full Div 7
Full Div 3
(Note, an AO always mans up the AO dept or div along with the SH one in each case.)

Wrong segquence of manning is Dept 6, Dept 12, Dept 6, Dept 12, Dept 6, Dept 12, as you
wind up with a stuck clinic that won't expand.

Wrong sequence will contract an org while trying to expand it as the org will go out of
balance, bad units, noisy and unproductive.

If manned in a correct sequence its income has a chance to stay abreast of its new staff
additions.

Emphasis on Gl without comparable emphasis on delivery and organization can throw an org
into such aspin only agenius can runiit.

Manned in proper sequence, and hatted as it goes, an org almost runs itself.
113

Single-handing from the top comes from longstanding failures to man or man in segquence,
from earlier noncompliance with explicit orders or from not understanding orgs in the first place.

An unhappy org that doesn't produce has usually been manned only partially and out of
sequence.

The trick is planned manning, ignoring the screams of those who know best or demand
personnel; just manning by posting those who have been screamed for the loudest is a sure way to
wind up with no people and total org problems instead of atotal org that is prosperous and producing.

Incidently, this is a rough approximation of the sequence of hats the ED gradually unloads as
his org takes over.

L. RON HUBBARD

Founder
LRH:nt.gm Copyright a 1976 by L. Ron Hubbard ALL RIGHTS RESERVED
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HOW YOU HANDLE DEMANDS FOR PERSONN
(R €f.

HCO PL 22 Sept. 70 HATS

HCOPL 1Jul. 65 HATS, THE REASON FOR

HCO PL 15 Sept. 59 HATS AND OTHER



FOLDERY)

HCOs get continual demands for personnel from all areas of an org. To keep an HCO from
going mad with all these demands, they must, on every request, (1) have the Dir of I&R do a full
utilization survey on the division, dept or section requesting personnel and (2) do afull hat inspection
on al personnel in that division, dept or section.

Only if these two steps are done for each personnel request will sanity reign in HCOs on the
subject of personnel.

HCO PL 15 Sept. 59 HATS AND OTHER FOLDERS (Vol 0, page 65), HCO PL | Jul. 65

HATS, THE REASON FOR (Vol 0, page 66) and HCO PL 22 Sept. 70 HATS (Mgmt Vol, page 21 W
must be well known by all staff in Depts| and 3.

Personnel can recruit madly, answering every frantic demand for personnel, and yet HAVE
THEM ALL WASTED for lack of full hats and full training on those hats.

The whole org can sag and even vanish under these conditions.

So Personnel has a vested interest in hats being complete and staff trained on them. For
Personnel people cannot possibly cope with "no pay so can't hire anyone" and "no people so can't
produce.”

So for every demand for personnel, A LWA Y S demand a utilization survey AND an inspection
of hatsin that area.

L. RON HUBBARD

Founder

LRH:kjm.gm Copyright c) 1978 by L. Ron Hubbard ALL RIGHTS RESERVED

*[Note: In Management Series Volume 2 see page 308 for the text of HCO PL 22 Sept. 70, HATS)]
115

HUBBARD COMMUNICATIONS OFFICE

Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 3 SEPTEMBER 1980
Remimeo Issue |

(The contents of this policy have been taken from an LRH OODs item of 15 May 71 and are
now being issued in policy form to bring forth the wealth of data formerly issued in the Flag "Orders
of the Day.")

Admin Know-How Series 38
Data Series 50

Esto Series 42

Org Series 42

OUT OF SEQUENCE

Out of sequence isthe most common outpoint according to a survey of despatches and projects
a couple months ago.

The thing which gets most commonly out of sequence is the pattern of the Key Ingredients as
covered in HCO PL 14 Sept 69.



The correct sequence for a piece of work would be to plan, obtain materials, and then work.
If thisis made into work-plan-materia's, everyone works hard but no product will result.

As production is what morale depends upon, a smash of morale would occur if the Key
Ingredients were thrown out of sequence.

Omitted data runs a close second to out of sequence as the most common outpoint.

When the sequence of awork project is thrown out and then data like technology of how to do
it is omitted, a group could work itself half to death and have down morale as well from no product.

The right way to go about it is to have the tech of ajob, plan it, get the materias, and then do
it. Thiswe call organizing.

When this sequence is not followed, we have what we call cope. Too much cope will
eventually break morale. One copes while he organizes. If he copes too long without organizing he
will get adwindling or no product. If he organizes only he will get no product.

Coping while organizing will bit by bit get the line and action straighter and straighter and
with less work you get more product.

L. RON HUBBARD

Founder

Compiled and issued by

Sherry Anderson

Compilations Missionaire

for the

BDCS.LRH:SA:bk.nf BOARDS OF DIRECTORS

Copyright c 1971, 1980

by L. Ron Hubbard of the

ALL RIGHTSRESERVED CHURCHES OF SCIENTOLOGY
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HANDLING OVERLOADED POSTS



Reference:
HCO PL 28 July 71 ADMIN KNOW-HOW 26

Product and Org Officers can take over a grossly overloaded key post and (a) increase its
production and (b) reduce the work hours. They should take over posts for 48 hours and give the
incumbent arest and see what gives.

The rules that seem to apply are

a. Itisakey post of the areain question and

b. It is the most overloaded and/or most nonproductive post in that area.
It's one thing to issue orders. It's another to do work.

One doesn't stand behind the guy. One takes him off the post and actually does the work of the
post.

While doing it one will see why it can't be done or isn't being done and one can then get a
good bright idea of how it can be done and get it in and write it up.

One often finds he has to ask "What hat am | wearing?' when one finds he is on overload.

WEell, one solution is to just go over and really wear that hat and see why it can't be worn, get
an idea of how it can be worn, do the action to see if it's right, write it up for issue and put the person
back onit.

A junior often can't mesh up the lines so they work because he hasn't the know-how and hasn't
the authority. His proper action would be to figure his post out and write it up for issue and get it in his
hat. When he doesn't do this it jams or overloads his own and other lines.

Where this situation exists and isn't changing, a Product Officer, Org Officer or HAS or the
divisional Product or Org Officers have an out. They can take over such a post, do al its work for 48
hours with no help from the incumbent, get an idea of how to debug it, see if that works, write it up
and turn the post back over.

L. RON HUBBARD

Founder

Compiled and issued by

Sherry Anderson

Compilations Missionaire

for the

BDCS.LRH:SA:dr.gm

Copyright C 1971, 1080 BOARDS OF DIRECTORS

by L. Ron Hubbard of the

ALL RIGHTSRESERVED CHURCHES OF SCIENTOLOGY
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PRODUCT OFFICERS

Worked last evening getting Tech to start shooting them through to completions.

The P/L on Selling and Delivering Auditing (HCO PL 28 Sept 71) tells why you have to
audit a pc al at once whole program. Dribbling it out means repairs due to life upsets before the
guy made it.

So crowd it on and get a pc through. Then we'll have some products for our coins.
A Product Officer has to name, want and get his products.

This means one says, "Y ou there. Joe Blow. Want him completed. All right get it DONE."
Product by product. There is no general "Audit these pcs." "Get up the hours." Hell, you never get
aproduct that way.

"Y ou there, George Thunderbird. | want you through your Primary and onto and through
course and classified. Get going, man, get going. Oh, you were told to weedle the toofle before
you woofled by Dorance Doppler. Org Officer? Get that name-to F/MAA, get the cross orders the
hell off my lines. Now you George Thunderbird, | want you through your Primary and onto and
through course by | July. You got it? You got it now! Good. Well, get with it. Get going!" Note
on clipboard: Org Off to get cross order by Dorance Doppler invest and report. "There's your
dlip." Note on progress bd. Geo Thunderbird HSDA 1 Jul. "Now you Tobler Tomias, what's the
tale; how are you going? . . . Well standing there smoking and looking at the scenery isn't going to
do anything. If your girl doesn't like you anymore the thing to do is drown your sorrows in the
Primary RD. . . . Okay you are to be an Exp Dn. All right, that's fine. | want you completed by 16
July. . . .| don't care if that's a 16-hour day. Let's see, Primary RD by - and Class IV Acad by -
and _. Yesthat's 16 July AT NOON. Man to hell with your PTPs. Get going, man." And on the
progress board. And from the board - "And here's Bill Coal, he should be off the Primary today,
where is he. All right Bill-ah, you made it that far. Now you're on schedule. That's great. HSDA.
Get with it, man. You completed Primary 20 minutes ago and aren't on the next course. Super!*
What the

That's the way it goes for a Tech Prod Off. "We are finishing Agnes, Trop and Goshwiler
today. Today. Yestoday. Certified and off lines. Got it D of T? Well, do it!"

Push, debug, drive. Name it, want it, get it.
That's the only way you ever get a product.
Sad but true.
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beat.

They don't ever happen by themselves.
And all the public relations chatter in the world is not a product. | know this Product Officer

It's a piece of cake.

But it hasto be DONE.

L. RON HUBBARD

Founder

Compiled and issued by
Sherry Anderson
Compilations Missionaire
Accepted and approved by the

BOARDS OF DIRECTORS of the CHURCHES OF SCIENTOLOGY
BDCS:LRH:SA:bk.gm Copyright* 1972, 1980 by L. Ron Hubbard ALL RIGHTS RESERVED

* Supervisor
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MANAGEMENT COORDINATION

COORDINATION isthe essence of management.

The word "management"” implies there is something and some someones to manage.

A business or company or organization implies others are present and are engaged in asimilar

activity. It isateam.

Any organization, no matter how complex, is bound together by common purposes.

If the different parts of such an organization are not coordinated, they begin to cross each

other'slines and tangle.

With such atangle, one gets no forward progress.

The energy of the overall organization is absorbed by cross orders, cross actions and the

general purpose of the activity makes little if any forward progress. This can be called "internal noise.”
The staff can be numerous, appear busy, even frantic, yet no production is really accomplished.

What is missing is COORDINATION. The efforts of each part of the organization are not

being directed and meshed into flows which would achieve the common purpose.

THAT iswhat a manager isfor.



The manager and his immediate assistants have to know where they are going and have to
make certain each part of the organization knows and that the efforts of each individual segment of the
organization are devoted to forwarding the same general purpose.

Without that coordination action, the different elements of the organization go into a tangle
that results, not in the forwarding of the general purpose, but in confusion and frayed temper and
nerves.

The elements of coordination are planning, knowledge. information, agreement and
production.

Good coordination of team effort results in high ARC. This is caled "team spirit, morale,
esprit," etc. But what it is in fact is agreement and understanding within the team so they can each
forward the general purpose of the group. Confidence in the group by each individual part of it is built
with the above factors. Out of that, one can achieve meaningful and worthwhile production.

Without it one gets various versions of catastrophe. The "hey you" organization, the one-star
team with everyone else on the sidelines inactive or confused-there are many aspects of a lack of
coordination.
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Coordination is why we have Executive Councils, Advisory Councils, staff meetings, mini
programs for departments and all the rest of it. It is even why we have an org board.

Any manager, at whatever level, will amost certainly fail if he does not brief his troops, get
their viewpoints, establish agreement and program the general on-going activity and see that the
program is executed.

A manager at any level has to use the tools of coordination. Otherwise his organization's
product will just be noise.

Oh, it is true that groups do not develop new ideas, that boards cannot plan. This is beside the
point. This does not mean they do not serve avital purpose. A manager uses them to coordinate! If he
omits this, he has lost his most valuable tool, the form of the organization and he cannot possibly
achieve any lasting results.

An org that doesn't hold Executive Council, Advisory Council and staff meetings on a regular
basis and does not use them to brief and iron out disagreements and get cooperation is lost. It will have
down statistics very surely. For no one will know what the blazes is going on, so how can they get
their own job done? An answer is to splinter off and go one's own way as best he can. And that
fragments a group and it ceases to be an organization but is just alot of individual efforts.

Thefailurein such a caseis ssimply afailure to coordinate!

Oh yes, management is there to plan. Good. If it is planning that will forward the general
purpose of the organization, if the various units of the organization are briefed and the plan is adjusted
to handle their disagreements and if the plan is real and understood by one and all and if they then
cooperate and produce along these lines, you have forward progress.

In our case al we're doing is selling and delivering a product. If we do that we have a planet.
Otherwise we don't.

Whether we do it in a few years or a few millennia is determined by management. Does it
coordinate or not?

L. RON HUBBARD
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TARGETS AND PRODUCTION

There is adirect coordination between the clarity and doability of the targets of a program and
any increase in stats.

If one can write good, simple, doable programs on matters important to get done, they can get
done. If the program is cloudy or the targets too general, little comes of it. It does not show up in stats
and can even clutter up lines and impede production.

So it is very important to an exec and to staffs that the exec be able to write clean, concise
programs and staffs to recognize when they are not and plead for correction.

Strategic planning gets bugged most often because middle management does not put it in
target form or if they do, put it in such cloudy or general targets it cannot be done and does not achieve
the desired result.

Faults in this can cost-factually-millions in unmade income or actual |osses and overwork.
But now today another factor is entering the scene. The world has gone computer.

This does not mean computers can do actual work-they can't. But it does mean they can keep
track of things and operate to catch things which, undone, wreck things.

In a very short while, at this writing, computers will exist at management echelons to keep
track of stats, demand programs and keep track of their effectiveness. The computer will be able to
detect very early noncompliance both in writing and getting done programs.

Life will be much smoother as debugs will be demanded more quickly and bad targets or line
jams or staff overloads will be detected sooner and remedied, resulting in more income, more service
and more pay.

But al thiswill depend on three things:



1. The existence and soundness of the strategic planning and evaluation. (This has never much
been in doubt.)

2. The clarity with which planning can be programed. (Thisis currently not good at all.)

3. The execution of targets called for at various echelons and staff level. (This depends, to a
large measure, on 2 above.)

To a computer, which cannot really think, atarget is atarget. If not done in the expected time,
it will squawk. If still not done, it will demand a debug.

The debug will find: (a) the organization ordered did not give it to a correct or the right staff
member to do, (b) had no one there to do it or (c) the target was simply
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neglected at staff level or (d) the target was undoable in its existing form. The right one will be
found, action will be taken and the overall scene will advance once more.

So it is very important, whether one is writing major, minor or mini programs, that they be
written absolutely on-policy from here on out.

This starts now, not waiting for computers, asit isvalid in its own right and Programs Ops are
on the line. With computers, there will still be Programs Ops to run them but the precision and speed
will increase amazingly.

The organizations in the world are getting bigger. They have to be more efficient to also pay
well. And thisall comes down to the 1, 2, 3 above.

It is amiserable thing to be hit with alot of confused, undoable orders. And dangerous to one
at staff level for one can be charged with noncompliance when there was realy nothing precise to
comply with!

So the ability to coordinate programs and write excellent target-policy targets is vital to the
ability of al to work.

And when computers get on the job, electronic sparks will be flying all over the place if target
policy is not adhered to carefully and precisely.

So this policy isvital, computers or no computers.

OPERATING TARGETS MUST HEREAFTER BE WRITTEN IN SUCH A WAY THAT
THEY ARE FINITE AND NOT A GENERALITY SO THEY ARE PRECISELY DOABLE. Targets
like "Keep stats rising" or "Be nice to Joe" are not doable targets from a computer's viewpoint or
anybody else's.

But, computers aside, the one that does the target is NOT a computer and with target clarity
candoit far more easily.

Hear me, the 1, 2, 3 above are the make-break point of expand or not expand.
So heed it.

L. RON HUBBARD

Founder

Adopted as official

Church policy by the

CHURCH OF SCIENTOLOGY
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BATTLE PLANS
A "battle plan” is defined as

A list of targets for the coming day or week which forward the strategic planning and handle
the immediate actions and outnesses which impede it.

Some people write "battle plans' as just a series of actions which they hope to get done in the
coming day or week. This is fine and better than nothing and does give some orientation to one's
actions. In fact, someone who does not do thisis quite likely to get far less done and be considerably
more harassed and "busy” than one who does. An orderly planning of what one intends to do in the
coming day or week and then getting it done is an excellent way to achieve production. But this is
using "battle planning" in an irreducible-minimum form as a tool.

Let us take up definitions. Why is this called a "battle plan” in the first place? It seems a very
harsh military term to apply to the work-a-day world of admin. 1 did not select this term; it sort of
grew up by itself amongst Sea Org executives. But it isavery apt term.

A war is something that happens over along period of time. The fate of everything depends on
it. A battle is something which occurs in a short unit of time. One can lose several battles and still win
awar. Thus one in essence is talking about short periods of time when one is talking about a battle
plan.

This goes further. When one is talking about a war, one is talking about a series of events
which will take place over along period of time. No general, or captain for that matter, ever won awar
unless he did some strategic planning. This would concern an overall conduct of awar or a sector of it.
This is the big, upper-level idea sector. It is posed in high generalities, has definite purposes and
applies at the top of the Admin Scale. (Ref. HCO PL 6 Dec. 70, Personnel Series 13, Org Series 18,
THIRD DYNAMIC DE-ABERRATION.)

Below strategic planning one has tactical. In order to carry out a strategic plan one must have
the plan of movement and actions necessary to carry it out. Tactical planning normally occurs down
the org board in an army and is normally used to implement strategic planning. Tactical planning can
go down to apoint as low as "Private Joe is to keep his machine gun pointed on clump of trees 10 and
fireif anything movesin it."



"Middle management”-the heads of regiments right on down to the corporals are covered by
thisterm-is concerned with the implementation of strategic planning.

The upper planning body turns out a strategic plan. Middle management turns this strategic
plan into tactical orders. They do this on a long-term basis and a short-term basis. When you get on
down to the short-term basis you have battle plans.

A battle plan therefore means turning strategic planning into exact doable targets
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which are then executed in terms of motion and action for the immediate period being worked
on. Thus one gets a situation whereby a good strategic plan, turned into good tactical targets and then
executed, results in forward progress. Enough of these sequences carried out successfully gives one
the war.

This should give you a grip on what a battle plan really is. It isthe list of targets to be executed
in the immediate short-term future that will implement and bring into reality some portion of the
strategic plan.

One can see then that management is at its best when there is a strategic plan and when it is
known at least down to the level of tactical planners. And tactical planners are simply those people
putting strategic plans into targets which are then known to and executed from middle management on
down. Thisisvery successful management when it is done.

Of course the worthwhileness of any evolution depends on the soundness of the strategic plan.

But the strategic plan is dependent upon programs and projects being written in target form
and which are doable within the resources available.

What we speak of as "compliance" is realy a done target. The person doing the target might
not be aware of the overall strategic plan or how it fits into it, but 1 assure you that it is very poor
management indeed whose targets do not all implement to one degree or another the overall strategic
plan.

When we speak of coordination (Ref. HCO PL 1 July 82, MANAGEMENT
COORDINATION), we are redly talking about conceiving or overseeing a strategic plan into the
tactical version and at the lower echelon coordinating the actions of those who will do the actual things
necessary to carry it out so that they al align in one direction.

All this comes under the heading of alignment. As an example, if you put a number of people
in a large hall facing in various directions and then suddenly yelled at them to start running, they
would, of course, collide with one another and you would have a complete confusion. This is the
picture one gets when strategic planning is not turned into smooth tactical planning and is not executed
within that framework. These people running in this hall could get very busy, even frantic, and one
could say that they were on the job and producing but that would certainly be a very large lie. Their
actions are not coordinated. Now if we were to take these same people in the same hall and have them
do something useful such as clean up the hall, we are dealing with specific actions of specific
individuals having to do with brooms and mops-who gets them, who empties the trash and so forth.
The strategic plan of "Get the hall ready for the convention™ is turned into a tactical plan which says
exactly who does what and where. That would be the tactical plan. The result would be a clean hall
ready for the convention.

But "Clean up the hall for the convention" by simple inspection can be seen to be what would
be only a small portion of an overall strategic plan. In other words the strategic plan itself has to be
broken down into smaller sectors.



One can see then that a battle plan could exist for the ED or CO of an org which would have a
number of elementsin it which in their turn were turned over to subexecutives who would write battle
plans for their own sectors which would be far more specific. Thus we have a gradient scale of the
grand overal plan broken down into segments and these segments broken down even further.

The test of al of this is whether or not it results in worthwhile accomplishments which
forward the general overall strategic plan.

If you understand all the above (it would be a good thing to do it in clay) you will have
mastered the elements of coordination.
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Feasibility enters into such planning. This depends upon the resources available. Thus a
certain number of targets and battle plans, to an organization which is expanding or attempting big
projects, must include organizational planning and targets and battle plans so that the organization
stays together as it expands.

One writes a battle plan, not on the basis of "What am | going to do tomorrow?" or "What am
| going to do next week?' (which is fine in its own way and better than nothing), but on the overall
question, "What exact actions do | have to do to carry out this strategic plan to achieve the exact
results necessary for this stage of the strategic plan within the limits of available resources?' Then one
would have the battle plan for the next day or the next week.

Thereis one thing to beware of in doing battle plans. One can write a great many targets which
have little or nothing to do with the strategic plan and which keep people terribly busy and which
accomplish no part of the overall strategic plan. Thus a battle plan can become aliability sinceit is not
pushing any overall strategic plan and is not accomplishing any tactical objective.

So what is a"battle plan"? It is the doabl e targets in written form which accomplish a desirable
part of an overall strategic plan.

When one is talking about "mini programs" in an org, one is actually talking about small battle
plans at the lowest tactical levels. These must be based upon a middle management tactical plan and
thisin turn must be based on a strategic plan.

The understanding and competent use of targeting in battle plans is vita to the overal
accomplishment that raises production, income, delivery or anything else that is a desirable end.

It isatest of an executive whether or not he can competently battle plan and then get his battle
plan executed.

L. RON HUBBARD

Founder

Adopted as officiad

Church policy by the
CHURCH OF SCIENTOLOGY

INTERNATIONAL
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THE TOOLS OF MANAGEMENT
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MANAGEMENT COORDINATION

HCOPL | | Apr. 70 THIRD DYNAMIC TECH)
Thereis asimplicity to managing effectively. It begins with the basics of manage-
ment.

Although it may appear so to some, successful management is not a highly complicated,
esoteric activity. But, just as an auditor or a C/S must know and be able to use the exact tools of first
dynamic tech in handling cases in order to achieve exact and standard results on a one-for-one basis,
SO must an executive or manager know and be able to use the exact tools of third dynamic tech in
handling groups to achieve successful and exact results in every instance.

Within the wealth of data on third dynamic tech contained in HCO Palicy Letters, the OEC
Volumes and tapes and books on the subject, there are certain definite, specific tools a manager uses.
These are the tools of management.

The difference between brilliant management and mediocre or no management, at any level,
liesin

1. Knowing what the tools of management are, and

2. Knowing how to use them.

Many people are not aware that, like a carpenter or any other workman, a manager uses
specific and exact tools. Thus, we see people here and there who are doing the equivalent of using the
handle of a chisel to drive nailsinto wet concrete.
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It is a common fault with inexpert workmen to find them using their tools wrongly or not
using them at all. They make a breakthrough when they discover what the specific tools are for.

One can see this in people who can't mix sound or can't become mixing engineers. They sit
with all these knabs in front of them, reach out and grab this knob or that one, hoping hopefully
something will happen to the sound. Y et every component they have in front of them is an exact tool
to do an exact thing with sound!

There are a lot of comparisons one could make, but the point is that people in management
positions have precise tools available to them in Dianetics and Scientology which happen to be far
better tools than have ever been available on the planet.

One can have very good people on management posts who still can drown if they don't know
and put to use the basic management tools.

But without these being specified as exact tools one might not see the simplicity
of it.
MANAGEMENT ECHELONS

Operating as it does into an expanding scene, Scientology has grown into the need for and use
of various echelons of management.

In orgs, for some time we have had division heads and above them we have the Executive
Council, headed by the CO or ED of the org.

The OEC (Org Executive Course) and the FEBC (Flag Executive Briefing Course) have long
been established as the essential courses for training executives to manage successfully at org level.

These courses, and the OEC Volumes upon which they are based, teach the form of the org
and how to use the parts and posts and functions that go to make up the whole. They give us
executives who know how to correctly utilize staff and their assigned posts and duties. We call it
"knowing how to play the piano"-it's a matter of knowing what key to hit when and which keysto use
in combination to produce a desired result. (Ref. HCO PL 28 July 72, ESTABLISHING-HOLDING
THE FORM OF THE ORG.) In other words, it's a matter of knowing and using one's tools.

The very least training we would expect for adiv head in order for him to "know how to play
the piano" within his division is for him to have done the OEC Volume that covers the form and
functions of the division he heads up. If he has also done the OEC and the FEBC, so much the better.

The very least we would expect of a CO or ED, a Chief Officer, Supercargo, Org Exec Sec or
HCO Exec Sec is for him to have done the OEC and FEBC. Then we have an executive who is
capable of "playing the piano" across the divisions of the entire org, using the hats and posts and
functions correctly in order to achieve the utmost production from the org as awhole.

Above the level of service orgs, we have middle management. Now one is handling not one
function nor only one org, but many orgs and their functions. And still above that we have the senior
executive strata of management. Here we get into the vital need for "knowing how to play the piano"
across a much wider sphere, using the full scope of management tools and using them with high skill.
One might be using the same tools as lower stratas of management but a higher level of expertise is
required as one's planning, decisions and actions are influencing far, far broader aress.

What has brought this about is the rapid expansion of Scientology into wider
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zones of responsibility and therefore increased responsibility with a resultant increase in
traffic. This naturally has to be handled by increasing efficiency. What it has done, in effect, is push
some up from lower level management status to upper level management status, necessarily. Without
realizing it, some executives have been climbing a status stairs in terms of influence and zones of
control. And they can go only so high without being terribly precise in their use of tools. After that,
without this acquired precision, they drown.

The obvious answer to al of thisis an executive training program that provides Management
Status Checksheets through which an executive or manager raises his status by becoming expert with
his tools. And such a program has now been devel oped!

MANAGEMENT STATUS CHECKSHEETS
The new executive training program consists of four status levels.

EXECUTIVE STATUS ZERO consists of simply putting the executive on post and getting
him instant hatted.

The Management Status Checksheets which then follow, and which carry a prerequisite of
OEC and FEBC, train the person intensively in the recognition, selection and actual use of
management tools. Working up through these status levels, a manager not only becomes more
proficient in handling an org, any org, but becomes fully certified to operate at middle or senior
echelons of management.

1. EXECUTIVE STATUS ONE brings up the exec's awareness of the basic tools of
management and further develops his skill in their use.

Some of these basic tools are the Admin Scale, target policy, strategic planning and
programing, the use of org lines and terminals, org boards, despatches and telexes, statistics and
graphs, conditions, hats and hatting, importance of files, personnel folders, ethics folders, etc. Each
oneisaspecific tool.

2. EXECUTIVE STATUS TWO covers the upper level tools of management and enhances
one's ability to effectively use such tools as survey tech, PR, pilots, general economics, finance
systems, cost accounting, control through networks, admin indicators, morale, legal, goodwill,
exchange, missions (action missions), economical management and managing by dynamics.

3. EXECUTIVE STATUS THREE takes up each of the eleven points upon which the senior
executive strata operates and trains the person in each of these as a specialist action.

Middle and central management personnel should not draw full pay or be bonus eligible until
they have gotten up through Executive Status Three, as they will not be operating effectively until they
have done this.

With the release of the new Management Status Checksheets, precise and gradient training
levels for all echelons of management will exist comparable to the precise and gradient training levels
required for al echelons of technical delivery-

Quite an unbeatable combination!

One winds up with managers fully familiar with their exact tools, having the one-two-three of
management tech at their fingertips, and "knowing how to play the
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piano" effectively across an org, a continent, a planet!



So the answer to current expansion is an action which is geared to bring about even further
expansion. And that is the only way to go!

It begins with the basic tools of management.
L. RON HUBBARD

Founder

Adopted as official

Church policy by the

CHURCH OF SCIENTOLOGY
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WRITING PROGRAMS AND PROJECTS
(R efs:

HCO PL 18 Aug. 82 Admin Know-How Series 42
Reiss. 8.9.82 TARGETS AND PRODUCTION
HCO PL 9 Jan. 80 Executive Series 20
DEPARTMENTAL MINI PROGRAMS:

THE KEY TO ACHIEVEMENT

HCO PL 19 Aug. 71 PROGRAMS, USE OF -
HOW TO SAVE USELESS WORK

HCO PL 23 Oct. 69 PROGRAMING)

(The data in this issue has been excerpted from CBO 129, WRITING PROJECTS for issue as a
policy letter as it contains pertinent and valuable data for hatting those engaged in writing programs or
projects.)

Some years back in hatting an aide, | asked her to visualize a project she had written being read
and done at the receipt-point-in other words to assume the viewpoint of the receiver, and to see if she
would then do the project.

After astudy of this, she wrote the following excellent analysis of the action.



"COMPLIANCE REPORT 8 August 1971
Re Hatting Action
Dear Sir,

| reread five of my projects to visualize a project of mine being done and to seeif | would do it and
could easily do it if | received it.

I then also read some LRH written projects to see the difference and compare.
1. 1 found | would not do a project or would not be interested in doing it if

a. | didn't understand it well at first reading (unclear),

b. If it was too long and complex and therefore unconfrontable,

C. If the reality of WHY it was needed and what improvements it would bring to my post or area
was not clearly expressed in the INFO or SITUATION of the project. In other words if the purpose of the
project wasn't real.

d. If, just in reading the project, | didn't KNOW what | was supposed to DO with it or while it was
underway.

2. Then | would have difficulty doing it
a. If each target didn't call for an ACTION, a DOINGNESS.
b. If each target called for more than one action (confusing).

C. If each target was not specifically directed to or assigned to one person (me) or to
somebody else on my orders.

d. If NO ONE in particular was responsible to get the project done.

e. If it went in such detail that it didn't give me any leeway to operate in the existing scene
and achieve the target, and if | was left without any initiative to do it.

f. If each target wasn't a START-CHANGE-STOP with a definite time sequence, it would
be more difficult to put it in.

From this| get some POSITIVE points to look for when writing a project:
1. Clearly assign project responsibility to one terminal or group of terminals.

2. Make the info and the situation REAL to the person by showing what the existing scene

3. Show why the project needs to be done and what it will accomplish, and sell it by doing

4. Have one ACTION per target and not more than one.

5. Have the time sequence properly indicated and visible in the project and make it a clear
start-change-stop cycle.

6. Don't go into too many details. Better even-refer to a PL where details on HOW to do
an action are contained.

7. On the other hand, don't assume that the receipt-point knows policy at the fingertip. He
most probably doesn't. Don't skip gradients on the receipt-point.

8. Make it very clear asto who does what target.



9. Keep it short and simple, and each target short and words simple.
10. Watch for outpoints.

There are aso the regular policies about targets and their types and how they relate, which
are observed.

I'm not saying al my projects were bad and not getting done! FEBC Projects are a bit too
long maybe, but do have lots of doingness in them. One project is too detailed. One project, as
you indicated, has good info but is unclear as to who does what.

A good one, which had most points above in, got completed well.
Thank you for the hatting action.

Love,

Louise"

L. RON HUBBARD

Founder
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CHECKLIST FOR A STRATEGIC PLAN)
What is strategic planning?

Although it has already been described at some length in HCO PL 22 Aug. 82, BATTLE
PLANS, strategic planning is of such vital importance in the scheme of things that it merits more
emphasis and in-depth study by those responsible for it. So let us examine strategic planning further,
both as to its definition and use as well asits relationship to other aspects of management.

STRATEGIC PLANNING - WHAT IT IS

Theterm "STRATEGY" is derived from the Greek words:
straftos, which means "general "

stratos, which means "army,"

agein, meaning "to lead."

STRATEGY, therefore, by dictionary definition, refers to a plan for the overall conduct of a
war or sector of it.

By extrapolation, it has also come to mean a plan for the skillful overall conduct of a large
field of operations, or a sector of such operations, toward the achievement of a specific goal or result.

Thisis planning that is done at upper echelon levd, as, if it is to be effective, it must be done
from an overview of the broad existing situation.

It is a statement of the intended plans for accomplishing a broad objective and inherent in its
definition is the idea of clever use of resources or maneuvers for outwitting the enemy or overcoming
existing obstacles to win the objectives.
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It is the central strategy worked out at the top which, like an umbrella, covers the activities of
the echelons below it.

That tells us what strategic planning is.
WHAT IT DOES

What strategic planning does is provide direction for the activities of all the lower echelons.
All the tactical plans and programs and projects to be carried out at lower echelons in order to
accomplish the objective stream down from the strategic plan at the top. It is the overall plan against
which al of these are coordinated.

This gives a clear look at why strategic planning is so vitally important and why it must be
done by the upper level planning body if management isto be effective and succeed.

What happens if strategic planning is missing? Well, what happens in the conduct of a war if
no strategic planning is done?



Key troops can be left unflanked and unsupported in key areas while other troops fight aimless
battles at some minor outpost. Supplies and ammunition could be deployed to the wrong area or not
forwarded at all. Conflict of orders, jammed lines and maneuvers, wasted resources and lost battles all
result. With the lack of a plan, coordination is missing and it's a scene of confusion and dispersal. In
short, disaster.

What a difference between this and a strong, coordinated, positive thrust toward attaining the
objective!

Transposing all of this over into our own activity gives an even clearer look at why strategic
planning must be done at the upper levels of management. The key word here is "done." It cannot be
neglected or dropped out. It cannot be assumed to be done. Strategic planning must be done and stated
and made known at least to the next lower levels of management so coordination and correct targeting
can take place.

PURPOSE AND STRATEGIC PLANNING
A strategic plan begins with the observation of a situation to be handled or a goal to be met.
It always carries with it a statement of the definite purpose or purposes to be achieved.

Once the purpose has been established, it is possible to derive from it various strategic
plannings.

Strategic planning is actually a very postgraduate form of "bright idea." (RefHCO PL 17 Feb.
71, Data Series 23, PROPER FORMAT AND CORRECT ACTION.)

In fact, STRATEGY CAN BE SAID TO BE HOW ONE IS GOING TO ACTUALLY
EFFECTIVELY AND SWIFTLY GET A PURPOSE MANIFESTED AND ROLLING IN THE
REAL PHYSICAL UNIVERSE AT SPEED AND WITH NO FLUBS.

Some strategic plannings are the result, really, of thumbnail evaluations done on the broad
overall scene.

Any dtrategic plan can encompass a humber of major actions required from one or more
different sectors in order to achieve the purpose. These are expressed in highly genera terms as they
are a statement of the initial overall planning that has been done. From them one can then derive
tactical plannings. But all of these things have to fit together.

134
EXAMPLE

Situation: The ABC Paper Company, though continuing to produce its formerly successful
line of paper products, is also continuing to concentrate solely on its regular, aready-established
clientele while neglecting a number of its potential publics. The company is rapidly going broke and
losing its execs to companies where there is "more opportunity for expansion.”

Purpose: Put a full-blown paper company there which reaches all of its potentia public for
volume sales of existing and new products, while it also continues to sell and service its regular
clientele in volume, and thus restore the company's solvency and build its repute as a lucrative,
progressive concern with opportunities for expansion.

Strategic Plan: The strategic planning, based on the situation and established purpose, might
go something like this:

1. The most immediate and vital action needed to arrest the losses is to (without interrupting
any ongoing business or unmocking any other unit) set up and get functioning a new sales unit



(alongside the existing one) which will have as its first priority the development of immediate new
clients for the current line of products from among (a) retail paper outlets, (b) wholesale paper outlets,
and (c) direct mail order. Clean, experienced salesmen will need to be procured to head up each of
these sections, and other professional salesmen will need to be located in volume. These can be hired
at very low retainer and make the bulk of their money on commissions. This operation can then be
expanded over broader areas using district managers, salesmen who start other salesmen and even
door-to-door salesmen. As a part of this plan, commission systems, package sales kits and promotion
and advertising will need to be worked out. Getting this going on an immediate basis will boost sales
and offset losses and very shortly expand the company into the field of stellar profits.

2. While the immediate holding action is going in, current sales and servicing of clients must
be maintained. At the same time, sales and production records of existing staff will need to be
reviewed as well as athorough accounting done of company books to find where the losses are coming
from. Any deadwood will need to be weeded out and those who do produce retained. Should any
embezzlement or financial irregularity be found this will need to be handled with appropriate legal
action. In other words, the current operation is to be fully reviewed, cleaned up and its production not
only maintained but stepped up al possible, with production targets set and met.

3. A program isto be worked out whereby surveys are done of al publicsto find out what new
paper products the publics want or will buy. Based on these survey results, a whole new line of paper
products (additiona to the old established line) can then be developed, produced, promoted and sold
broadly. The program for establishing the new line of goods will need to cover financing, the org
boarding of the new production unit (including clean executives, competent designers, any needed
additional workmen) as well as any additional machinery or equipment required. It will aso need to
cover broad PR, promotion and sales campaigns that push the new products as well as the old for
volume sales of both. Inherent in this planning would be a campaign to enhance the company's image
as pioneersin the field of new paper products with opportunities for expansionminded executives.

Such a strategic plan not only corrects a bad situation but turns it around into a highly
profitable and expanding scene for the future of the whole company.

What oneistrying to accomplish is digging the scene out of the soup and expanding it into a
terrific level of viability.
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From this strategic plan, tactical planning would be done, taking the broad strategic targets and
breaking them down into precise and exactly-targeted doingnesses which get the strategic planning
executed.

One would have many people working on this and it would be essentia that they al had the
purpose straight and that there be no conflicting internal spots in the overall campaign. Somebody
reading over such plans might not see the importance of it unless they understood the situation and had
ageneral overdl riding purpose from which they could refine their tactical planning.

It is quite common in tactical execution of a strategic planning to find it necessary to modify
some tactical targets or add new ones or even drop out some as found to be unnecessary.

The tactical management of a strategic planning isabit of an art in itself so thisis allowed for.

Given a good purpose, then, against which things can be coordinated, the strategic action
necessary to accomplish it can then be worked out and the tactical plans to bring the strategic plans
into existence can follow.



This way a group can flourish and prosper. When all strengths and forces are aligned to a
single thrust a tremendous amount of power can be developed.

So one gets the purpose stated and from that works out what strategy will be used to
accomplish the purpose and this then bridges the purpose into a tactical feasibility.

When the strategic plan, with its purpose, has been put forward, it is picked up by the next
lower level of command and turned into tactical planning.

STRATEGIC VERSUS TACTICAL PLANNING

Strategy differs from tactics.

Thisisapoint which must be clearly understood by the various echelons of management.
Thereisavery, very great difference between a strategic plan and atactical plan,

While tactical planning is used to win an engagement, strategic planning is used to win the full
campaign.

While the strategic plan is the large-scale, long-range plan to ensure victory, a tactical plan
tells exactly who to move what to where and exactly what to do at that point.

The tactical plan must integrate into the strategic plan and accomplish the strategic plan. And
it must do this with precise, doable targets.

And that, in essence, is management.
BRIDGING BETWEEN PURPOSE AND TACTICAL

One error that is commonly made by untrained personnel is to jump from purpose to tactical
planning, omitting the strategic plan. And this won't work. The reason it won't work is that unless
one's targeted tactical plan is aligned to a strategic plan it will go off the rails.

The point to be understood here is that strategic planning creates tactical planning. One won't
get one's purpose achieved unless there is a strategy worked out and used by which to achieve it. And,
based on that strategy, one works out the tactical
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moves to be made to implement the strategy. But jumping from purpose to tactical. ignoring
the strategy, one will miss.

So, between purpose and tactical there is always the step of strategic planning. We could say
that by a strategic plan is meant some means to get the purpose itself to function.

It is actually aplan that has to do with cleverness.

One might be well aware of the purpose and might come up with a number of tactical targets
having to do with it. And possibly the targets will work, in themselves. But the purpose is to get a
situation handled and, lacking a strategic means to do this, one might still find himself facing the same
problem.

Putting the actual bridge there between purpose and tactical, which bridge is the strategic side
of it, the purpose will have some chance of succeeding.

USE OF MANAGEMENT TOOLS

Strategic planning is one of the vital tools of management.



Getting a truly strategic plan worked out can necessitate calling all the other tools of
management into play.

One needs to know org boards, lines and terminals, programing and target policy, to name just
afew of these tools. One has to have a familiarity with personnel policy, statistics, graphs, conditions
and the use of ethics. A knowledge of finance policy is often required. Knowing and utilizing the
various networks can enter into it. And certain situations will very clearly indicate the need for surveys
or the use of PR tech which, cleverly used, can not only correct a sour scene but can actualy turn it
around to on€e's advantage.

These are al resources. Anyone doing strategic planning has got to be able to use them and to
be able to use them strategically, as that is what this planning is all about.

The management terminal who does have these tools under his belt and who clearly
understands the sequence of purpose followed by strategic planning which can then be turned into
tactical planning will be a stellar manager indeed!

L. RON HUBBARD

Founder
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THE TOOLS OF MANAGEMENT)

Those writing strategic plans as well as those passing them have the responsibility for
ensuring:

| . That strategic plans are correct and will handle what they are designed to handle.
2. That strategic planning is done to handle existing situations.

3- That no situation or goal requiring strategic planning is left uncovered by an overall plan for
its handling.

Additionally, those writing strategic plans have the responsibility for getting themselves
trained to proficiency in the use of this vital management tool.

And those passing on strategic plans have the added responsibility of correctly critiquing
submitted plans, with no caprice or opinion entered into the line. With standard, in-tech criticism
given, those in planning positions can be brought up to greater proficiency in their planning through
cramming, additional training and, as needed, ethics.

The following checklist is therefore offered as a guide for those writing strategic plans and
those whose job it is to approve such plans and authorize them for issue.
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CHECKLIST FOR A STRATEGIC PLAN

1. a. Has the strategic plan been preceded by correct observation of the situation to be
handled?

b. Isit avalid situation?
c. Has al the applicable data been examined?
(These points would show up in verification of the information section of the plan.)

2. Is there a clear and comprehensive statement of the situation the plan is designed to
handle?

3. Isthere a clear statement of the purpose to be achieved?
4. |sthe purpose, as stated, based on and consistent with the situation?

5. Is the purpose broad enough and stated in sufficiently broad terms so that, when
achieved, it will not only handle the situation but result in increased viability?

6. Isthe strategic plan itself aligned to and consistent with the purpose?
7. Isthe plan clearly expressed and understandable?

8. Does the plan include a strategy that will actually and effectively implement the
purpose and swiftly get it rolling in the physical universe?



9. Isthe proposed strategy actually clever and bright enough to achieve the purpose?
10. Isthe plan broad enough to fully accomplish the purpose?
11. Isit doable?

12. Does it cover, in broad general terms as required in a strategic plan, the major actions
and areas which need to be programed in order to accomplish the purpose?

13. Where it uses any of the other tools of management, does it use these correctly?
14. Does it take existing resources or lack of them into consideration?

15. Does it include strategic use of lines, terminals or networks where the need for thisis
obvious?

16. Does it include the use of surveys and/or PR handling where these are obviously
indicated by the situation?

17. Does it tend to collapse purpose and tactical planning and omit the needed strategy? (If
S0, it needs correction.)

18. Does the strategic plan effectively bridge between purpose and tactical so that it can be
used for coordination in tactical planning and serve as an orientation point for precisely targeted
actions?
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The above checklist is not in any way intended to be used by planning or approval terminals as
a substitute for study of the references and full data on strategic planning.

While other factors than those listed might need to be taken into consideration, the checklist
provides the main points upon which any strategic plan would be judged.

And it is probably safeto say that any plan which had all of the above positive points in would
be worthy of thetitle "strategic" and highly effective when executed.

L. RON HUBBARD

Founder

Adopted as officia

Church policy by the
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MANAGEMENT TOOLS BREAKTHROUGH)

The following is alist of the materials which, out of the many tools of management, comprise
the BASIC MANAGEMENT TOOLS.

1. ADMIN SCALE: A scale for use which gives a sequence (and relative seniority) of subjects
relating to organization. The scale, from the top down, includes Goals, Purposes, Policy, Plans,
Programs, Projects, Orders, Ideal Scenes, Statistics, Vauable Final Products. The scale is worked up
and down until it is (each item) in full agreement with the remaining items. In short, for success all
these items in the scale must agree with all other items on the same subject.

2. TARGET- A TARGET is an objective one intends to accomplish within a given period of
time.

3. STRATEGIC PLANS: A STRATEGIC PLAN is a statement of the intended plans for
accomplishing a broad objective and inherent in its definition is the idea of clever use of resources or
maneuvers for outwitting the enemy or overcoming existing obstacles to win the objective. It is the
central strategy worked out at the top which, like an umbrella, covers the activities of the echelons
below it,

4. PROGRAMS: A PROGRAM is a series of steps in sequence to carry out a plan. Programs
are made up of al types of targets coordinated and executed on time.

5. PROJECTS: A PROJECT is a series of guiding steps written in sequence to carry out one
step of a program, which, if followed, will result in a full and successful accomplishment of the
program target.

6. ORDERS: An ORDER is the direction or command issued by an authorized person to a
person or group within the sphere of the authorized person's authority. It is the verbal or written
direction to a lower or designated authority to carry out a program step or apply the general policy.
Some program steps are so simple that they are themselves an order or an order can simply be a
roughly written project. By implication an order goes from a senior to juniors.
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All orders of whatever kind by telex, despatch or Mission Orders must be coordinated with
current written command intention. You can destroy an org by issuing orders to it uncleared and
uncoordinated. Coordinate your orders! Clear your orders!

7. COMPLIANCE REPORTS: A COMPLIANCE REPORT is a report to the originator of an
order that the order has been done and is a completed cycle. It is not a cycle begun; it is not acyclein
progress; it is acycle completed and reported back to the originator as done.

When an executive or manager accepts "done" as the single statement and cals it a
compliance, noncompliance can occur unseen. Therefore, one must (1) require explicit compliance to
every order and (2) receive the evidence of the compliance pinned to the Compliance Report. Such
evidence might be in the form of copies of the actual material required by the order and procured, or
photographs of it, ticket stubs, receipts, a signed note stating the time and place some action was
carried out, etc. Evidence is data that records a"done" so somebody else can know it is done.

It isup to LRH Comms, Flag Reps or execs to verify reports of dones or get dones done. True
compliances to evaluated programs are vital.

8. TERMINALS: A TERMINAL is something that has mass and meaning which originates,
receives, relays and changes particles on a flow line. A post or terminal is an assigned area of
responsibility and action which is supervised in part by an executive.

A fixed-terminal post stays in one spot, handles specific duties and receives communications,
handles them and sends them on their way.

A line post has to do with organizational lines, seeing that the lines run smoothly, ironing out
any ridgesin the lines, keeping particles flowing smoothly from one post to another post. A line post is
concerned with the flow of lines, not necessarily with the fixed-terminal posts at the end of the lines.

9. LINES: A LINE isthe route along which a particle travels between one terminal and the next
or between grouped or associated terminals.

A COMMAND LINE isaline on which authority flows. It is vertical. A command line is used
upward for unusual permission or authorizations or information or important actions or compliances.
Downward it is used for orders.

A COMMUNICATION LINE is the line on which particles flow. It is horizontal. A
communication line does not refer to physical equipment but to the passage of ideas between two
points. A flow of ideas, in two directions, on paper, establishes acomm line.

The most important things in an organization are its lines and terminals. Without these in, in
an exact known pattern, the organization cannot function at all. The lines will flow if they are all in
and people wear their hats.

10. ORG BOARDS: An ORG BOARD (ORGANIZING BOARD) is a board that shows what
functions are done in the org, the order they are done in and who is responsible for getting them done.
The ORG BOARD shows the pattern of organizing to get a product. It is the pattern of the terminals
and their flows. We see these terminals as "posts' or positions. Each of these is a hat. There is a flow
aong these hats. The result of the whole org board is a product. The product of each hat on the board
adds up to the total product.

11. HATS: HAT is a term to describe the write-ups, checksheets and packs that outline the
purposes, know-how and duties of a post. It exists in folders and packs and is trained in on the person
on the post to a point of full application of the data



140-B

therein. A HAT designates what terminal in the organization is represented and what the
terminal handles and what flows the terminal directs. HATTING is the action of training the person
on the checksheet and pack of materials for his post.

12. TELEXES: A TELEX is a message sent and received by means of telex machines at
specific stations hooked up with one another. This is a fast method of communication, similar to a
telegram or cable.

Use telexes as though you were sending telegrams. Positiveness and speed are the primary
factors. Cost enters as athird. Security enters as a fourth consideration, All have importance but in that
order.

Telexes must be of such clarity that any other person in the org can read and understand them.
Y ou must take responsibility for both ends of a communication line. Write your communication (telex)
so that it invites compliance or answer without further query or dev-t. Entheta in telexes on a
long-distance comm line is forbidden.

Don't use telexes when despatches will do. Nonurgent communications on telex lines jam
them. Do NOT put logistics (supply) on a telex line. Telex lines should only be used for
communications concerning operations.

13. DESPATCHES: A DESPATCH is a memo to or from another staff member in your
organization or in another. When writing a despatch, address it to the POST-not the person. Date your
despatch. Route to the hat only, give its department, section and org. Put any vias at the top of the
despatch. Indicate with an arrow the first destination. Sign it with your name but also the hat you're
wearing when you write it.

As with telexes, despatches must be written so clearly that any other person in the org can read
and understand them, with the originator taking responsibility for both ends of the communication
line. And, as with telexes, entheta in despatches on along-distance comm line is forbidden.

14. STATISTICS: A STATISTIC is a number or amount compared to an earlier number or
amount of the same thing. STATISTICS refer to the quantity of work done or the value of it in money.
Statistics are the only sound measure of any production or any job or any activity. These tell of
production. They measure what is done. Thus, one can manage by statistics. When one is managing by
statistics, they must be studied and judged alongside the other related statistics.

15. GRA PHS: A GRAPH is a line or diagram showing how one quantity depends on,
compares with or changes another. It is any pictorial device used to display numerical relationships.

16. CONDITIONS: A CONDITION is an operating state. Organizationaly, it's an operating
state and oddly enough in the mest universe there are severa formulas connected with these states.
The table of conditions, from the bottom up, includes Confusion, Treason, Enemy, Doubt, Liability,
Non-Existence, Danger, Emergency, Normal, Affluence and Power or Power Change. There is a law
that holds true in this universe whereby if one does not correctly designate the condition heisin and
apply its formulato his activities or if he assigns and applies the wrong condition, then the following
happens. He will inevitably drop one condition below the condition he is actually in. One hasto do the
steps of a condition formulain order to improve one's condition.

17. PERSONNEL FOLDERS: A PERSONNEL FOLDER is kept in HCO for each person
employed by the org. The folder isto contain all pertinent personnel data about the person: name, age,
nationality, date employment started, address (if other than the org), next of kin, social security
number, test scores, previous education, skills, previous employment, case level, training level, name



of post, former posts held and dates held, production record on post(s), date employment ceased,
copies of all tests, and any other pertinent data.
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Copies of contracts, agreements or legal papers connected with the person are filed in the
personnel folder. The originals of such papers are kept in the valuable documents files.

A personnel folder is used for purposes of promotion and any needful reorganization and so
should contain anything that throws light on the efficiency, inefficiency or character of personnel.

Personnel folders are filed by division and department in HCO, with the personnel in separate
foldersfiled alphabetically in their department. There should be two sections in the personnel files: (1)
present employees and (2) past employees.

18. ETHICS FOLDERS: An ETHICS FOLDER is kept in HCO for each individual staff
member. It is a folder which should include his complete ethics record, ethics chits, Knowledge
Reports, commendations and copies, as well, of any justice actions taken on the person, such as Courts
of Ethics or Comm Evs, with their results.

Filing is the real trick of Ethics work. The files do 90% of the work. Ethics reports patiently
filed in folders, one for each staff member, eventually makes one file fat. When one file gets fat, call
the person up for Ethics action and his area gets smooth.

19. FILES: A FILE by definition is an orderly and complete deposit of data which is available
for immediate use. As FILES are the vital operationa line, it is of the GREATEST IMPORTANCE
that ALL FILING IS ACCURATE. A misfiled particle can be lost forever. A missing item can throw
out awhole evaluation or asale. It is of vital interest both in ease of work and financially that all files
are straight.

20. DATA SERIES: The tool to discover causes. The DATA SERIES isa series of policy letters
which deal with logic, illogic, proper evaluation of data and how to detect and handle the causes of
good and bad situations in any organization to the result of increased prosperity.

There is considerably more data on each of these tools contained in the policy letters in the
OEC Volumes, none of it complicated or difficult to grasp.

The purpose of this policy letter is simply to advise the exec that these are his tools-his most
fundamental and basic management tools. And that they are for USE and it is VITAL that he USE
them.

Why9 Because use of these simple, basic tools means the difference between afailing org and
aflourishing one.

And we want organizations to flourish!

L. RON HUBBARD

Founder
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BASIC MANAGEMENT TOOLYS)

THE FIRST THING AN EXECUTIVE OR MANAGER AT ANY LEVEL NEEDS TO
KNOW ISTHAT HEHASTOOLS WITH WHICH TO MANAGE.

This applies to top levels of management, to middle-management echelons and in every org
from the CO or ED down through the Exec Council and every head of a division or department.

BREAKTHROUGH
This datum is the result of arecent, eye-opening breakthrough.

The breakthrough was not a matter of discovering or developing or improving the materials
which make up the tools of management. Org boards, the Admin Scale, target policy, planning and
programing, statistics, graphs and conditions (to name a few of these tools) have been a part of our
technology, well-defined, available for use and used for quite some years now.

THE BREAKTHROUGH WAS IN DISCOVERING THAT A GREAT MANY
EXECUTIVESDID NOT LOOK UPON THESE ASTOOLS.

But unless one does recognize them as tooals, unless one actualy puts them in the category of
tools, like rakes and shovels and wheelbarrows, he is apt to think of them as opinions or theories or
something of the sort. He won't recognize that he does have actual tools with which to manage. And,
not realizing this, he won't USE them in managing.



Such a scene could be compared to somebody building a house who didn't even know he was
trying to build a house and, should this be pointed out to him, he would look at hammers and saws as
if they were total strangers. He wouldn't wind up with a house.

Any activity has its tools. And if one is going to engage in an activity, he had better know
what itstools are and that they are for use.

BASIC MANAGEMENT TOOLS

We are rich in management tools but the most fundamental of them-, required for use at any
executive level from the highest to the lowest, are these:

ADMIN SCALE ORG TERMINALS CONDITIONS

TARGET POLICY SPECIFIC LINES PERSONNEL FOLDERS
STRATEGIC PLANS ORG BOARDS ETHICS FOLDERS
PROGRAMSHATS AND HATTING FILES

PROJECTS TELEXES DATA SERIES.

ORDERS DESPATCHES

COMPLIANCE REPORTS STATISTICS AND GRAPHS
140-E

Each of these fundamental tools is defined and covered briefly in HCO PL 31 July 1983,
BASIC MANAGEMENT TOOLS.

None of these are complicated. They are actually SIMPLE but VITALLY, VITALLY
IMPORTANT.

One gets some terminals, gets them some lines, gets the channels of command and
echelon worked out, gets in strategic planning and with that one can achieve some coordination.

But it is necessary to be able to conceive of purpose (which, in target policy, becomes
objectives). And it is necessary to be able to write targets that will accomplish that objective or
that purpose. To get the targets done one needs lines and terminals there. And to have lines and
terminals, of course, one has to have an org board.

SIMPLE. But VITALLY IMPORTANT.

In laying out these tools we are laying out the fundamentals of organization as that, most
definitely, is what these tools are. And these tools will give one an organization. Without them,
you don't have an organization; you have a mob. And if one cannot figure out purpose or
objectives or write targets and telexes and get hatting done and hats worn they'll just keep on
being a mob. But correct use of just this basic list of management tools can turn a mob into a
producing organi zation!

EXEC STATUS ONE CHECKSHEET

A fadt, instant-hat type of checksheet called Exec Status One is being provided to swiftly
train execs and managers at all levels on these tools.

This is not a substitute for an OEC or FEBC. But it is vital that an exec starts using these
tools right now, instantly and at once yesterday, if he considers himself an executive or isin a
position of handling an organization of any type, size or kind. Because if he doesn't use these
tools, he's going to lay an egg.



ETHICS

Once the exec has passed this first checksheet, Exec Status One, it's an ethics offense to
fail to use these tools properly. One would handle a first or second offense with cramming, but
after that it's a Court of Ethics and, in the case of a person having trained on these tools continuing
to misapply or not apply these tools, it becomes a matter for a Comm Ev.

SUMMARY

1. First, an executive or manager must know that actual TOOL S EXIST for hisuse
in managing.

2. Second, he needs to know WHAT histools are.

3. Third, he must realize that these tools are SIMPLE but VITALLY, VITALLY
IMPORTANT, that they are for USE and he must USE THEM.

L. RON HUBBARD

Founder

Adopted as officia
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THE EXECUTIVE

(Note: Those personnel in orgs who are titled as executives are the Board Members, the Commanding
Officer or Executive Director or head of the org, the HCO Executive Secretary, the Org Executive Secretary, the
Public Executive Secretary, the heads of divisions and the heads of departments. In very large orgs the title is
extended to heads of large sections. To these listed persons especially this data on executives applies.)

Before one can adequately perform the duties of an executive in an organization one would
have to know what an executiveis.

EXECUTIVE: One who holds a position of administrative or managerial responsibility in an
organization.



To give one some idea of the power associated with the word, Daniel Webster, in 1826,
defined it as "The officer, whether king, president or other chief magistrate, who superintends the
execution of the laws; the person who administers the government, executive power or authority in
government. Men most desirous of places in the executive gift, will not expect to be gratified, except
by their support of the executive. John Quincy."

Executive is used in distinction from legidative and judicial. The body that deliberates and
enacts laws is legidative; the body that judges or applies the laws to particular cases is judicial; the
body or person who carries the laws into effect or superintends the enforcement of them is executive,
according to its 19th century governmental meaning according to Webster.

The word comes from the Latin "Ex(s)equl (past participle ex(s)eC[itus), execute, follow to
the end: ex-, completely + sequi, to follow." In other words, he follows things to the end and GETS
SOMETHING DONE.

Taking up the definition part by part we can achieve a considerable understanding of the
nature and beingness of an executive.

"One who holds a position . . ."; aposition is aplace or location. It is social standing or status;
rank. It is a post of employment; job. The sense of thisisthat an executiveisa STABLE TERMINAL
for his staff and assistants. He is not continuously elsewhere or missing. He actually holds his position,
socia standing, status, rank and performs his duties from that position. He is known and visible and in
one way or another reachable or himself reaches those areas which need to be handled.

... of adminigtrative . . ." in the definition would refer to his actions in administering his area.
Administer means "to have charge of; direct; manage." It istaken from the Latin administr6re, to be an
aid to: ad-, to + ministr6re, to serve. From minister, servant. By this we see that he has charge of,
directs, manages and SERVES his area.
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-. . or managerial. . ." refers to management, which is the act, manner or practice of managing,
handling or controlling something. Skill in managing, executive ability, which means that the activity
iSHANDLED or CONTROLLED by the executive.

- . . responsibility means the state, quality or fact of being responsible, and responsible means
legally or ethically accountable for the care or welfare of another. Involving personal accountability or
ability to act without guidance or superior authority. Being the source or cause of something. Capable
of making moral or rationa decisions on one's own and therefore answerable for one's behavior. Able
to be trusted or depended upon; reliable. Based upon or characterized by good judgment or sound
thinking. This means essentially that an executive DOES NOT WAIT FOR ORDERS TO ACT. Heis
the one who, guided by policy, acts on his own initiative to handle and supervise his area and others
and does not himself require supervision.

- . an organization." An organization means the act of organizing or the process of being
organized. The state or manner of being organized: "a high degree of organization.” Something that
has been organized or made into an ordered whole. A number of persons or groups having specific
responsibilities and united for some purpose or work. Thus an organization is an activity or areathat is
being organized or has been organized or made into an "ordered whole."

Thus, from the words and definitions taken from the language itself and the tradition of the
culture, we can see what an executive is, what he does and what he eventually has-an organization.

It is very interesting that one can examine the above definition and subdefinitions and analyze
an executive's general competence. Where any of these things are missing in his character or duty or



genera conduct, there is very likely to be a flaw in the activity he has under his authority. One could
go over these items one by one, for himself or for another, and he would see at once what had to be
improved and what was satisfactory in his or others' executive beingness.

In order to competently achieve the beingness of an executive, one would have to have the
technology of how to organize and would have to have, as well, a concept of the ideal scene of an
organization in order to compare it to any existing scene and would have to be familiar with the
technology required in that specific organization by which it produces the products necessary for its
survival.

In that every organization has value only to the degree it produces, one can see that an
executive should be able to achieve production long before his organization is perfected and to be able
to perfect the organization while producing. Otherwise the organization would not be sufficiently
viable to survive and his status as an executive would cease.

Good executives are very valuable and the value consists of their ability to obtain production
and form the necessary and adequate organization in order to do so. There are no stellar executives
who do not meet every piece and part of the above definitions.

L. RON HUBBARD

Founder
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LEADERSHIP

In order to get his job done, an executive must be someone from whom others are willing to
take orders.

The first test any follower of a leader requires the leader to meet is competence. Does the
leader know what he is doing9 This is aready covered in the definitions of an executive. For if an
executive meets these definitions, those to whom he must give orders are very likely to receive themin
confidence.

There is a great deal of mystique (qualifications or skills that set a person or thing apart and
beyond the understanding of an outsider) connected with leadership. Most of this mystique is
nonsense; however, it is necessary that one who leads can attract attention and that he can enthuse and
interest others. Simply knowing more about the subject than others or knowing more about
organization than others can cause an executive to be regarded respectfully or even with awe.

A common denominator to all good executives is the ability to communicate, to have affinity
for their area and their people, and to be able to achieve a reality on existing circumstances. All this
adds up to understanding. An executive who lacks these qualities or abilities is not likely to be very
successful.



Understanding, added to competence, is probably the most ideal character of an executive.

The ability to lead can aso be compounded of forcefulness and demandingness, and these two
qualities are often seen to stand alone in leadership without regard to competence and, though
acceptable to juniors to the degree that they will obey, are no long-term guarantee of an executive's
supremacy. While they are often part of a successful executive's personality, they are not a substitute
for other qualities and will not see him through. He must truly understand what he is doing and
demonstrate competence on along-term basis in order to achieve distinction and respect.

In all great leaders there is a purpose and intensity which is unmistakable. Plus there is a
certain amount of courage required in aleader.

A man who merely wants to be liked will never be a leader. Others follow those who have the
courage to get things done even though they say they follow those they like. A broad examination of
history shows clearly that men follow those they respect. Respect is a recognition of inspiration,
purpose and competence and personal force or power.

The qualities of leadership are not difficult to attain, providing they are understood.
L. RON HUBBARD

LRH:Idm.nt.gm Founder

Copyright 01971

by L. Ron Hubbard
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MONEY

So you think the GI should be higher.

So you wonder why the staff isn't paid better.

In order to successfully solve theseriddlesit is necessary to know something about MONEY .
Basically money is "an idea backed by confidence."

The ideais that the exchange of goods or services kind for kind is too clumsy. To carry your
dozen eggs all over town until you find someone who has bread he will exchange for your eggs so you
can have bread, istoo clumsy. That is called a"barter (trading) system” and is used in primitive tribes.
To solve this, men get the idea of making metal or dlips of paper represent the eggs and the bread.
Thus you don't need to look al over town. Anyone will buy your eggs that wants eggs and give you
money and anyone who has bread will accept money for it. Like: one money particle is worth five
loaves of bread or one dozen eggs or two hours of manual |abor or one booklet or a square inch of land
or-or-or.



Confidence comes in that the money particle (piece of metal or paper or some such symbol)
WILL be further accepted after you have accepted it for your eggs. This extends to confidence in the
country that issued the coin or the paper.

As metal has other uses-gold, silver, copper, bronze-it is more likely to have confidence placed
in it as the country could go broke and one would still have his metal. With paper one has to have
more confidence in the country.

So MONEY is only something that can be exchanged confidently for goods or services. Itisa
symbol which represents value in terms of goods or services.

When money is paid out without buying value (as in welfare handouts or war materials or bad
stocks or just a promise with no backing) it itself getsinto trouble. It begins to buy less because it no
longer represents production or services or value.

When one begins to receive and spend money he getsinto afield known as ECONOMICS.
To understand money one must understand economics. Or he'll be made afool.
ECONOMICS

ECONOMICS in modern language means "the social science that studies the production,
distribution and consumption (using) of commodities (things)."

If you like money or want money or use money you cannot remain ignorant of 46economics.”

The reason Marx and socialists in general can fool everyone is that there are very few people
who know economics and economics itself is not a science but a primitive
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art. So just as you may stumble on this word *“economics,” so can the supertotalitarian
socialists make whole societies stumble and fall into their hands.

The word originally meant "the science or art of managing a house or household" and that is
il its first meaning. From this grew up a study of the whole community as a connected activity.

Remember, money represents things. It is a substitute for goods and services.

What governments, people and even our orgs can't get understood is that NO PRODUCTION
= no money,

If one performs a valuable service and exchanges it for goods, he does so through the item of
money.

Production can mean producing a service or an item that can be exchanged for goods and
services.

If an activity does not produce and deliver and exchange with other activities, no money is
possible.

Example: Lack of good Division 6s (Public Division) in orgs makes it impossible to exchange
with the community. Equals no money.

Thisiswhat is behind low grossincome.

The steps to take are get the org so it can produce a vauable service in some volume and then
exchange through Div 6 contacts that service with the community for money. Then increase the
volume and quality of the service and increase the exchange through more Division 6 contacts. That
builds up to abig Gl that will continue to be big and not slump.



As soon as one ceases to deliver the service the exchange breaks and the Gl collapses. No
matter how hard you sell, if you don't deliver, you get into trouble.

The staff member, as part of the org, may think his pay comes from mysterious places. It does
not. It comes from his own personal production.

The combined services of staff members give the org the valuable final services it can
exchange for money. If it does this, then the staff member gets paid and cared for.

It is up to Division 6 to build up a DEMAND for the services and a volume of people who
then demand the service. It does this with surveys of what the public will buy that the org can offer. It
then makes the public aware of this by ads and contacts. The public comesin and pays. The rest of the
org keepsitself functioning and deliversit.

That isreally al thereistoit.
When you see a staff unpaid or an org not very solvent, it is the data above that is not grasped.

When you see an org solvent and its staff well paid, then the majority there have grasped this
and are doing it.

When they do it well enough and in enough volume, they control more and more goodwill and
expand.

People today are very badly taught on this subject. All money comes from daddy.
Governmentsroll it out in endless streams (and the currency becomes worthless).

It's no wonder people believe in "luck™ as the only thing that makes them rich and
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powerful. Or some wild idea that was never tried and would be aflop.

The truths of wealth are

Income of money on sales must be greater than outgo on bills.

Books, auditing and training, tapes and meters, must be sold for more than they cost the org to
produce or buy.

Money is simply that which represents delivered production.

Morale also depends upon accomplished and exchanged production.

Money does not equal morale. Theidlerich are awonderful study in psychosis.
And welfare money degrades because it is not exchanged for delivered production.
These are al factorsin economics.

The way to good pay is an understanding of the subject as above and the work necessary to
make it so.

L. RON HUBBARD

Founder

LRH:nt.gm Copyright ¢ 1971 by L. Ron Hubbard ALL RIGHTS RESERVED
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EXCHANGE

So many tricks have been entered into economic systems, and so many political fixations exist
that a manager is often very hard-pressed trying to bring about solvency for his activity.

Money can be manipulated in athousand different ways.

There are "speculators’ who seek to buy something (like land) cheaply and sell it dear. Or sell
it dear, depress the market and buy it back cheaply. In either case they make a profit.

It is less well understood that "speculators” also operate on the subject of money itself. By
manipulating the value of one currency against another they seek to aobtain a profit. This is the
"international banker" at his daily work. He buys a hundred billion French francs for X dollars. Then
he causes a panic about dollars. The franc gets very valuable. He sells his hundred billion French
francs for 2X dollars. Then he says dollars are great. He has "made"’ a huge new lot of dollars for
himself.

Or he finds a crummy politician like Hitler, builds him a war machine, gets paid back out of
the plunder of Europe before Hitler collapses.

The banker loans George Manager 100,000 to modernize his plant. George wanted 200,000.
But he takes the 100,000. The banker holds the whole plant as security. George doesn't make it as it
really took 200,000 to do it. He goes broke. The banker grabs the 5,000,000 plant. This includes the
100,000 now spent on new machines. The banker sellsit to apal for 2,500,000 and makes that sum on
his"loan."

The shareholders of Bide-a-wee Biscuit are told Bide-a-wee is busted. The stock falls. A group
buys the stock up for peanuts, emerges as the owners of Bide-a-wee which turns out not to be busted.

All these and a thousand thousand other systems for making money, indulged in too often,
spoil CONFIDENCE and destroy money.

Eventually awhole religion like communism will grow up dedicated only to the destruction of
capitalism.

What has been dropped out is the idea of EXCHANGE.

Money has to represent something because it is not anything in itself but an idea backed by
confidence.

It can represent gold or beans or hours of work or most anything as long as the thing it
representsisreal.

Whatever it represents, the item must be exchangeable.

If money represents gold, then gold must be exchangeable. To prove this, the moment gold
couldn't be individually owned, the dollar, based on it, became much less valuable.
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There has to be enough of the thing that money represents. By making the thing scarce,
money can be manipulated and prices sent soaring.

Economics by reason of various manipulations can be made into the most effective trap of the
modern slave master.



Periodically through history, not just in current times, monied classes or those believed to
control money have been torn to bits, shot, stoned, burned and smashed. The ancient pharaohs of
Egypt periodically lost their country through tax abuses.

Money, in short, is a passionate subject.
Modernly, thelid is coming off the economic pot which is at a high boil.

Too many speculators, too many dishonest men generating too much hate, too many tax
abuses, too many propagandists shouting down money, too many fools, al add up to an explosive
economic atmosphere.

A group has to be very clever to survive such a period. Their economic arrangements and
policies must be fantastically wise, well established and followed.

Asit exists at this writing, the only real crime in the West is for a group to be without money.
That finishesit. But with enough money it can defend itself and expand.

Yet if you borrow money you become the property of bankers. If you make money you
become the target of tax collectors.

But if you don't have it, the group dies under the hammer of bankruptcy and worse.

So we aways make it the first condition of a group to make its own way and be prosperous on
its own efforts.

The key to such prosperity isexchange .

One exchanges something valuable for something valuable.

Processing and training are valuable. Done well, they are priceless.

In many ways an exchange can occur. Currently it is done with money.

In our case processing and training are the substances we exchange for the materials of
survival.

To exchange something, one must find or createademand .
He must then supply the demand in EXCHANGE for the things the group needs.

If that is understood, then at once it is seen that (a) a group can't just process or train its own
members; and (b) a group cannot give its services away for nothing; and (c) the services must be
valuable to those receiving them; (d) that the demand must be established by surveys and created on
the basis of what is found; and (e) that continual public contact must be maintained.

Thus, by bringing the problems of viability down to the rock-bottom basics of
exchange, one can cut through all the fog about economics and money and be practical and
effective.

If one isliving in a money economy, then bills are solved by having far more than "enough
money" and not spending it foolishly. One gets far more than "enough money" by understanding the
principles of EXCHANGE and applying them.
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In another type of economy such as a socialist state, the principles still work.

The principles of exchange work continuously. It does not go high and collapse as in
speculation or demanding money but failing to deliver. Or delivering and not demanding money.



We see around us examples that seem to violate these principles. But they are nervous and
temporary.

What people or governments regard as a valuable service is sometimes incredible and
what they will overlook as valuable is aso incredible. Thisis why one has to use surveys-to find
out what people want that you can deliver. Unless this is established, then you find yourself in an
exchange blockage. Y ou can guess, but until you actually find out, you can do very little about it.

Once you discover what people want that you can deliver, you can go about increasing the
demand or widening it or making it more valuable, using standard public relations, advertising
and merchandizing techniques.

The fundamental is to realize that EXCHANGE is the basic problem.
Then and only then can one go about solving it.

L. RON HUBBARD

Founder
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NOT-DONES, HALF-DONES AND BACKLOGS

There is a very definite, often unsuspected effect concealed in a backlog. And it is of such
violence that it can crash an area's stats while seemingly working frantically.

BACKLOG (Webster's) noun: 3. an increasing accumulation of tasks unperformed or
materials not processed; verb: to accumulate as a backlog.

NOT-DONES AND HALF-DONES

Backlogs occur for various reasons. But the two main classes are (1) NOT-DONES and (2)
HALF-DONES.

For lack of seeing that a backlog exists, lack of supervison of existing personnel,
other-intentionedness of personnel, lack of personnel to handle the usual or peak volumes, lack of
know-how to handle, lack of resources, and outright sabotage are some of the reasons that account for
NOT-DONES.

HALF-DONES are as bad as NOT-DONES as they bit and piece an area into a quagmire.
Suppose Detroit began to make half-cars. All their resources would be devoured, yet nothing would
really be produced, yet everyone would look frantically busy; the executive worries would mount up
to an inconceivable fever pitch unless the half-done factor was handled.



But half-dones are not always as visible as half-cars. "Have you handled Bets and Company
suit?' "Oh yes." But the caseislost because the filing papers were only half-prepared and half-filed.

The same reasons apply for HALF-DONES as are listed above for NOT-DONES.
The Why of many failuresisfound in NOT-DONES and HALF-DONES.

The primary effect (there are others) of NOT-DONES and HALF-DONES is the building up
of backlogs.

Now, no backlog ever quietly lies there. So long as anything else depended upon the actions
being done, there will be pressure or threat of one kind or another on the backlogged area.

Thus, when an activity becomes backlogged, IT GENERATES NEW WORK NOT
CONCERNED WITH REDUCING THE BACKLOG AMOUNT.

Example: An insurance company backlogs claims payments. Torrents of queries then demand
why. The claims section spends its time answering the queries, not reducing the number of claims. The
volume of work doubles, trebles, but no claims get paid.

BACKLOGGING AT ONCE DOUBLES THE WORK BY THE ADDITION OF DEMAND
HANDLING.

150

Example: A Central Filesfailsto stay filed into up to present time. Demands for itemsin it
cause othersto consume all the file clerk's time tearing CF apart to find particles.

A BACKLOG CAN INCREASE ITSELF BY ADDING DISORDER THAT UNDOES
THINGS ALREADY DONE.

Thus a backlog tears up the past work while building up future work.

Example: Personnel backlogs its files, causing it to backlog appointments. This overloads
areas. These areas start crashing down on Personnel in mobs demanding it provide people.
Personnel is then so busy fending off people, it can't appoint. Yet isin frantic action.

A BACKLOG PREVENTSITSELF FROM BEING HANDLED.

An org that has several backlogsin it becomes frantic and then goes into apathy.
The cureisto:

1. Get people and do ALL HANDS actions to get the most important backlogs done.

2. To find the real WHY of the backlog and handle it so a present time state is then
maintained. (Requires a program, followed and done.)

3. Check out staff on the book Problems of Work.
4. Get staff to do Training Drill Zero on their work areas.
5. Get staff to reach and withdraw from their materials of operation or areas.

6. Do a survey of attitudes which reveals complaints and reasons for not-dones,
hal f-dones, backlogs.

7. Based on the survey, campaign hard to remedy NOT-DONES and HALFDONES.

8. Be very severe with any beginnings of any future backlogs.



When you see an area or org in apathy, know it has gone the route of not-dones,
half-dones and backlogs and handle.

When you see an area going frantic, know you are looking at not-dones, half-dones and
backlogs and handle fast before it goes into the much worse condition of apathy.

Production isthe basis of morale.

Not-dones, half-dones result in backlogs.

Backlogs destroy the possibility of future production.

Thus you know the situation of not-dones and half-dones will result in backlogs.
The backlogs will prevent further handling.

This subject is the subject which makes executives harassed.
Behind every upset there will be NOT-DONES, HALF-DONES and BACKLOGS.
So be very aert.

Dynamiteis stick candy alongside of this very explosive subject.
Don't say | didn't tell you.

L. RON HUBBARD

Founder
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KNOW BEST

Recent breakdowns in US command channels and org decline was traced to a group on arelay
point who were intensely critical of management and "knew best."

They did not "know best" since their actions were followed by decline.

The undermining of authority made it very difficult for command to handle the resulting
situation.



It is abetraya of juniors for a person on a point of command channel to undermine authority.
For it sets the junior up for arough time.

"Flag doesn't redlly know . . . " "They are not actually informed . . ." is usually followed by "so
we will . . ." and when the crash comes the junior catches it. either by being the effect of a messed-up
areaor the resulting discipline.

If Flag or management doesn't know, it's because the person saying "Flag doesn't know . . ." is
not informing his seniors and is not reporting.

Inthefina analysis, it istop management that has to pick up the pieces.

In the final analysis, a person is comm-eved, not on some person's "know best" ideas, but on
FOs and policy letters. just what they say, line by line.

In an area in which someone's withholds have caused natter about management, there is a
decay of confidence in the management. This makes a decline in itself. Uniforms, living conditions,
food, al can declinein the area.

Then when top management tries to repair the situation, it is doing so in an area that doesn't
comply. So the situation is extended in time and is much harder to remedy.

Theusua cycleis

"We know best. "They' don't know."

"So we will (goofball orders) .... u

"It's going crazy so we won't tell ‘them.’

"Now you see what 'they've' done."

"I can't for the life of me understand why all you fellows are now catching it from ‘them."™
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You'l find all this on the Chart of Human Evaluation in Science of Survival.
Someone who perverts comm lines causes trouble.

So aPOLICY islaid down:

A JUNIOR WHO ISGIVEN ILLEGAL OR CONTRARY ORDERS AND WHO

FOLLOWS THEM INSTEAD OF FOs AND POLICY LETTERS AND EDs AND WHO DOES
NOT REFUSE THE ILLEGAL ORDERS AND WHO DOES NOT REPORT THE MATTER IS
SUBJECT TO COMM EV FOR ACCE1,117ING ILLEGAL ORDERS.

LEGAL ORDERS ARE DEFINED AS ORDERS KNOWN TO AND AUTHOR-

IZED BY FLAG IN WRITING OR AS FOUND IN POLICY, FOs, BASE ORDERS,
EXECUTIVE DIRECTIVES AND FLAG DIVISIONAL DIRECTIVES.

IFITISNOT WRITTEN AND SEEN IN WRITING, IT ISNOT TRUE.
VERBAL RELAYS OF FLAG COMMANDS ARE NOT ACCEPTABLE.
RELAYING OR CARRYING OUT A LEGAL ORDER IN SUCH A WAY AS
TO MAKE IT UNWORKABLE ISA COMM-EV OFFENSE.

ANYONE BREAKING DO" CONFIDENCE OR TRUST IN TOP MAN-



AGEMENT MUST BE REPORTED TO TOP MANAGEMENT WITH ALL FACTS BEFORE
THE SITUATION DECAYSBEYOND CONTROL.

If you want to know the plain truth of it, top management usually works harder

and tries harder than anyone €l se to make things go right.

L. RON HUBBARD Founder

Issued by Mission Issues

Revision Project

Adopted as official Church policy by the CHURCH OF SCIENTOLOGY INTERNATIONAL
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TARGETING OF DIVISIONAL STATISTICS
AND QUOTAS

(BPL 8 Feb. 72 Issue 11, Exec Series 7, TARGETINGOF DIVISIONAL STATISTICS AND
QUOTAS, written by the Controller, contained correct and vital data for all executives and staff
members, so | have issued it here as an HCO Policy Letter at the request of the Board of Directors. It
now has the full force of policy.)

According to HCO Palicy Letter of Dec. 16, 1965, STATISTICS OF THE INT EXECUTIVE
DIV, agtatistic is a number or amount compared to an earlier number or amount of the same thing and
refers to the quantity of work done or the value of it in money.

In a Scientology organization every division, every department and every post has an assigned
statistic which represents its work or production. Also in a Scientology organization there is always
some individual assigned as responsible for the work or production of every division, every
department and every post.

A staff member is required to report weekly the statistic of every post for which he or she is
responsible. To do this the staff member has to keep a daily running record of such statistics; therefore,
it is possible to compare the statistic of one day to the statistic of the day before; to predict by
computation the projected statistic for the week as compared to the already reported statistic of the
past week and to cause actions to occur which lead to the increase of the daily statistic and to the
ultimate increase of the weekly statistic.

That the individual is directly responsible for being able to affect and increase such statisticsis
easily demonstrable-if a Letter Registrar spends most of her time wiping spilled coffee off Central



Files folders rather than writing real letters which communicate and €licit responses for service, then
her statistic will certainly drop.

With the advent of HCO PL of Jan. 31, 1972, THE WHY IS GOD, there is no justifiable
reason left for anyone as to why statistics cannot be raised. Therefore the reason for so few people
directed into the organization for Registrar interview will mean exactly and only that the Letter
Registrar is not producing.

Having, therefore, defined what a statistic is and having firmly established that the individual
is directly responsible for a statistic and so can increase it, the subject of how targeting and quotas
relate to statistics can now be covered.

Quota is defined as a production assignment. It would be the number assigned to whatever is
produced. As an example, the Director of Training is given the quota of 45 letters to produce per day
or 225 |etters per week as part of his standard promotional actions.

Targeting is defined as establishing what action or actions should be undertaken in order to
achieve a desired objective. In the case of the Director of Training it would be as simple as obtaining
from Central Files the necessary 45 folders, writing the
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required number of letters, returning the folders to Central Files and determining to remain on
post daily until this was accomplished no matter what (known as keeping his own ethics IN).

Any quota, can be targeted for increase daily and weekly. For instance, the Director of
Training can establish a quota of 5 extra letters per day over that of the day before. This would mean
he would write 45 letters one day, 50 letters the next day, 55 letters the day after that, and so on.

In highly successful organizations the practice of setting quotas and targeting has been in use
for some time.

The Product Officer (or in the absence of the Product Officer, the Executive Director)
establishes with the divisiona secretaries exactly what quotas will be for the weekly divisiona
statistics in order to increase them over those of the previous week and HOW this will be done. The
divisional secretaries do the same with their department directors, the directors with their section
in-charges, and the section in-charges with the personnel under them.

The quotas established are real and are always higher than those of the week before, with the
idea in mind of creating a continually rising statistical graph. If this is done, the statistics rise, the
organization expands, and more personnel are recruited, apprenticed and trained on posts so that more
production can occur to keep the statistics rising.

The targeting of actions necessary to accomplish the quotas are definite, conform to policy and
can be done. Do not permit nebulous generalities to occur on the targeting cycle as nothing will be
accomplished and no quotas achieved.

All staff must keep a daily graph of their statistic and an accumulating graph for the week,
both on the same graph sheet. An accumulating graph merely means you keep adding one day's
stetistic to those of the day before. In the example of the Director of Training it would be 45 letters
Monday, 95 letters Tuesday (the 45 letters of Monday added to the 50 letters of Tuesday and so on).
Daily the persons responsible check these graphs with their juniors. From these graphsit is easy to see
whether the statistics are rising, whether quotas are being met and whether the statistic will be higher
than that of the prior week.



By such means targets can be unbugged, new targets established and new quotas projected; or
hatting and more establishing can occur, or ethics can be put in where the individual appears incapable
of keeping his own in (as in the example of the Letter Registrar who spends more time going to the
canteen for coffee than on post).

A set time can be determined daily as to when each staff member should have his graph posted
for inspection-probably 2:00 P.m. would be best as this is the time established as when the week starts
and ends, from the Thursday of one week to the Thursday of the following week. Seniors can then
easily make their inspection without being delayed while some staff member computes and posts his

graph.
By setting quotas and targeting towards their production, get your statistics rising.
L. RON HUBBARD
Founder
Assisted by
The Controller
Approved and accepted by the
BDCSC: LRH: MSH:mes.rd.ok.gn BOARD OF DIRECTORS
Copyright ¢ 1972, 1980 of the
by L. Ron Hubbard CHURCH OF SCIENTOLOGY
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THE TOP TRIANGLE

The explanation of the Scientology symbol, the S and double triangle, should be more
generally known.

And it should be very well known to executives.
There are two triangles, over which the Sisimposed.

The S ssimply stands for Scientology which is derived from "SCIO" (knowing in the fullest
sense).

The lower triangle is the A-R-C triangle-its points being AFFINITY, REALITY and
COMMUNICATION. These are the three elements which combined give UNDERSTANDING.

The upper triangle is particularly applicative to an executive but applies to all
Scientologists. It has not been widely known.

It is the K-R-C triangle. The points are K for KNOWLEDGE, R for RESPONSIBILITY
and C for CONTROL.



It is difficult to be responsible for something or control something unless you have
KNOWLEDGE of it.

It is folly to try to control something or even know something without RESPON-
SIBILITY.

It is hard to fully know something or be responsible for something over which you have
no CONTROL, otherwise the result can be an overwhelm.

A being can of course run away from life (blow) and go sit on the backside of the moon
and do nothing and think nothing. In which case he would need to know nothing, be responsible
for nothing and control nothing. He would also be unhappy and he definitely would be dead so far
as himself and al else was concerned. But, as you can't kill a thetan, the state is impossible to
maintain and the road back can be gruesome.

The route up from death or apathy or inaction is to KNOW something about it, take some
RESPONSIBILITY for the state oneisin and the scene, and CONTROL oneself to a point where
some control is put into the scene to make it go right. Then KNOW why it went wrong, take
RESPONSIBILITY for it, and CONTROL it enough to make it go more toward an ideal scene.

Little by little one can make anything go right by

INCREASING KNOWLEDGE on al dynamics

INCREASING RESPONSIBILITY on al dynamics
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INCREASING CONTROL on all dynamics.

If one sorts out any situation one finds oneself in on this basis, he will generally succeed.

Field Marsha Montgomery was supposed to have said that leadership was composed of
"knowledge, will power, initiative and courage.” These are assumed qualities in a man. This was good
advice but offered no road out or no avenue of INCREASE in capability.

The KRC triangle acts like the ARC triangle. When one corner is increased the other two also
rise.

Most thetans have a dreadfully bad opinion of their capabilities compared to what they
actually are. Hardly any thetan believes himself capable of what heisreally capable of accomplishing.

By inching up each corner of the KRC triangle bit by bit, ignoring the losses and making the
winsfirm, abeing at length discovers his power and command of life.

The second triangle of the symbol of Scientology iswell worth knowing.
It interacts best when used with high ARC. Thus the triangles interlock.
Itisfor use aswell asall of Scientology.

L. RON HUBBARD

Founder

(Note: For much more information on this subject, obtain and listen to the LRH tape "ZONES
OF CONTROL AND RESPONSIBILITY OF GOVERNMENTS" No. 6001C03 SMC No. 7, State of
Man Congress 1960. This tape is also on the Class X checksheet.)

LRH:ne.rd.gm Copyright 0 1972 by L. Ron Hubbard ALL RIGHTS RESERVED
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ROUTING

Strangely enough, a major duty of an executive is ROUTING. This means pointing out the
channels on which bodies, materials, products or despatches and letters flow. Or making channels on
which such things can flow and putting terminals there to handle or change them.

An executive who does NOT route and who does not himself conduct a continual line police
action is soon drowned. He will lose his grip on his post and his activity and "feel overwhelmed" and
worked to death. Further, the whole unit under him and units around him will go to pieces.

The difference between order and chaos is simply straightforward planned flows and correct
particles. It is the executive who controls this. So it isin his hands whether he or she has chaos (no line
or particle control) or order (good line and particle contral).

It is SO much simpler than it looks, and SO easy to overlook, that many persons on executive
posts look everywhere for "the answer" to their troubles when it lies right under their nose-actually.

It begins with one's own desk and office. It is simple. Does one have an in-basket? Does one
have an out-basket? Does one use them? Is there any way for things to get into the In and out of the
Out?

Does one spend a part of each day clearing ALL traffic at once?
Isthe traffic divided up into areas and types?

You say, "That'stoo simple. It's even silly. Here | am a Big Executive and you're asking about
these little pieces of paper. . . ."

Those little pieces of paper are what keep one informed and extend one's reach! And they can
turn into a blizzard and blow one right off post!

There is power in those lines.
So they must be in a neat pattern or the power recoils.

What drives one (and one's organization) off post is mishandled items. The volume is not at
fault. One can handle TONS of this stuff. It is the mishandled bits that make the TONS look hopeless.

One often unwittingly generates mishandlings. And if he does NOT police his lines, he can
snow the whole org under.



A sharp executive can spot "developed traffic" (needless) miles away. The slang term "dev-t"
has been of vast use.

Pieces of paper that don't belong to one are sent back to originator.
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Things originated by a post that aren't the business of that post.
These are the two basics of dev-t-"off-line" and "off-origin."

Juniors that don't do Completed Staff Work but load you up with problems they should
have solved are responsible for the worst of one's traffic.

So if all you knew was the above-baskets in and out and ways for traffic to get in and out,
what should come to you and what certain posts should be sending-AND POLICED IT, you could
reduce your traffic worries by three quarters.

AN UNHATTED ORG is a madhouse to work in as no one knows what he's supposed to
handle or what others should do. They don't go idle. They introduce Sahara sandstorms of dev-t.

An unhatted org is also alazy org and refers everything to someone else.

Bodies won't channel, correct materials won't arrive, money can't get in or out, production
is destructive and the place unpleasantly goes insolvent.

To move such a scene up toward the ideal, one can at least begin to police his own
immediate desk and lines. Then one can police his own immediate staff's lines and clean that up.

He can HAT those around him. "This is what you're supposed to handle. Thisis what you
DO."

He can even hat at a distance on his comm lines, "This despatch belongs to supply. Send it
to supply, not to me."

"CSW please" = "Work out how this problem should be handled and recommend. Don't be
dumping problems of your post on my plate” isthe real meaning of "CSWP."

Get an Admin Cramming in and send anyone who is dev-ting to it to get checked out.
But mainly and foremost, get the place HATTED so it knows what it should handle.
And firgt, last, and always conduct aline police action.

One of the first duties of an executiveis ROUTING.

Now do you see where the "overload" is coming from?

Note: See dev-t policies, Problems of Work and the Org Series to get the full scope and
know-how of ROUTING. But the main thing is DO it. Do it before you drown.

L. RON HUBBARD

Founder

LRH:ne.rd.gm Copyright ¢ 1972 by L. Ron Hubbard ALL RIGHTS RESERVED
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HCO POLICY LETTER OF 29 FEBRUARY 1972

Remimeo
Executive Series 10
CORRECT COMM

Dev-t (developed or wrong traffic) destroys any real production in an org while making
the org seem frantically busy.

The downfall of HCO was THE FAILURE TO POLICE DEV-T.
The CAUSE of DEV-T isUNHATTEDNESS.

People who do not know what they are supposed to do or produce take on traffic that does
not belong to them, originate traffic they have no business with and send it to wrong terminals
who don't handle.

Not knowing their hats or posts, they refer things they should handle to others who don't
handle them either. The org loads up with not-dones and half-dones and backlogs.

People who should refer what they know don't originate at all and sit on hot emergencies
and leave them unhandled. And if they do send them on, not knowing the org board, they send
them to the wrong terminals. And if they send it to the right terminal, it goesin away it can't be
handled for lack of comm expertise.

This goes for any type of particle-despatches, |etters, bodies, money, customers, materials,
supplies, any particle.

Problems are brought to seniors instead of Completed Staff Work (requiring a
recommendation).

DEV-T meansan UNHATTED, UNTRAINED, OFF-POLICY STAFF.
It means loads of overwork and little production or income.

AND DEV-T AND UNHATTEDNESS MEAN THAT THE PERSON AT THE TOP OF
A DEPARTMENT, DIVISION OR THE ORG HAS TO SINGLE-HAND.

Itisn't an org, it'samob.

Unhatted staff "go criminal,” so ethics will be very heavy.

DISCIPLINE

A first action for an executive or any terminal isto demand CORRECT COMM.
In its basic elements this means

1. The staff member originates things that apply or are the business of HIS OWN
POST. (On-origin.)

2. Theoriginis sent to the right terminal that handles that. (On-line.)

3. If apost is supposed to originate, it does so. (Communicates.)
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4. If a problem is encountered, it is forwarded ONLY with a full recommendation for
handling. (Completed Staff Work or CSW.)



5. One does NOT" accept a comm that is not the post business of the originator. (Enforces
on-origin.)

6. One does NOT accept a comm that does not belong to him. (Enforces on-line.)

7. Oneinsists that a post should originate, or do the duties, or furnish the product or service of
that post. (Enforces correct action.)

8. One never accepts a problem unless it has with it a sound recommendation by the originator
accompanying it. (Enforced CSW.)

9. One demands specific names and instances, not generalities. (Nonsuppressive comm.)

10. One demands full particulars, not half-reports or vague generalities. (Nonsuppressive
comm.)

11. One demands comm be in proper form. (Correct despatch or completed.)

12. One has a place to receive the comm. (In-basket or placein org.)

13. One has to have a place to put the comm for delivery. (Out-basket or comm center.)

14. One has to have standard lines and routes for particlesto follow. (Comm system or lines.)

15. One demands use of the system-1 warning, | admin cramming, | retread as an expeditor or
in Estates to redo basics-for frequent offenders.

16. One demands HATTEDNESS and people performing the duties of their posts!
17. One demands an up-to-date org board and staff drilled on it.

18. One NEVER STALEDATES. He handles when he is expected to.

19. One does NOT go soft in the head or get reasonable or find exceptions. THERE
ISNO SUBSTITUTE FOR CORRECT COMM AND CORRECT LINES.
MADHOUSE

An org that has no comm discipline is a madhouse. It will be expensive. It will produce very
little. It will try to deliver overt products.

And it will drive its execs up the chimney.

The immediate result will be a conclusion on the part of the execs, "These
blankety-blank-blanks are doing us in!" "The place is full of suppressive people." "These guys are
no-good bums!" And, "Start shooting."

Heavy ethics and offloads occur. These are amost always the result of a whole org gone
around the bend from dev-t.

Accidents happen. People get ill.

And the place falls apart.
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CURE

The only known cureis TRAINING and HATTING.

For years we underestimated the number of persons needed to train and hat a staff. The whole
civilization has troubles because it hasn't even known about hatting, much less that it took someone to
doit.



Any failure of HCO was caused by its drowning in dev-t, even at last generating it because it
never had enough people devoted to training and hatting, getting in org lines and comm lines.

HCO can doitsjob relieved of the whole burden of hatting.
The solution is THE ESTABLISHMENT OFFICER.

This person operates in a division, not under its secretary but under a senior Establishment
Officer.

He performs the duties of the departments of HCO for that division.

In asmall org it requires a trained Establishment Officer for Divisions 7, 1 and 2 and another
for Divisions 3, 4, 5 and 6.

In a larger org there is one in charge of al Establishment Officers and an Establishment
Officer in each division.

As the org grows, the larger divisions get assistant Establishment Officers to the divisional
one.

They do not establish and run away. They establish and maintain the division staff, personnel
hats, posts, lines, materiel and supplies.

Their first job is to get staff working at their posts producing something and their next task is
TODRIVE DEV-T OUT OF EXISTENCE IN THAT ORG.

SUMMARY

The booms and depressions of orgs, their successes and fall-aparts are signaled by
CORRECT COMM - SUCCESS

DEV-T - FAILING.

The underlying cause is unhattedness.

So we are dealing in dev-t with a symptom. Like any disease, it soon catches up with the body
of the org and its health.

Dev-t is an expression of untrained, unhatted staff. It shows they do not do the functions of
their posts regardless of how busy or exhausted they are.

And most important for an executive to know: There is seldom any malice in it. It is just
confusion. Even new people or new execs coming in to such an area all full of enthusiasm and
bushy-tailed will cave in from the fantastic do-less motions of such an org.

Morale will be bad because PRODUCTION IS THE BASIS OF MORALE and who can
produce in the midst of al that noise????

The place will go into apathy and tiredness as one is hit al day with OFF-LINE,
OFF-ORIGIN COMM.
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The executive's solution isto HAT, HAT, HAT, and get help hatting, hatting, hatting; get the
org board up,and DRILL, DRILL, DRILLED. Demand, demand, demand the products of the post the
person holds and only those products. And police his lines and get the dev-t in his own area handled,
handled, handled; and never, never, never pull dev-t blunders himself; and ALWAYS, ALWAYS,
ALWAYSDO AND INSIST UPON CORRECT COMM.



The solution is do what you can and all you can to hat and reduce dev-t and scream for an
Establishment Officer to save the org.

CORRECT COMM IS THE SYMPTOM OF A HEALTHY, PRODUCING ORG AND A
VALUABLE EXECUTIVE AND STAFF MEMBER.

L. RON HUBBARD

Founder

LRH:mes.rd.gm
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MAKING AN EXECUTIVE
FLOW LINES

If an executive has his flow lines wrong he will NEVER be a Product Officer but only acomm
clerk.

For some poor reason executives get themselves onto all comm linesin their area. Probably it
isan individual Why for each one. But the fact remains that they do do it!

And they promptly cease to be useful to anyone. While they "work" like mad!

Basically they have confused a comm line with a command line. These are two different
things. A comm line is the line on which particles flow, it is horizontal. A command line is aline on
which authority flows. It isvertical.

Here is an example of adivisional secretary who can get nothing accomplished while sweating
blood over her "work."

Secretary being arelay messenger clerk

ALL org traffic to Div In and Out
Dept Dept Depl t
Wrong

Now quite obvioudly this secretary is suffering from "fear of juniors actions' or "having to
know all." Exactly nothing will happen because the person is plowed under with paper. No real actions
are taken. Just relays.



One such secretary of a division even acted as the relay point on al out and in BODY traffic.
In short, just adivisional receptionist.

No product. Nothing happening at vast expense.
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Here is another example. The correct one.

Div Secretary as Product Officer

Right

_4d&__ -

414

Thisis known as horizontal flow.
Itisafast flow system.

The correct terminals in each department are addressed by terminals outside the dept, directly.
And are so answered.

Now we have a divisional secretary who is a PRODUCT OFFICER and whose duty is to get
each department and section and unit producing what it is supposed to produce.

MISROUTE

So long as a command line is confused with the comm line an org will not produce much of
anything but paper.

INFORMATION
Itisvital that an executive keep himself informed.

The joker is, the despatch line does NOT keep him informed. It only absorbs his time and
energy.

The datais not in those despatches.
The data an executive wantsisin STATISTICS and REPORTS and briefings.

Statistics get posted and are kept up-to-date for anyone to look at, especially but not only the
executive. They must ACCURATELY reflect production, volume, quality and viability.

Reports are summaries of areas or people or situations or conditions.

The sequence is (a) statistic goes unusually high, (b) an inspection or reports are required in
order to evaluate it and reinforce it.
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Or (a) the statistic dives a bit and (b) an inspection or reports are needed to evaluate and
correct it.

Thus an executive is NOT dealing with the despatches or bodies of the division's inflow and
outflow lines but the facts of the division's production in each section.

An executive makes sure he has comm lines, yes. But these are so he can make sure stats get
collected and posted, so reports can be ordered or received and so he can receive or issue orders about
these situations.

Despatch-wise that is al an executive handles.



INSPECTIONS
Personally or by representative, an executive INSPECTS continually.
His main duties are
OBSERVATION
EVALUATIONS (which includes
handling orders)
and SUPERVISION.

All this adds up to the production of what the division is supposed to produce. Not an editing
of its despatches.

A good executive is al over the place getting production done.
On aproduct he names it, wantsiit, getsit, getsit wanted, getsin the exchange for it.
He cannot do this without doing OBSERVATION by (1) stats, (2) reports, (3) inspections.

And he can't get at what's got it bugged without evaluation. And he can't evaluate without an
idea of stats and reports and inspections.

Otherwise he won't know what to order in order to SUPERVISE. And once again he
supervises on the basis of what he names, wants, gets, gets wanted and gets the exchange for.

THESCENE
Thisisthe scene of an executive.
If heis doing something else he will be afailure.

The scene is an active PRODUCTION SCENE where the executive is getting what's wanted
and working out what will next be wanted.

ABILITY
An actual executive can work.

A real fireball can do any job he has getting done under him better than anyone he has
working for him or under him.

He can't be kidded or lied to.
He knows.
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Thus a wobble of a stat has him actively looking in the exact right place. And evaluating
knowingly on reports. And getting the exact right WHY. And issuing the exact right orders. And
seeing them get done. And knowing it's done right because he knows it can be done and how to do it.

Now that's an ideal scene for an exec.
But any exec can work up to it.

If he does a little bit on a lower job each day, "gets his hands dirty" as the saying goes, and
masters the skill, he soon will know the whole area. If he schedules this as his 1400 to 1500 stint or
some such time daily, hell know them all soon. And if he burns the midnight oil catching up on his
study.



And he knows he must watch stats and then rapidly get or do observations, so he can evaluate
and find real WHY s quickly and get the correction in and by supervision get the job done.

That's the ideal scene for the exec himself where he's head of the whole firm or a small part of

If he can't do it he will very likely hide himself on arelay despatch line and appear busy while
it all crashes unattended.

An exec of course has his own admin to do but they don't spend hours at it or consider it their
job for it surely isn't. Possibly an hour a day at the most handles despatches unless of course one
doesn't police the dev-t in them.

Most of their evaluations are not written. They don't "go for approval" when they concern
somebody's post jam. They are done by investigation on the spot and the handling is actual, not verbal.

A desk is used (a) to work out plans, (b) catch up the in-basket, (c) interview someone, (d)
write up orders. Two-thirds of their time is devoted to production. Even if athousand miles away they
still only spend 1/3rd of their time on despatches.

An executive has to be able to produce the real products and to get production. That defines
even an Esto whose product has to do with an established person or thing.

Any department, any division, any org, any area responds the same wayfavorably-to such
competence.

ANALYSIS

To attain thisideal scene with an executive, one can find out WHY he isn't, by getting him to
study this P/L and then find WHY he can't really do it and then by programing him to remedy lack of
know-how and other actions increase his ability until heisafireball.

If you are lucky you will have afireball to begin with. But only the stats and the truth of them
tell that!

Esto action: Can you do all this and these things? If the answer is no or doubtful or if the
executive isn't doing them, find the Why and remedy.

L. RON HUBBARD

Founder
LRH:nt.mes.bh.ts.gm Copyright 0 1972 by L. Ron Hubbard ALL RIGHTS RESERVED
168

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 3 MAY 1972R
Remimeo REVISED 18 DECEMBER 1977
Executive Hats (Revision in this type style)
IMPORTANT

Executive Series 12

ETHICS AND EXECUTIVES



Any person holding an executive post (head of department or above) is deemed an
EXECUTIVE.

Evaluation has revealed that the breakdown in many orgsis a failure on the part of executives
to wear their ethics and justice hats.

It has been found that below administrative Whys there is usually an ethics situation as well,
which, unhandled, causes the administrative Why not to function or raise stats,

In an area which is downstat, it is the duty of an executive to investigate and find any
out-ethics situation and get it corrected.

Ethics is a personal thing in relation to a group. Unethical people are those who do not have
ethicsin on themselves personally.

It isthe responsibility of the executive to see to it that persons under his control and in his area
get their personal ethics in and keep them in.

Dishonesty, false reports, an out-ethics personal life, should be looked for and, by persuasion,
should be corrected.

When an executive sees such things, he or she must do al he can to get the person to get his
own ethicsin.

When an area is downstat, the executive must at once suspect an out-ethics scene with one or
more of the personnel, and must investigate and persuade the person to be more honest and ethical and
correct the out-ethics condition found.

If this does not correct, and if the person or area remains downstat, the executive must declare
the person or area in Danger and apply HCO PL 9 Apr. 72, "CORRECT DANGER CONDITION
HANDLING."

The situation, if it does not correct, thereafter becomes a matter of full group justice with
Courts and Comm Evs. Persons whose ethics have remained out must be replaced.

The seniors of an executive are bound to enforce this policy and to use it on any executives
whose personal ethics are out and who fail to apply it. It will be found that those who do not apply this
policy letter have themselves certain dishonesties or out-ethics situations.

IT IS VITAL TO ANY ORGANIZATION, TO BE STRONG AND EFFECTIVE, TO BE
ETHICAL.

THE MOST IMPORTANT ZONE OF ETHICAL CONDUCT IN AN ORGANIZATION IS
AT ORNEAR THE TOP.
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Ethical failure, at thetop or just below it, can destroy an organization and make it downstat.
Historical examples are many.

THEREFORE, IT IS POLICY THAT AN EXECUTIVE MUST KEEP ETHICS IN ON
HIMSELF AND THOSE BELOW HIM, OR BE DISCIPLINED OR COMMEVED AND
REMOVED FROM ANY POST OF AUTHORITY, AND SOMEONE FOUND WHO IS HIMSELF
ETHICAL AND CAN KEEP ETHICSIN ON THOSE UNDER HISAUTHORITY.

The charge in any such case for a staff member or executive is FAILURE TO UPHOLD OR
SET AN EXAMPLE OF HIGH ETHICAL STANDARDS.



Such offenses are composed of

1. DISHONESTY.

2. Use of false statements to cover up a situation.

3. Representing a scene to be different than it actually is to cover up crimes and escape
discipline.

4~ |rregular 2D connections and practices.

5. Drug or alcoholic addiction.

6. Encouraging out-ethics.

7. Condoning or failing to effectively handle an out-ethics situation in self or others as an
in-charge, officer or executive.

TECHNICAL

People with out-ethics withholds cannot see. This is proven by the brilliant return of
perception of the environment in people audited effectively and at length on such processes.

Such people also seek to place afalse environment there and actually see a false environment.

People whose ethics are low will enturbulate and upset a group as they are seeking to justify
their harmful acts against the group. And this leads to more harmful acts.

Out-ethics people go rapidly into Treason against the group.

A person whose ethics have been out over along period goes "out of valence." They are "not
themselves."

Happiness is only attained by those who are HONEST with themselves and others.
A group prospers only when each member in it has his own personal ethicsin.

Even in a PTS (potential trouble source) person, there must have been out-ethics conduct
toward the suppressive personality he or she is connected with for the person to have become PTS in
thefirst place.

People who are physically ill are PTS and are out-ethics toward the person or thing they are
PTSto!
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Thus a group to be happy and well, and for the group to prosper and endure, its individua
members must have their own ethicsin.

It is up to the executive or officer to see that this is the case and to DO the actions
necessary to make it come about, and the group an ethical group.

EXEC OR OFFICER'S STEPS
FOR GETTING IN ETHICS
ON A STAFF MEMBER
STEPI

Inform the person personally he is in Danger condition by reason of acts or omissions,
down stats, false reports or absence or 2D or whatever the circumstances are.



Heisin fact IN Danger because somebody is going to act sooner or later to hit him.
He may be involved already in some other assignment of condition.
But thisis between you and him.

HE IS IN DANGER BECAUSE YOU ARE HAVING TO BYPASS HIM TO GET HIS
ETHICSIN, A THING HE SHOULD DO HIMSELF.

If he cooperates and completes this rundown and it comes out all right, you will help him.
If he doesn't cooperate, you will have to use group justice procedures.

Thisis his chance to get ethicsin on himself with your help before he really crashes.
When he accepts thisfact, Step | is done. Go to Step 2.

STEP2

Ethicsis gotten in by definition on the person.

GET THE DEFINITIONS FULLY UNDERSTOOD.

The following words must be Method 4 word cleared on all the words and the words in
their definitions on the person being handled.

"ETHICS: The study of the general nature of morals (moras [plural] [noun]: The
principles of right and wrong conduct) and of the specific moral choices to be made by the
individual in his relationship with others.

"The rules or standards governing the conduct of the members of a profession.”

"JUSTICE: 1. Mord rightness;, equity. 2. Honor, fairness. 3. Good reason. 4. Fair
handling: due reward or treatment. 5. The administration and procedure of the law."

"FALSE: Contrary to fact or truth; without grounds; incorrect. Without meaning or
sincerity; deceiving. Not keeping faith. Treacherous. Resembling and being identified as a similar
or related entity."

"DISHONEST. Disposed to lie, cheat, defraud or deceive.”
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"PRETENSE: A falsereason or excuse. A mere show without reality."
"BETRAY: To bedisloyal or faithlessto."

"OUT-ETHICS: An action or situation in which an individual is involved contrary to the
ideals and best interests of his group. An act or situation or relationship contrary to the ethics
standards, codes, or ideals of the group or other members of the group. An act of omission or
commission by an individual that could or has reduced the general effectiveness of a group or its
other members. An individual act of omission or commission which impedes the genera
well-being of agroup or impedesit in achieving its goals."

Do not go to Step 3 of this until all the above words are cleared by Method 4 Word
Clearing.

STEP3

Ask the person what out-ethics situation he or sheisinvolved in.



It may take the person some time to think of it, or he may suppress it and be afraid to say
it for fear of consegquences. Reassure him that you are only trying to help him.

He may have brought it up in a session but did not apply it as out-ethics. Coax him
through this.

If his conduct and actions are poor or downstat, he for sure will be able to come up with
an out-ethics personal scene.

Sometimes the person is secretly PTS and is connected to a suppressive or antagonistic
person or group or thing. In such an instance he will roller-coaster as a case or on post or have
accidents or be ill frequently. (See PTS tech for material on this and for future handling.
Checksheet BPL 31 May 1971RG, Issue IV, PTS AND SP DETECTION, ROUTING AND HANDLING
CHECKSHEET, but go on handling with these steps.)

Sometimes the person just uses PR (brags it up and won't come clean). In this case, an
auditing session is required.

If the person gets involved in self-listing, get him audited on HCOB 20 Apr. 72, C/S
Series 78, which gives the auditing session procedure. A person can become very upset over a
wrong item. It iseasily repaired, but it must be repaired if this happens.

By your own 2WC or whatever means or repair get this Step 3 to a clear-cut out-ethics
situation, clearly stated. Do not forget to go on with this eventually if there is a delay in
completing it. Glswill beinif correct.

STEP4

Have the person work out how the out-ethics situation in which he or she is involved
would be a betrayal of the group or make them false to the group or itsideals.

Do not make the person guilty. Just get them to see it themselves.
When they have seen this clearly and have cognited on it completely, go to next step.
STEP5

The person is now ready to apply the FIRST DYNAMIC DANGER FORMULA to
himself.

Give him thisformulaand explain it to him.
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FIRST DYNAMIC FORMULA

The formulais converted for the Ist dynamic to

Ist 1. Bypass habits or normal routines.

| st 2. Handle the situation and any danger in it.

| st 3. Assign self aDanger condition.

Ist 4. Get in your own personal ethics by finding what you are doing that is
out-ethics and use self-discipline to correct it and get honest and straight.

Ist 5. Reorganize your life so that the dangerous situation is not continually



happening to you.
| st 6. Formulate and adopt firm policy that will hereafter detect and prevent the
same situation from continuing to occur.

Now usually the person is aready involved in another group situation of down stats or
overt products or bad appearance or low conditions, Courts, Comm Evs, for something.

It does not matter what other condition he wasin. From you heisin Danger.
Sol st 1. and | st 2. above apply to the group situation he finds himself in.

He has to assign himself a Danger condition as he recognizes now he has been in danger
from himself.

Ist 4. has been begun by this rundown.

It is up to him or her to finish off Ist 4. by applying the material in Steps 2 and 3. He or
she has to use self-discipline to correct his own out-ethics scene and get it honest and straight,
with himself and the group.

| st 5. isobvious. If he doesn't, he will just crash again.

Ist 6. In formulating and adopting firm policy, he must be sure it aigns with the group
endeavor.

When he has worked all this out AND DEMONSTRATED IT IN LIFE, he has completed
the personal Danger Rundown.

He can then assign himself Emergency and follow the Emergency Formula (HCO PL 23
Sept. 67, pg. 189-190, Vol 0 OEC, "Emergency").

STEP 6
Review the person and his stats and appearance and personal life.

Satisfy yourself that the steps above and the out-ethics found were all of it. That no wrong
item has been found. That the person isnot PTS.

Handle what you find. But if you find that the person did not improve and gave it al a
brush-off, you must now take the group's point of view and administer group justice.

Y our protection of the person is at end because he had his chance and is apparently one of
those people who depend on others to keep his ethics in for him and can't keep them in himself.
S0 use group justice procedures thereafter.
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If the person made it and didn't fall on his head and is moving on up now AS SHOWN BY
HONEST STATS AND CONDITION OF HIS POST, you have had a nice win and things will go
much much better.

And that'sawin for everybody.
L. RON HUBBARD
Founder

Revision assisted by



Pat Brice

LRH Compilations Unit 1/C
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PTS PERSONNEL AND FINANCE

PTS means Potential Trouble Source. This is a person who is connected to a suppressive
person, group or thing. (For further data on PTSness see HCOB 24 Nov. 65, SEARCH AND
DISCOVERY and HCO PL 27 Oct. 64 (reissued 23 June 1967), POLICIES ON PHYSICAL
HEALING, INSANITY AND POTENTIAL TROUBLE SOURCES.)

NCG means No Case Gain despite good and sufficient auditing.

A chronically ill person, whether the person is known to be connected to a suppressive or not,
is aways found to have been so connected and PTS.

IT IS UNSHAKABLE POLICY HEREAFTER THAT NO PERSON WHO IS PTS OR
CHRONICALLY ILL OR WHO GETS NO CASE GAIN MAY BE ON FINANCE OR REGISTRAR
LINESOR IN TOP COMMAND POSTS OR ASHAS OR ETHICS OFFICER OR MAA.

TECHNICAL FACT

A person who is connected to a suppressive person, group or thing will dramatize a "can't
have" or an "enforced overt have" on an org or staff members.

A "can't have" meansjust that-a depriving of substance or action or things.

An "enforced overt have" means forcing upon another a substance, action, or thing not wanted
or refused by the other.

The technical fact is that a PTS person got that way because the suppressive was suppressive
by depriving the other or enforcing unwanted things upon the person.

The PTS person will dramatize this characteristic in reaction to the suppression.



Therefore, a PTS person as an ED, C-/O, Product Officer, Org Officer, Treasury Sec, Cashier,
or Body Reg will run acan't have on the org and its staff by

a. Refusing income

b. Wasting income made
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c. Accepting wrong customers (like psychos) and forcing them on the org
d. Fail to provide staff or service

e. Advocate overt products.

HISTORICAL

When staffs went on proportionate pay in the late 1950s, so long as 1 ran the orgs directly, the
staffs made more money than before.

When 1 moved off these lines directly, the staffs began to receive less money personally.

At that time it seemed to me that proportionate pay served as an excuse to some in an org to
run acan't have on the staff.

We knew that some Registrars could take money in easily and others never seemed to be able
to.

The technical reason for this has just emerged in another line of research entirely.

In completing materials and search on Expanded Dianetics, 1 was working on the mechanism
of how a PTS person remainedill.

1 found suppressives became so to the person by running a "can't have" and "enforced overt
have." This pinned the PTS person to the suppressive.

Working further 1 found that a PTS person was a robot to the suppressive. (See HCOB 10
May 1972, ROBOTISM.)

This research was in the direction of making people well.

Suddenly it was apparent that a PTS person, as a robot to SPs, will run -can't haves' and
"enforced overt haves' on others.

Checking rapidly, it was found that where finance lines were very sour a PTS person was on
those lines.

RECOVERY

PTS tech, Objective Processes, PTS Rundowns, Money Processes and Expanded Dianetics
will handle the condition.

However, one cannot be sure that it has been handled expertly in orgs where a money "can't
have" has been run asits tech quality will be low due to an already existing lack of finance.

Only stats would tell if the situation has been handled fully.

Thus the policy stands. Handled or not handled, no person who is PTS or who has no case gain
will be permitted in top command or any lines that influence finance.

Any org which has consistently low income should be at once suspect of having PTS or NCG
persons on the key finance posts, and an immediate action should be taken to discover the PTS or



NCG condition and replace such persons with those who are not connected to suppressives or who do
get case gain.

Nothing in this policy letter permits any PTS person to be in an org or cancels any policy with
regard to PTS.

This policy letter requires direct check, close investigation and handling of PTS or
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SP situations on these posts that may go undetected otherwise.

NOTHING IN THISPOLICY LETTER PERMITSANY KEY ORG POST TO
REMAIN EMPTY .

NATIONAL

As acomment on something that may impinge on orgs and might affect them, the

FOREMOST reason for a failing national prosperity and inflation is a personal Income Tax
agency. This runs a vicious can't have on every citizen and makes them PTS to the government.
Individuals even begin to run a can't have on themselves and do not produce. This IS the cause of a
failing national economy. It can be a factor in an org and must be handled on the individuals so
affected.

L. RON HUBBARD

Founder

Revision written at the request of the CHURCH OF SCIENTOLOGY INTERNATIONAL
Adopted as official

Church policy by the

CHURCH OF SCIENTOLOGY

INTERNATIONAL
CSI:LRH:iw.gm Copyright a 1972, 1982 by L. Ron Hubbard ALL RIGHTS RESERVED

[Note: In addition to the updated distribution, the first paragraph of this policy letter has been revised That
paragraph in the origina policy letter read as follows: "PTS means Potential Trouble Source. This is a person who is
connected to a suppressive person, group or thing. (For full information on PTS see HCO PL 31 May 1971, Issue |V, revised
5 May 72, achecksheet.)"]
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ESTO FAILURES



For several months | have been studying the Esto system in operation and have finally
isolated the exact points of any failures so they can be turned to successes.

PUTTING IN THE SYSTEM
An Esto returning to an org can crash it.
The exact reasons for this are

A. The execs who heretofore did organizational work say, "Ah, here's the Esto system at
last," and promptly drop their organizational and personnel actions.

Y et hereisthislone E Esto, no divisional Estos, no one trained to support him.

The right answer is when an E Esto goes into an org where there are no Estos or only a
TEO or QEO, he must gather up the execs and tell them it will take him weeks to recruit and train
Estos and that THEY MUST CONTINUE ANY ORGANIZATIONAL ACTIONS THEY ARE
DOING and that the HAS IS STILL ESTABLISHING THE ORG.

Otherwise they let go their lines.

B. The new E Esto takes key production personnel from the divisions to be Estos and they
crash.

The answer to thisisto RECRUIT the new Estos.
Thisiseasier than it looksif you recruit idle area auditors to be Estos.

If you do this remember that they went idle as auditors because they had out-ethics, were
PTS, had misunderstoods and out TR 0. To get them you do a3 May 72 PIL, a5 April 72 PIL,
Method 4 on their courses and make them do real TRs, especially Zero. And they'll be ready.

You get alist of area auditors and contact them and do the above on them and you'll have
Estos who are half-trained aready.

Failing this or in addition to it just plain recruit.
C. Thefirst post a new E Esto should take is Dept 1.

He does NOT "hat the HAS" or "just do programs.” He rolls up his sleeves and WORKS
as director of Dept 1.

He recruits, he posts up Dept 1. He hats the hell out of Dept 1.
He makes a Department | that really really flowsin personnel, puts up org bds and hats.

WHEN he has a Department | FUNCTIONING he can begin to recruit Estos as well as
other org staff.

If he can't get a Dept | whizzing he has no business being an Esto, does he?
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He does NOT put in Dept 2 or act as Dept 3. He makes the HAS handle these.
With astrong, working Dept 1, an Esto system can then go in.

D. Musical chairsisthe commonest reason any org collapses.

A "new broom sweeps clean" complex will wreck any org.



An E Esto on arrival, taking over Dept 1, FREEZES ALL PERSONNEL TRANSFERS.
He does not permit even one transfer.

The only exception would be where a musical chair insanity has just occurred. If this was
followed by a stat crash then one REVERTS THE ORG TO THE UPSTAT PERIOD and then
FREEZES PERSONNEL TRANSFERS.

But before one reverts one must evaluate the earlier period by stats to be sure it WAS the
upstat period.

By freezing personnel one protects what he is building.

Almost all musical chairing is the work of a suppressive except when it is the work of an
idiot.

E. Anyone trying to hold Dept | in a personnel-starved org is holding a hot seat as any
HAS or Personnel Director can tell you.

Body traffic to this dept in any medium-sized org defies belief.

It looks like Grand Central Station at the rush hour.

"I have to have " "Whereis my Course Super €tc.,

etc., etc., isthe constant chant.

Y ou can spend the whole day interviewing staff execs and get nothing done.

Thereisaright way to do all these things and a billion wrong ways.

Obviously the answer to all their problemsisto get and train new people. Y et how can one
in al the commotion?

Ninety percent of these requests are from people who are not hatting and using the people
they already have.

The right way is on any new personnel demanded one gets Dept 3 to do an Inspection and
Report Form for people in the area of the exec doing the demanding. You will find very often
unhatted, untrained and wasted personnel and many outnesses.

Y ou hold the line on personnel by saying: "Handle these unutilized or halfworking staff or
these outnesses. Y ou are here on my procurement board as entitled to the (give priority, 3rd, 8th)
person we hire or recruit.”

And get industrious in recruiting, using al standard actions for that is the only way things
can be solved.

Most orgs would run better on less people because the personnel are not hatted or trained.
One org, two years before this writing, made four times as much money on half the personnel it
now has.

Unhatted, the staff is slow and uncertain. Unproducing, the div heads demand little.
But they sure can scream for more personnel!
No org ever believesit is overmanned.

F. Some divisions (like the usual Treasury or Dissem) can be undermanned. Key income
posts most often are empty.



When one mans up an org one sets priorities of who gets personnel.
Thisis done by PRODUCTION paralleling. One mans up against production.
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New people come in through Div VI. They are signed up by Div 11. Delivery is done by
Div IV. Money is collected by Div 111. That gives you a sequence of manning up.

Y ou man income and delivery posts with new hirings.
The E Esto istrying to get in a Dept | so of course he givesthisa priority aswell.

Until the income is really rolling in and the delivery rolling out, one does very little about
other areas.

Having gained VOLUME, one now begins to man up for quality. This means a Cramming
and aWC Section in Qual. It means more HCO.

One now hits for future quantity by getting auditors in training, more upper execs in
training.

When the org is so built and running and viable it is time the whole Esto system got
manned up.

G. Every 5th person hired on an average should be put in Dept | as a Dept | extra
personnel who does Dept | duties and trains part-time as an Esto.

This gives the E Esto additional personnel in Dept 1.
It also begins an Esto right.
His most essential duties as an Esto are Dept | type duties.

You eventually have a bulging Dept 1. You have a basic Dept | that functions well and
will continue so. Y ou have the Esto trainees who are working in Dept | as Dept | personnel. And
you have of course some new people who are HCO Expeditors until they get in enough basics for
real regular posting.

This makes afat Dept | and proves one can Esto!
SUCCESS

If an E Esto introduces the Esto system exactly as above and in no other way, he will be a
success.

Like an auditor varying processes or atering HCOBSs, a new E Esto who varies the above
will bring about disaster.

Where E Estos have gone into orgs other ways or where the system has been varied, stats
have crashed.

By going in thisway, as above, it can be awild success.

How fast can you put in an Esto system? It takes months of hard work. It depends really
on how good the E Esto is at recruiting, org bding and hatting.

If he'sgood at these things the time does not stretch out to forever.



For comparison, it took haf a year each to build DC, Johannesburg and SH to their
highest peaks. They were all built from a Dept | viewpoint of recruiting, org bding and hatting
hard enough to get production.

So thisis the oldest pattern we have-Dept | evolves the org.

When the org gets too big Dept | loses touch. Y ou extend it into each div and you have the
Esto system. And you have Estos.

L. RON HUBBARD

Founder
LRH:nt.rd.gm Copyright a 1972 by L. Ron Hubbard ALL RIGHTS RESERVED
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THE VITAL NECESSITY OF HATTING

On a graph analysis of past stats, my campaign on hatting where a hat was a checksheet
and pack apparently introduced a steady rise of the international gross income.

Studying this further | discovered anew basic, ssmple fact:
HATTING = CONTROL
A person who is hatted can control his post.

If he can control his post he can hold his position in space-in short, his location. And this
IS power.

When a person is uncertain, he cannot control his post. he cannot control his position. He
feelsweak. He goes slow.

If he can control his post and its actions he feels confident. He can work effectively and
rapidly.

Thekey is CONTROL.

Control isthe ability to START, CHANGE and STOP.

When he is hatted he knows the tech of HANDLING things. Thus he can control them. He
isat CAUSE over hisarea.

If you have an org composed only of weak waobbly posts, they tend to collapse in on each
other. Thereis no POWER.



The org then cannot be CAUSE over its environment because it is composed of parts
which are not cause. The wholeis only the sum of its parts.

If al the parts are each one at cause, then the whole will be at CAUSE over its
environment.

Only an org at CAUSE can reach and CONTROL.

Thus afully hatted org can be at cause over its environment, can reach and control its fates
and fortunes.

THUS THE PRIMARY TARGETS OF AN ESTO ARE
A. ESTABLISHED ORG FORM and

B. FULLY HATTED PERSONNEL.

BASIC SEQUENCE OF HATTING

1. Recruited or hired. Signs contract

2. Posted in HCO Expeditor pool or division if divisional recruit (per HCO PL 2 Sept
74R RECRUITING AND HIRING).

3. In SO new recruit goes directly onto Product Zero in the Estates Project Force

and upon graduation from EPF goes to HCO Expeditor pool (Ref FO 3727 PRODUCT
TRAINING LINE-UP).

4. Staff Status Zero.

5. Eligible for student auditing but must have a stat and demonstrated he has
produced on post

6. Staff Status 1.

7. Staff Status 11.

8. Posting as other than an HCO Expeditor.

9. Full hatting with a checksheet and pack with Word Clearing M6, M7 and M4.
10. Method 1 Word Clearing, Primary Rundown or Primary Correction Rundown.
11. Administrative or tech training (OEC or auditing).

No one should have any other training much less full-time training before Step 10

in the above. Flag Orders in the Sea Org may change this line-up slightly but it is basically
the same.

There are time limits placed on how long it takes to do SSI and SSII. A person who can't make
it is routed to Qual where he is offloaded with advice on how to get more employable. (Inthe SO it is
Fitness Board.)

TIME-TESTED
The above is the route that has been tested by time and found good.
Other approaches have NOT worked.

Granting full-time training at once is folly. The person may get trained but hell never be a
staff member. Thisisthe biggest failure with auditors-they don't know the org. Admin training with no
org experienceto relate it to is awaste of time,



This was how we built every great org. And when it dropped out the org became far less
powerful.

Old-timers talk of these great orgsin their great days. And they will tell you all about the org
boarding and hatting that went on. How the Hatting Officer in HCO and the Staff Training Officer in
Qual worked as ateam. And how fast the lines new.

The above steps have stood the test of time and are proven by stats.
RECRUITING AND HIRING

You never recruit with a promise of free courses or free auditing. Not even HASes or HQSes.
Y ou recruit or hire somebody to be part of the team.
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OPEN GATE

If any opinion or selection is permitted as to who is going to be let on staff, all recruitment
and hiring will fail.

By actua stats when you let anyone say "No! Not him! Not her!" the gate shuts, the flow
stops. And you've had it.

Requirements and eligibility fail. The proof is that when they have existed in orgs, the org
wound up with only PT Ses and no-case-gains!

The right answer is FAST FLOW hiring. Then you have so many that those who can't
make it drift low on the org board or off. You aren't trying to hold posts with unqualified people
"who can't be spared.”

In a short-staffed org "looking only for the best people" the guy nobody will have gets put
in an empty "unimportant” department. He's now a director!

It only happened because you didn't have dozens.

The answer isNOT lock the gate or have requirements. The answer isHAT.
An org that isn't hatted goes weak and criminal.

Don't be selectivein hiring or recruiting. Open the gates and HAT!

Follow the steps given above and you have it.

Don't spend coins like training or auditing (or travel) on people until they have proven
their worth. No bonuses or high pay for anyone until they have reached and attained Step 8 (a
good stat).* The cost of such fast flow hiring is not then a big factor.

The only trouble | ever had with this was getting div heads to UTILIZE their staff. A
FIRST JOB FOR AN EXECUTIVE IS TO GET THINGS FOR HIS PEOPLE TO DO. AND
KEEP THEM BUSY AT PRODUCTIVE THINGS.

So | used to have to go through the org that did FAST FLOW HIRING regularly and get
people to use their new people. And to move off those who could not work.

Thiswas ALL thetrouble | had with the system.

And until | enforced FAST FLOW HIRING there was always some effort by someone to
close the gate.



ALL the great executivesin Scientology came up in such orgs.
With aflow of people the best move on up. The worgt, if any, drop off.
Only orgs with restricted hiring or recruiting give trouble.

IN A FAST FLOW HIRING ORG THE HAS AND ESTOs MUST BE ON THE BALL.
THE BREAKDOWN OCCURS WHEN THEY DO NOT HAT AND KEEP ON TOP OF THE
PERSONNEL SCENE.

Fast flow hiring only breaks down and gets protested where HCO and Estos are not doing
atop job. They haveto really handle the personnel, post them, hat them, keep the form of the org.

A fully formed org in a heavily populated location would need hundreds of staff. It would
make hundreds of thousands.
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But only if it is fast flow hiring, hatting, holding the form of the org, and only then could it
produce.

L. RON HUBBARD
Founder

Revision as assisted by
Arden Hansen

FMO 20251/C
LRH:AH:nt.jk.gm Copyright 0 1972, 1978 by L. Ron Hubbard ALL RIGHTS RESERVED

[Note: The text of this policy letter is the same as the original LRH issue except for the section titled "Basic
Sequence of Hatting." In the original issue that section read as follows:

1. Recruited or hired.

2. Staff Status Zero.

3. Staff Status 1.

4. Staff Status 11.

5. Posting as other than an HCO Expeditor.

6. Full hatting with a checksheet and pack fully done with M6 and M7 and M4 WCing.
7. Eligibility for study and auditing (OR for staff service or study).

8. Must have a stat and demonstrated he has produced on post.

9. Objective Processes CCHs, 8C, S-C-S, Havingness, etc.

"10. Drug Rundown.

"11. Method | WCing, Primary Rundown or Primary Correction Rundown.
" 12. Administrative or tech training (OEC or auditing).

"No one should have any other training, much less full-time training, before Step 9 in the above. (There is an
exception in the Sea Org where Crew Member Checksheet is done at once after recruiting on a Deck Project Force. The other
actions then follow except that Estates Project Force may be substituted instead of HCO Expeditor, but the rest of the
program isthe same.)

"There are time limits placed on how long it takes to do SS | and SS 11. A person who can't make it is routed to
Qual where he is offloaded with advice on how to get more employable. (Inthe SO it is Fitness Board.)"]

*[See Step 8 in the above footnote.]
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ESTABLISHING

HOLDING THE FORM OF THE ORG

If a person who could not play a piano sat down gt a piano and hit random keys, he would not
get any harmony. He would get noise.

If the head of a division gave orders to his staff without any regard to their assigned posts or
duties, the result would be confusion and noise.

That's why we say a division head "doesn't know how to play the piano" when he knows so
little about org form that he continually violates it by giving his various staff members duties that do
not match their hats or posts.

But even if one could play the piano, one would have to have a piano to play.

SPECIALISTS

Each org staff member is a speciaist in one or more similar functions. These are his
specidties.

If heisfully trained to do these heis said to be HATTED.

The combined specialties properly placed and being done add up to the full production of an
org.

The org form is then the lines and actions and spaces and flows worked out and controlled by
specialistsin each individual function.

These specialists are grouped in departments which have certain actions in common.
The departments having similar functions are grouped into divisions.
The divisions combine into the whole org form.

Itisfar less complex than it looks. It would be very complicated and confusing if there weren't
divisions and departments and specialized actions. Without these you would get noise and very limited
production and income, and at great strain.

Take atheater as an example. There are people who advertise it; these are the public relations
people; they are hatted to get publicity and make people want to come to the play; call them the PR
Division. There are the producers and directors; they are hatted to present a performance and make it
occur; cal them the Production Division. There are the actors and musicians; call them the Artists
Division. There are the property men; they are hatted to get costumes and items needed; call them the
Property Division. There are the stage hands and electricians and curtain and set men; call them the



Stage Division. There are the ticket sellers and money handlers and payroll and bills payers; they are
hatted on money and selling; call them the Finance Division.
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There are the people who clean the theater and show people to seats and handle the crowds;
call them the House Division. And there are the managers and playwrights and score writers and
angels (financiers); call them loosely the Executive Division.

Now as long as they know their org board, have their flows plotted out, are hatted for their
jobs and do agood job, even a half-good play can be viable.

But throw away the org board, skip the flows, don't hat them and even a brilliant script and
marvelous music will play to an empty house and go broke.

Why? Because an org form is not held. Possibly an untrained unhatted producer will try to
make the stage hands sell tickets, the actors write the music, the financiers show people to their seats.
If he didn't know who the people were or what their hats were he might do just that.

And there would be noise and confusion even where there was no protest. People would get in
one another's road. And the genera presentation would look so ragged to the public they'd stay away
in droves.

ESTO ACTION

Now what would an Esto (or an Executive Director) have to do with, let us say, an amateur,
dilettante theatrical company that was about to bog.

Probably half the people had quit already. And even if there were people in the company they
would probably need more.

The very first action would be to Esto Series 16 the top men to make money quick.

The first organizing action would be to kick open the hiring door. This would begin with
getting out hiring PR and putting someone there to sign people up who came to be hired (not to test
and audition and look at references, but just to sign people up).

The next action would be to do a flow plan of public bodies and money. So one sees where the
org form reaches. Then a schedule.

Next action would be to do an org board. Not a 3-week job. (It takes me a couple hours to
sketch one with asign pen for posting.) AND GET IT POSTED.

One then takes the head of each of these divisions and hats him on what his division is
supposed to do and tell him to do it. NOW.

Y ou make and post the flow plan, org bd and terminal location plan where the whole company
can see them.

Chinese drill on aflow plan to show them what they're doing and what has to be done.

Chinese drill on the org board including introducing each person named on it and getting it
drilled, what he does and who heis.

Y ou Chinese drill the terminal locations where each of these persons (and functions) is to be
found.

Y ou get agreement on schedules.

Y ou now have a group that knows who specializesin what and what's expected of each.



Y ou get the head of the whole company to work with and hat the heads of his divisions.
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Now you get the heads of divisionsto hat their own staffs while you help.

And you get them busy.

You then put the polishing touches on your own Dept | (personnel PR, personnel hiring,
personnel placement, org bds, hat compilations, hat library and hatting hatting hatting).

And by hatting and insisting on each doing his specialized job and getting seniors to HOLD
THE FORM OF THE ORG by ordering the right orders to the right specialists and targeting their
production and MAGIC! This amateur theatrical company gets solvent and good enough to wind up
on Broadway. It's gone professional!

You say, yes, but what about artistic quality? What about the tech of writing music and acting.

Hey, you overlooked the first action. Y ou kicked the door open on hiring and you hatted and
trained. And you let go those who couldn't get a stat.

Eventually you would meet human reaction and emotion and would put in a full HCO and a
full Qual particularly Cramming. But you'd still do that just to be sure it kept going.

Yessir, it can't help but become a professional group IF you, the Esto, established and made
them HOLD THE FORM OF THE ORG and produce while they did it.

An Executive Director can do all this and produce too. The great ones do things like this. But
hereitisin full view.

A Scientology org goes together just like that. Which could be why, when we want to get
something started, we say:

"Get the show on the road!"
But there is no show until it is established and the FORM OF THE ORG is held.

You are luckier than the amateur theatrical company's Esto. You have policy for every post
and a book of it for every division and all the tech besides.

So there is no valid reason under the sun you cannot establish and then hold the form of the
org.

L. RON HUBBARD

Founder

LRH:nt.bh.ts.gm Copyright 0 1972 by L. Ron Hubbard ALL RIGHTS RESERVED
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Executive Series 17
THE STAT PUSH
WHAT exactly is astat push?

The danger in talking about this subject at al is that someone can do an immediate
make-wrong by saying, "This means don't try to raise any stats.”

S0 to understand this subject at all, one must have a pretty clear idea of exactly what is meant
by "Don't push stats."

First of al one has to know precisely that STATISTICS ARE AN INDICATOR; THEY ARE
NOT AN OBJECT.

WHEN YOU PUSH THE INDICATOR YOU DO NOT OBTAIN THE OBJECT IT
REPRESENTS.

PRODUCTION ISCOMPLETED CYCLES OF ACTION, NOT JUST NUMBERS.
Thefigure" |1 " in"I apple" is not the apple.

Therefore pure, raw, naked stat pushing is an outpoint called "wrong target.”

Pushing a stat without doing anything to bring about the stat is therefore an aberration.

Demanding a stat without doing anything to see that it occurs or putting anything there to
make it or correcting anything that is preventing it is an aberration built out of either psychosis or
ignorance of what should really be done.

It is quite true that stats must be kept up. But unless they are kept up by putting something
there or correcting something that is there and getting all the cycles of action done by all those who
should do them, the stats will DECREASE and eventually vanish.

An order, atelex, ayell to the effect "GET THE STATS UP" is so much wasted time.

Further, such an order or telex or yell in any form has a very deteriorating effect. Individuas
or staffs look at it in a properly weird light. They are there, they are doing what they can, they have
problems and tangles and barriers. And telling them to "Get the stats up" causes various reactions,
none of them very good. Essentialy, it gives them neither help nor direction and even subtly informs
them that the person ordering either does not know or does not care what is going on and is not about
to help. The eventual reaction can become an ignoring of that command channel.

There are some specialized actions in stat pushing. Chief amongst them is the "Gl push.”

The usual indicator of thisis aneglect or abandonment of staff or caring about staff. One sees
no real effective attention on recruitment, training, apprenticing, hatting, future execs. And when one
sees this it usualy follows that thereis a "Gl push” going on somewhere in the executive strata. Why
this indicator? Well, you seg, it only takes a small handful of people to get in Gl and where executive
attention is fixated on a "Gl push” the various production staff, HCO and the rest of the org aren't
"necessary.” You find this with EDs who reg instead of getting Registrars and putting an org there,
with EDs who go for credit unions and odd financial deals. And you will
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aso find they have the biggest number and amount of refunds and the biggest backlogs
AND a shrinking and unhappy org. Unfortunately, they soon also get a crashing GI for none of the
support actions are being done across the divisions.



The reason "Gl pushing” happens so often is the structure of the society itself. The only red
crime for which one can be punished by the governments of today is lack of money. In other crimes if
one has the huge sums necessary to hire lawyers one can often get off. But the crime of having no
money is the only crime one cannot get out of. There are even laws which cause the arrest on the street
of persons who do not have so much money in their pockets or wallets: it is called "vagrancy.” So with
the whol e aberrated society on abig "Gl push," with Wall Street measuring values only in how much
something costs, with wages and prices soaring, at this writing, to total social disaster, it is no wonder
that short-sighted and untrained or even aberrated executives get into a "Gl push.”

The answer to not having money is, of course, to make more money. And there is nothing
whatever wrong with that. BUT that is not done with a"GI push." It is done with putting a whole org
there, every part of it functioning and delivering with all the bugs out of its lines, and making alot, lot,
lot more money. Fifty trained staff producing everything an org is supposed to produce will make far
more money than five guys concentrating on Gl only and letting the rest of the org go to blazes. The
Gl made by the fifty will go on increasing. The GI made by the five (and not backed up by the rest of
the org) will decrease week by week and then crash.

L et us take some examples of "stat pushing”:

The room is cold and the staff is wearing overcoats and using blankets. Mr. Stat Pusher walks
over to the thermometer on the wall and sees that it reads very low. So he yells at the thermometer,
"Get the stat up!" Nothing happens of course; it still says 15', so he yells at the staff, "Get that stat up!"
Now, in this instance, having a stat pusher around, the org has no Treasury Div and so there was
nobody to pay the bills and the fuel company has refused to deliver further fuel. The janitor is missing
because there is no HCO to hire one or keep one on post so there's no one to light the furnace even if it
had fuel. And due to an unhatted Financial Planning Committee, that also doesn't meet or exist, no
new boiler was ordered when the old one blew up last year. The stat pusher seems incapable of
observing these facts, and is too unskilled to bring them to rights. So he continues to yell "Get the stat
up" and the staff wears more and more coats and blankets until at last it is just a quiet scene of solid
ice.

If the letters out stat is down, thisis a bad INDICATOR. It is vital that one keeps stats and
observes when one goes down. It is extremely hard to manage on one's post or in an org unless one has
a stat. But, in going down, WHAT is being indicated? A lack of letters out. So what does one do?
Does he yell "Get the letters stat up” or does he look into this? If he looked into it he could find the
real Why, handle it and the letters stat would go up. He might find that the Letter Reges were all
sacked so as to increase the unit pay one week and that he has somehow gotten a nut onto a personnel
or finance post (whose R/Ses make even his head jerk back and forth). He might find that the
typewriters had broken down. He might find that Dept 5 people were al being used by Div 5 to handle
their files. At the very least he will find something aberrated or ignorant going on which has to be
handled before the letters can be flooded out again. WHEN this is found and handled, THEN the
letters out stat will go up.

So Mr. Stat Pusher is essentially operating on a short circuit. He cannot or will not [ook.

And there is another variety of stat aberration which comes about after a lot of "Get the stat
up" hasfailed. Thisis Mr. Stat Ignorer.

Mr. Stat Ignorer is driving along in acar and he looks at the speedometer. It says 15 m.p.h. He
glares at the needle for a moment and then handles it. He pastes a piece of paper over it so it can't be
seen. And sits back and drives contentedly. If he'd looked, he would have found he had three flat tires
and an engine about to run out of oil and explode.



Then thereis aso Mr. Stat Faker. He knows that he will get in troubleif his STAT isdown. So
he simply dreams up afigure and putsit on graph paper. He is encouraged
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and rendered confident in this because he is sure that no senior will come around and notice
the towers of unanswered letters or the huge backlogs of cramming orders or the mobbed waiting
room of unhandled public or the mountain of uncorrected and unfiled address plates. He is confident
because no senior has in the last year or two. And he can say "I'm an upstat" when the Ethics Officer
tries to hit him for keeping the front door to the org obstructed with his motorcycle. And he is
recognizable by a caved-in case, low morale and a hunted look of glee as he creeps through the org.

There is one common denominator the stat pusher, the stat ignorer and the stat faker have. And
that is AN ABSENCE OF SKILLED MANAGEMENT.

We have investigatory tech. It is there for use. We have the Data Series evaluation tech. It is
there for use. We have administrative tech. And it isal published and there for use. And further, when
it is known and used, proven times without number now, production and prosperity occur AND show
up as statistics which INDICATE that production and prosperity are occurring.

Yes, it is very, very true that an org or a manager or an auditor or file clerk getsin trouble if
their stats are down.

Yes, it istrue that stats should exist and be used.

But it is equally true that the way to get a stat is to put something there that can get something
done and get the lines debugged and the scene handled.

The fate of the stat pusher, the stat ignorer and the stat faker is to look around one day and find
no org.

It's a very long way between yelling or telexing or writing "Get the stat up” and handling
things and getting production cycles completed so that the stat WILL go up,

The stat, properly stated and honestly kept, IS a vital indicator of the scene. If you know how
to use them you can get the areas that have to be handled. And if you know your policy and tech you
can find the real Whys and get real handlings and get things whizzing.

We mean to have all the stats going up because this INDICATES a bettering state of affairs for
everyone.

The job of the Product Officer is NOT to yell "Get the stats up.” The Product Officer is there
to notice and order things like "Get those letters answered so they get answers." And the job of the Org
Officer isto carry out the handlings the Product Officer finds necessary to get production rolling.

A fire-breathing Product Officer is worth his weight to every staff member IF he is trying to
get and is getting production which results in bettered conditions, better products, better prosperity and
THIS will incidentally show up in the stats.

It's aworld of things that have to be done and coordinated before the stats go up.

We are in the business of people, we are in the business of a bettered world. We have to have
completed cycles of action. And these are shown in stats.

We are also in aworld of exchange and would be no matter what ideology we lived under. We
haveto "make GI" and we have to have "the stats up."

But our success is measured in terms of the ACTIONS we do, for only those show up in the
indicators called statistics.



So, okay. Let's go about it the right way. And find what is holding the stats down and handle
and correct those things and so, honestly and swiftly, become upstat.

L. RON HUBBARD

Founder

LRH:If.gm Copyright ¢ 1976 by L. Ron Hubbard ALL RIGHTS RESERVED
190

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 20 SEPTEMBER 1976-1
ADDITION OF 17 APRIL 1977
Remimeo
All Staffs (Reissued 5 Dec 1977, to clarify the point that this PL
only clarifiesHCO PL 20 Sept 76, THE STAT PUSH

and does not cancel it.)

Org Series 35-1

Executive Series 17-1
STAT PUSH CLARIFIED

This policy letter is revised. The second paragraph of the origina said that it was
dangerous to talk about the subject because somebody could do an immediate makewrong by
saying "This means don't try to raise any stats.”

Well, exactly that happened. There was a heavy campaign run into all Flag Operations
Liaison Offices and to orgs designed to discredit asking for raises in stats. (The person who did it
and failed to push production quotas is suspended and under Comm Ev.)

The whole point seems to have been missed. It was this: You can't ask for a NUMBER,
you CAN and MUST ask for a SOMETHING.

That something is a product. It isathing, atangible item.

Right this minute, as a result of a mission, HCO PL 16 Nov. 76, "Production Quotas' has
now been provided with thoroughly researched subproducts one has to push in order to get the
PRODUCTS. These are the real tangible actions you have to take to get a number of actual
products. In other words, by getting many exact minor products, you then can achieve the
valuable final product.

STATISTICS are those numbers which simply count the products attained or obtained.

Stat management is the only kind of management you can do on a production scene.
Management by statistics was brought to afine art in Scientology admin tech. To discredit it is, of
course, to court failure.

Abusing statistical management is also something of a crime. It has been done by some
managers who said "Get the stats up" without ever saying what subproducts you had to get that
would then make up the product.



Stat management is a valuable tool and has gotten us over the years. To discredit it first by
saying first just "Get the stats up" without saying how or what or why was one side of the
pendulum. Then the pendulum swung clear to the extreme and people were being made guilty for
even watching stats or demanding or working to raise them.

So let's get alittle middle swing of the pendulum now.

It is perfectly al right to demand that stats rise so long as one says what subproducts and
products make up those stats and gives some indication of what people should do to get the stats
rising.

It is perfectly all right to do stat management.
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And it is perfectly okay to come down hard on people or orgs who fail to get their stats in
viable range.

So long as you give them some idea of what small products (subproducts) they have to get to
make up the real products, you are NOT doing a stat push.

So long as you give people some direction and guidance, you can yell for stat increases al you
want.

And you better.

L. RON HUBBARD
Founder

for the

BOARDS OF DIRECTORS of the CHURCHES OF SCIENTOLOGY
BDCS:.LRH:If kjm.gm Copyright ¢ 1976, 1977 by L. Ron Hubbard ALL RIGHTS RESERVED
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MANNING UP AN ORG

The Sequence of Posting Depts and Divs

Y ou need an org bd first and an allocation board.
The sequence in which an org is manned up is roughly:
-Dept 1

- Dept | |



- Reg and Body Routers and Intro peoplein Div 6

- Dept 12 (enough auditors and C/Ses to approach 2 admin to | tech in org)
- Dept 6

- Dept 7

- Dept 3

- SSO and Supersin Qual to train staff

- Dept 5 for CF Address and L etter Reges

- Dept 4 for promo

- Dept 21 (LRH Comm)

- Dept 10

- Dept 20

- FR & execs

- Full Div 6

- Full Div |

- Full Div 4

- Full Div 2

- Full Div 5

- Full Div 7

- Full Div 3

(Note, an AO always mans up the AO dept or div along with the SH one in each case.)

Wrong sequence of manning is Dept 6, Dept 12, Dept 6, Dept 12, Dept 6, Dept 12, as you
wind up with a stuck clinic that won't expand.

Wrong sequence will contract an org while trying to expand it as the org will go out of
balance, bad units, noisy and unproductive.

If manned in a correct sequence its income has a chance to stay abreast of its new staff
additions.

Emphasis on Gl without comparable emphasis on delivery and organization can throw an org
into such aspin only agenius can run it.

Manned in proper sequence, and hatted as it goes, an org almost runs itself.
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Single-handing from the top comes from longstanding failures to man or man in sequence,
from earlier noncompliance with explicit orders or from not understanding orgs in the first place.

An unhappy org that doesn't produce has usually been manned only partially and out of
sequence.

The trick is planned manning, ignoring the screams of those who know best or demand
personnel; just manning by posting those who have been screamed for the loudest is a sure way to
wind up with no people and total org problems instead of atotal org that is prosperous and producing.



Incidently, thisis a rough approximation of the sequence of hats the ED gradually unloads as
his org takes over.

L. RON HUBBARD
Founder

LRH:nt.gm Copyright 0 1976 by L. Ron Hubbard ALL RIGHTS RESERVED
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PRODUCTION QUOTAS

Ref. HCO PL 8 Feb 72 Issue 11

Mgmt SeriesVol 2

In arecent pilot, executed at my orders by the Staff Captain, it was found that:

WHERE A STAFF MEMBER DOES NOT KNOW THE SUBPRODUCTS WHICH GO TO
MAKE UP A GROSS DIVISIONAL STATISTIC THE GDSWILL SUFFER AND FALL.

And it was also found:
WHERE SUBPRODUCTS ARE NOT GIVEN A QUOTA. QUOTAING A GDSFAILS.

The report on the pilot follows and is given in full as it is an excellent example of what a
Product Officer or executive runsinto and how it is solved.

"During the last two weeks, while running the FSO, I've had alot of experience with the above
subject, and thought that the data that 1 have on it might be useful to you.

"When first going into the org 1 pushed for actual products along with quotaing of the GDSes.

"This went over very well, however, the day you sent atelex to quota the products that make
up the stat, things really started moving much better.

"Your telex really opened the door for me as to how to go about getting an org to work on
products and get stats up.

"Here is the best example. The week before last on Monday or Tuesday the student points
were heading for bad downstats for the week. The D of T was more or less tearing her hair out about
how she could meet her quota. She and the Tech Sec were trying to figure out what had changed.

"This was right after 1 had read your telex referred to above, so what 1 did was to tell them
how they had to work on the products that make up the stat.

"The next step was to list out what the subproducts were that made up the stat. 1 just made a
very simple list, not necessarily a complete one, of. (1) course starts, (2) F/Ning students, (3) students
that are on target, (4) students that increase their production daily. Then made sure the D of T would
understand how these made up the stat.

"The next step after that was to change 1-4 above into 'number of .’



"This brought about what one could cal instant sanity, and exclamations of redlizations of
how the area could be handled.

195

"This was followed up by making the D of T work on each of these products. It took a lot of
work and figure out how to do, as far far from all students were F/Ning, etc. It took actions like finding
every bogged student and debugging him on a flat-out basis.

"The end result was that the stat did not crash, but went up some, and this week went up even
more.

"Other actions were required in the area, such as the Qual Sec and Chief Off sorting out the
TRs Course, the D of T doing TRs, and more, but it worked for sure.

"After this, we made this the pattern for the dept heads to follow: i.e. work on the products and
subproducts that make up the stat, list them out, quota them, make the quotas, make your GDS quotas.

"It has also been put in on Dept 18 lines, so that Tours and externa Reges are no longer
pushed on Gl and bodies only. There is a pilot project with Flag Service Consultant WUS since a few
days which puts in a whole subproduct system and quotaing and reporting on it, which was very well
received.

"However, what | also wanted to tell you, is that this does not go in automatically, we're still
catching bugs on it.

"These are the bugs that have been run across:

" 1. Dir Reg had a bunch of subproducts and products beautifully quotaed, but when asked
what his quotas were for 'closes’ and ‘completed Reg cycles,' he dropped his jaw as he had not thought
about that.

"He immediately quotaed these and production increased right away.

"2. The Dir Procurement (Dissem Sec HFA) had not set any quotas for CF/Address as she
stated that ‘that area would not be possible to quota’ Her M U was that she thought she had to quota
every single area of Addresso, rather than the part they were working on at the moment. She had a
major win on this.

"She also kept her quotas in her head as she 'hated to have papers lying around.’ She since has
them all in abook and is very happy.

"3. The Dist Sec could not think of the subproducts that would produce NNCE

"4. The Dir Income was working on subproducts in such away that they did not add up to his
GDS, or rather, that they did not result in his GDS quota being met, and tried to justify this.

"Several others required close persona contacts to list out what the products would be that
made up their stat.

"MUs are still coming up, but it sure works! It's brilliant, Sir.
"My picture of an org that operated on this basis with every staff member should be incredible.

"Now, | have looked at the trouble an executive would run into implementing the order to
quota products that make up stats, and 1 can see lots, unless you know exactly how to do it.

"Thisiswhat 1 seeon it:



"You would have to keep the GDS quota there and in mind constantly, as if you don't, things
can slack off too easily.
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"Y ou would have to bring the terminals concerned to an understanding of the cycle of working
on products that make up the stat.

"You would have to get a list of what the products and subproducts are, without making it
miles long.

"Y ou would have to make sure that the list is complete, per policy and actualy makes up the
Stat.

"Y ou would then have to make sure that the list is quotaed.

"Y ou would then have to make sure that the quotas are met, and you would have to watch out
for anyone using it wrongly so the GDS quota is not met.

"On most of these you would have to make sure that there are proper 'figure out how to do's,’
on how to go about getting the products.

"The above actualy, now that | look at it, fits in exactly with your PLs on Name, Want and
Get the Products.

"I think also what is of importance is that you really break down what it takes to get the
products: i.e. if the DTS here was told to get 10 fully paidsinto the org, she would be 'blank," until you
broke it down into-make up the list of them, make so many contacts, get so many ETAS, €fc.

"Pressureis still required to get a momentum and keep it going.

"Another example is getting out over 100,000 pieces of promo in one week. It takes incredible
detailed planning that covers everything; when what has to be through I/A and on the assembly line,
what checks have to be gotten when, what has to be addressed when and franked, what all hands are
needed and when, etc. | had to force through exact planning on this with targets assigned, etc., and
then push like mad.

"The use of HCO P, Exec Series 7 isalso very important in all this."
Therefore these conclusions can be considered valid and vital:

EVERY GDS MUST BE BROKEN DOWN INTO SUBPRODUCTS AND THE STAFF
MEMBERS MUST KNOW THEM IN ORDER TO ATTAIN A GDS.

And:

EVERY SUBPRODUCT MUST BE QUOTAED FOR A GDS QUOTA TO BE ATTAINED.
L. RON HUBBARD

Founder

for the

BOARDS OF DIRECTORS of the CHURCHES OF SCIENTOLOGY
BDCS:LRH:nt.gm Copyright 0 1976 by L. Ron Hubbard ALL RIGHTS RESERVED
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Executive Series 20

DEPARTMENTAL MINI PROGRAMS:

THE KEY TO ACHIEVEMENT
Ref.. Target Series PLs, OEC Vol 0

This policy letter is based on L RH ED 293R, which was issued originally as the 78-79
BIRTHDAY GAME FOR ORGS and reissued as the 79-80 BIRTHDAY GAME BY
OVERWHELMING DEMAND FROM STAFF THE WORLD OVER.

As the program was highly effective, all of its steps and actions now become firm
policy, in order to preserve and continue its use; and this policy letter, which includes the full
content of the program, is to be maintained as a standard org COIED tool.

All changes from the original LRH ED are in this type style.

To achieve the product of a flourishing, prosperous org, a CO or ED with the help of the
LRH Comm and Flag Rep, the Executive Council and Ad Council and staff, must have control
of his org.

An ED or CO who takes the initiative in controffing and running his org and does so
with know-how is worth his weight in gold. The same is true of a divisional secretary or
department head in an org.

In orgs where such initiative was taken and the actions contained in this policy letter
were carried out by the executives, the stats rose and the org thrived.

The key to such achievements was and is MINI PROGRAMS based on policy for each
department of the org.

These programs are done FOR EACH DEPARTMENT by:
1. Personally inspecting the department.

2. Writing up a simple mini program THAT CAN BE DONE, and is WITHIN THE
AVAILABLE RESOURCES, IS BASED ON SPECIFIC HCO PLs APPLIED WITH EXPERIENCE
AND IN THE KNOWLEDGE OF SUCCESSFUL ACTIONS, LRH EDs AND APPROVED EVALS AND
CONTAINING BRIGHT IDEAS DEVELOPED FROM POLICY, AND THE EXISTING SCENE, ON
HOW TO ACTUALLY BRING ABOUTA RESURGENCE OF THAT DEPARTMENTAND GETTING IT
TO GET THE WORK DONE THAT HAS TO BE DONE BY THAT DEPARTMENT TO BOOST THE
ORG.

3. Issuing the program.

4. Making the execs and staff of the area adhere to that program and not cross-order it and get
it done.
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5. Reinspecting the area daily to see how it is going.

6. Get the program DONE.

7. When the first program is done, examine the resulting VFP and stats for that department.



8. Reinspect and do a new simple mini program for the department.
9. Issue the new program.

10. Make the execs and staff of the area get it done.

11. Reinspect the area daily to see how it is going.

12. Get that program DONE.

13. When the second program is done, examine the resulting VFP and stats for that
department.

14. Personally inspect the department.
Continue the above cycle.
Give copiesto staff in that dept and to the execs so they'll know what you're working on.

Send two copies of each mini program to the FOL O which will keep one and forward the other
to Data Files Flag.

Neither the FOLO nor Flag hasto okay a mini program.

GUIDELINES

Use the following rules:

A. Organize only toward actual production.

B. Post only in the direction of production.

C. Make execs of the affected area handle any flaps. The CO or ED is not "flap crossroads.”
D. Use OEC and Management Volume admin tech and quote it in orders,

E. Don't be reasonable.

E Don't take the conclusions of ajunior.

G. When people can't get it done, find people who can.

H. Don't tolerate out-ethics.

1. Use Esto tech.

J. Redlize an org is a purveyor and service depot for standard tech, Dianetics and Scientology.
K. Realize that an org controls and expands its field and keeps it active and happy.

L. Realize that the staff welfare and status depends on the activity and prosperity of the org.
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M. Realize that the org is not a commercial company but the center of a religious movement
which is changing the society.

DELIVERY

Completed intensives and completed courses are the keynote to an org's prosperity. These stats
continue to be reported.

Gear up to really deliver. Thisrequires a TTC, auditor recruitment and a wellstaffed Academy
and HGC that works and is on the ball.



There is not one single staff member, unit, section, department, or division of an org that does
not have an individual delivery demand or quota and that does not contribute to the overall delivery of
Scientology to the public, directly or indirectly.

Exchange within the org and between the org and every member of the public and the broad
public is accomplished only by delivery. All mini programs must reflect this.

Gl

There are several distinct sources of Gl in an org. Make each one work to independently
support the org.

These are

Department 6

Department 18

Department 5

Qua

Department 7

Department 4 (books, packs, meters, etc.).

Income comes from different sections of the departments within the department.
All thisdataisin OEC Volumes.

Every one of these points of Gl entrance should be producing.

There is also a system of examining invoices to find out what geographical areas the org's
people come from and saturating these areas with promo. The local GO used to do this for the org
even though it isn't really a GO function. The GO system used at SH was best.

FSM's have to be built up and cultivated-and paid promptly.

Refunds have to be held to a minimum by actually delivering and delivering very standard
tech.

One has to get al the Gl doors open and functioning-a thing to remember in doing
departmental inspections. Is there any door there to open? And if it isthere, isit open?

PRODUCTION VERSUS ORGANIZATION

You can organize with no production, and you can try to produce without organizing.
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You have to keep a nice balance between these two.

You will find that in the current disorganized family and educational scene, that
personal concepts of organization and order are not very high and must be developed in
individual staff members as well as units, sections, departments, divisions, and the whole org.
This is as simple as learning to put things down where they belong and where they can be
found again when needed and actually creating folders and files. Without this seemingly
unimportant order and organization, production of simDle cycles takes ages. This must be
given attention in mini programs.

MINI PROGRAM

Asyou will be getting these done regularly in short spaces of time, write doable ones that don't
take long to finish.



Y ou can defeat an org with 10 page 200 target programs.
An org can be put into a productive winning frame of mind with short doable programs.

It takes good sense to do a mini program that |ets the department win. It's easier to keep track
of, when you pin the individual programs on atarget board and get the dones marked in so you know
what mini program has to be debugged and when you have to do a new one.

FOLOs
The FOL O handles the overall org health of a continent.

The FOLO must get this policy letter in and being done effectively and to ensure the ED does
have control of his org.

Where he doesn't, as shown by lack of stat response, particularly paid comps, Gl, and
intensives sold and delivered, and courses sold and completed, and Div 6 services being delivered to a
happy public, and books pouring out into public hands, the FOLO must intervene-not piecemeal, but
thoroughly, and only on a broad failure of an org to prosper and deliver.

NETWORKS

The duties of networks in reporting and executing remain unchanged and their PL authority is
undiminished.

FLAG

Evaluations of continents and individual orgs are done at Flag. This policy letter is afactor in
all such evaluations. Flag also manages FOL Os and sees that they operate properly.

Flagrant FOL O, continental or org out-ethics or out-tech, high refunds or lack of a prosperous
and delivering org are the primary targets of Flag intervention.

Flag actions are not piecemeal but are directed at whole orgs or continents.
CROSS ORDERS AND INTERFERENCE

Where networks, Flag and FOLO orders cross-order each other into an org, or where a
program for the org is unreal, the CO or ED of a FOLO or org must telex the Emergency Officer of the
Senior Executive Evaluation and Execution Office, which is situated in the Office of LRH, Flag,
for clarification.

Protection claimed by reason of upstats, if claimed on falsely reported or padded
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stats, can result in Comm Ev or removal. Therefore, any clarification request must also carry
"| attest my stats are true."

Clarifications will be done mainly by policy reference.
Request for clarification is not to be actionable by a FOLO, Flag bureaux or aidesin any way.
NEW TECH

There have been tons of new tech, new rundowns, new shorter checksheets, issued in
the past year or two. 1978 was a year of tremendous tech breakthroughs, followed by more
tech breakthroughs in 1979 and even now further breakthroughs are evolving from these.

You have been getting these AND their marketing packages straight along and will
continue to get them. There is even a new unit exclusively devoted to exporting these to you.



Y ou have had NED for some time now. Rave, rave successes are still pouring in about it. An
org that can't sell, train, and deliver that, ain't.

Class / V Orgs now have new shorter checksheets with all their bright new tech for their
Class 0-1V students. So getting Dianetics and Scientology auditors trained is a snap now. You
have a world monopoly on the only and finest tech.

So there's nothing holding you back.
The only claimsfor such that can exist would be in your imagination.
SUMMARY

What you want, isn't it, is a happy, productive, prosperous org that is servicing its areato make
it happy and prosperous.

So (as production is the basis of morale), ask this of any mini program you write: Will this
give us a happy, productive, prosperous department?

Well, have at it. Y ou've got the steering wheel. Where's the throttle?
L. RON HUBBARD

Founder
LRH:gal.gm Copyright v 1980 by L. Ron Hubbard ALL RIGHTS RESERVED
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PRODUCTION AND ONE'S STANDARD OF LIVING
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(NOTE: I reaize that management units, orgs and staffs are daily pounded with false economic
data. The red facts of life collide with much false data. Such crippling data comes from many
sources-school, advertisers, government, bankers, propagandists, even parents who insisted Johnny be
a doctor so he could "live well" or set a horrible example themselves. Many have had a hand in
messing up people's wits on the subject. It is a factor in inhibiting the individual prosperity of
executives, staff members and orgs. Where an area is not prospering, this PL should be starrated on its
people and the false data they have on this subject stripped so that they then can prosper as they
should.)

"Standard of Living" can be defined as the relative quality of a person's or group's possessions,
quarters, food, equipment, tools and conditions of their area of work and existence. It is the state of the
person's living, including working, environment. Where its potential continuance exists it is related to
survival. It is a basic natural economic law that personal production of VFPs and one's standard of
living are intimately related.

This applies to the individual aswell as the team.
Where violations occur, inequities exist.

At a persona level one must produce in excess of his standard of living just to retain and
maintain it.

Actually, the "excess' means that because of overload, taxes, services, plant, utilities, raw
materials, machine and other costs additional to his own work sphere, a person cannot expect to get the
full value of his VFPs all to himself. That is hot economically feasible. The "excess' varies from post
to post and job to job but is never less than 5X minimum. In industry it is considered to be at least 10X
to maintain company standards and solvency. The "excess' can be very high indeed in some
industries. But in any case any idea that it should be one for one is fatal. People who know little of
economics or management sometimes propose a worker should get the full value of his VFPs-but all
work and all VFPs require support services and to neglect these would quickly bring on poverty. Even
when working for oneself alone, these "excess' factors exist and seldom drop below 5X as one still
requires support services. Corrected gross income divided by staff has to be at least 5X the cost of the
standard of living of theindividual staff member for that standard to be barely
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maintained. This does not mean staff pay should be 1/5 of that figure. It means that all the
things (pay included) that go into maintaining their welfare and work environment would have to be
covered by 1/5 of that figure. A fairly efficient and prosperous org with a hatted, industrious, gung ho
staff can very easily maintain quite acceptable standards at 1/10 that figure. The actual cash value of
every piece of work done by a person can actually be calculated. It is intricate and tricky to do and
much subject to over and under estimation but it can be done. It is not vital to do this but one might
just be curious about it. If so, do it for yourself. Thus VFPs can be priced against what they bring in as
part of the overall scene even when they seem indirect. All the above figures are very rough and
subject to variation but this gives you some idea of what is meant by 66excess’ in that law.

Where a number of people in a group or on a team do not produce VFPs in excess of their
standard of living they depress the standard of living of the group or team.

Where some in a group do not only not produce VFPs but produce overt products, they
actively depress the standard of living of everyonein that group or on that team.

Many economists and theorists seek to avoid that law. They do it to gratify politicians or
aggrandize some false philosophy whose true purpose is suppression under other colors. But the law



remains and its violation breeds an epidemic of economic ills. Amongst such ills are inflation, super
bureaucracy, chaos with the marketplace and a decay of the civilization.

When a whole society demands a high standard of living and yet doesn't concentrate on the
personal production of VFPs, it isfinished.

Products are the basis of a standard of living. They don't appear from midair. They come from
work truly done. Not from hope or false data.

It isadruggie's dream that machines, computers, under the dictatorship will do it all. Machines
can raise a standard of living by assisting in production. But they can't do Man's living for him.
Intelligently designed and used, they permit, within limits, increases in population. But machines are
just tools. They have to be thought up, designed, built, run and serviced and their raw materials and
fuel have to be found and delivered and their products promoted, delivered, used and often in their turn
serviced. The machine age was actually recognized as failed when world leaders first began to urge
population reduction on the planet to "improve the individual standard of living." If machines were
going to solveit all why isthe civilization now in such a steep decline? It took producing men working
in and with a machine age to make the society go. Not idle mobs on welfare expecting a high standard
of living while a few guys work their guts out. Pie in the sky is nice but did anyone ever get to eat it?
This misinterpretation of the machine age was a heavy violation of the above economic law. But the
real harm of the machine age was creating a false belief that one did not have to produce much to
survive. This lowered people's estimate of how much they would themselves have to produce to
survive, much less have a high standard of living. Factually one normally has to work fast and expertly
and in high volume to bring about any acceptable standard of living for himself and his group. Thisis
a point the machine age obscures. But it remains vividly and demonstrably true.

An executive who works hard yet wonders about his own low standard of living should look
over his people to find those who are not producing VFPs or who produce even overt products while
yet demanding aliving. 7hey are absorbing the potential raised standard of living of the group.

Where a group has a very low standard of living, it need only review the above law and its
potential violations to understand why.

One cannot, in fact must not, increase the standard of living of agroup in ways that violate the
above law. It will eventually bring calamity on that group.

In asociety led astray by crackpot economics, violations of the above law create a vast number
of wrong examples. The rich (most of whom work like mad) are seen as idle or even criminals. The
best way of life is made to appear to be idleness. One seems to be owed a living without any effort on
his own part. The producing worker should be fined by higher taxation. These are not seen to be
simply false data spread about to
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wreck the place but are held as "truths.” And in their wake comes a funeral for that group or
society.

There is even an economic theory spread about today called "equalitarianism." It declares
everyone should get the same pay and have the same standard of living. It does not mention that
anyone should do any work. It holds that the better worker should not be better rewarded. It would
crash any society.

Then there is the "monetarist" who believes you can manipulate a whole society with money
aone. And no thought of any production. His answer to production? (You won't believe this.)
Decrease demand! In other words, reduce everyone's standard of living!



Basic economics eventually catches up with all these weird false pretenses. It may take time
but, asin the law of gravity, the apple eventually falls no matter how many crackpots advance theories
to say it can't fall, will go up, or vanish. Real basic economic laws are like that. They catch up. So
don't wonder about inflation and depression and decayed civilizations. Basic economics caught up
with the crackpots.

An executive has to pay attention to the basic law about a standard of living. If he doesn't pay
close attention to it, the standard of living of himself and of his group will cavein.

He can be "a good fellow" and seek popularity by attempting to raise the standard above what
is earned. He and his group will crash.

He can be foolish and seek to raise his own rewards above what he personally is earning in
terms of VFPs. But both he and his group will fail.

He can ignore the real producers of the group and not see that their standard of living is
comparable to their individual production. And he and the group will fail.

He can ignore the nonproducers and the overt product makers and by so ignoring them, tear
his own and the group's standard of living to hits.

He can listen to a bunch of PR from a staff member about how vauable that staff member is
and surrender to it without ever really counting up the real VFPs that staff member is not producing
(or even preventing). (It happens.) Only real VFPs count.

He can work himself half to death without demanding production from others and have his
own standard of living crash.

There are swarms of false data flying about today on this subject. It is taught in schools, the
very best schoals; it is heard on the radio and seen on TV and in the papers. The civilization, as it
caves in, is blinded by literally thousands of false ideas about what and how a standard of living
occurs. These, where they conflict with the basic law, actively prevent one from prospering as they
blind him to the truth of his scene.

In an org or management unit in Scientology, the real VFP is valuable fine people who
produce valuable final products who then make up a valuable fine public. Every piece of work and
duty in amanagement unit or an org contributes to that.

The standard of living of an executive, a management unit, an org or a staff member is
determined by that one basic economic law: The personal production of VFPs for the group and one's
standard of living are intimately related.

L. RON HUBBARD
Founder

for the

BOARDS OF DIRECTORS

of the CHURCHES OF SCIENTOLOGY
BDCS:LRH:ab.gal.gm Copyright 0 1980 by L. Ron Hubbard ALL RIGHTS RESERVED
205

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 21 SEPTEMBER 1980



Issue VIII

Remimeo

(Originally LRH OODs item
of 14 May 1972)

Exec Series 22 Esto Series 50
MORALE
Production is the basis of morale.

If one can get a unit producing and actually accomplishing worthwhile production, then their
morale will rise.

Thus, it does not matter too much how one starts a unit producing so long as it does get
started.

| was given a good example of this with just one person who has been on MO lines. She is
actually well now. She is miserable. There is nothing wrong with her at all except she is out of the
action and is not producing anything.

This has been noted in other fields. The "idle rich" are the most miserable people you ever
wanted to meet. "To Have and Have Not" or some such title by Hemingway talks about it for the best
part of a book.

L. RON HUBBARD

Founder

Compiled and issued by
Sherry Anderson
Compilations Missionaire
Accepted and approved by the

BOARDS OF DIRECTORS of the CHURCHES OF SCIENTOLOGY
BDCS:LRH:SA:dr.gm Copyright@ 1972, 1980 by L. Ron Hubbard ALL RIGHTS RESERVED
[Note: The origina mimeo copies of this palicy letter were incorrectly numbered as Esto Series 41.]
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ORGANIZATION AND SURVIVAL



Well organized activities survive. The survival of individuals in those organizations depends
on the highly organized condition of the activity.

A small group, extremely well organized, has excellent chances of survival.
Even alarge group, badly organized, hasn't a prayer.

The essence of organization is org boarding, posting with reality and, in keeping with the
duties being performed, training and hatting.

To this has to be added the actual performance of the duties so that the activity is productive.
The outward signs of abadly organized group are slovenliness and fumbles.

Another ingredient that goes hand in hand with organization and survival is toughness. The
ability to stand up to and confront and handle whatever comes the way of the organization depends
utterly on the ability of the individuals of the organization to stand up to, confront and handle what
comes the individual's way. The composite whole of this ability makes a tough organization.

An individual who is not properly posted, isn't performing the duties of the post, is not trained
or hatted, is soft. He has no position to hold, therefore he goes down at the first fan of a feather.

Confidence in one's teammates is another factor in organization survival. Confidence in one's
self is something that has to be earned. It is respect. Thisis a compound of demonstrated competence,
being on post and being dependable.

After an individual has failed, confidence in him on the part of his teammates sinks. He has
lost face and is not respected. This, then, shows itself up in numerous ways. It is up to that individual
to earn back confidence so that his teammates will again trust him. The way to do this is to get
properly org boarded, trained, hatted and to confront and handle, with competence, whatever that post
is supposed to control.

The ultimate in no confidence by a group in a team member is no post at all. Reports from
those who have no post or from those who are between posts stress the horrors of having no post.

Our survival depends fully on becoming entirely and completely organized. This will happen
to the degree that every separate unit, department and division in an org is properly org boarded,
properly performing the duties of the post, is trained and fully

hatted.

L. RON HUBBARD

Founder

Compiled and issued by

Sherry Anderson

Compilations Missionaire

for the

BDCS.LRH:SA:dr.gm

Copyright ¢ 1971, 1980 BOARDS OF DIRECTORS
by L. Ron Hubbard of the

ALL RIGHTS RESERVED CHURCHES OF SCIENTOLOGY
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 12 SEPTEMBER 1980
Issue

Remirneo

(Originally LRH Flag Ship OODs

item of 7 March 1971.)

Org Series 47

Executive Series 24

Admin Know-How Series 39

HANDLING OVERLOADED POSTS
Reference:

HCO PL 28 July 71 ADMIN KNOW-HOW 26

Product and Org Officers can take over a grossly overloaded key post and (a) increase its
production and (b) reduce the work hours. They should take over posts for 48 hours and give the
incumbent arest and see what gives.

The rules that seem to apply are

a. Itisakey post of the areain question and

b. It is the most overloaded and/or most nonproductive post in that area.
It's one thing to issue orders. It's another to do work.

One doesn't stand behind the guy. One takes him off the post and actually does the work of the
post.

While doing it one will see why it can't be done or isn't being done and one can then get a
good bright idea of how it can be done and get it in and write it up.

One often finds he has to ask "What hat am | wearing?' when one finds he is on overload.

WEell, one solution is to just go over and really wear that hat and see why it can't be worn, get
an idea of how it can be worn, do the action to see if it's right. write it up for issue and put the person
back onit.

A junior often can't mesh up the lines so they work because he hasn't the know-how and hasn't
the authority. His proper action would be to figure his post out and write it up for issue and get it in his
hat. When he doesn't do this it jams or overloads his own and other lines.

Where this situation exists and isn't changing, a Product Officer, Org Officer or HAS or the
divisional Product or Org Officers have an out. They can take over such a post, do al its work for 48
hours with no help from the incumbent, get an idea of how to debug it, see if that works, write it up
and turn the post back over.

L. RON HUBBARD
Founder

Compiled and issued by
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Exec Series 25

TROUBLE

The fastest possible way for a senior to get into trouble isto fail to get in ethics on a downstat
junior.

The US "solves' al this with huge government payoffs and propitiation. And look at the
upsurge of riots.

Capitalism works only on the reward side. It takes two sides to make a game.

If an I/C lets ethics go out on his juniors, he pulls the rug out from under himself-and
slaughters the juniors also.

A team is composed of teammates. Those who mess up the team aren't teammates.

Orgs are teams and all of Scientology is a team. It takes teamwork and backup to make things
go right and stay right.

L. RON HUBBARD

Founder

Compiled and issued by

Sherry Anderson

Compilations Missionaire

Accepted and approved by the

BOARDS OF DIRECTORS of the CHURCHES OF SCIET~-TOLOGY

BDCS.LRH:SA:bk.gm Copyright 0 1970, 1971, 1980 by L. Ron Hubbard ALL RIGHTS RESERVED
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Exec Series 26

ORDERS VERSUS ARBITRARIES

The other evening, on arequest, | said members of the company could do part-time study on
the Dianetics Course. This became an absolute order, an arbitrary which was put in full force. Not only
that, but nobody would handleit.

Why not?

If anyone had bothered to trace the order that "all must study" they would have found it was a
false arbitrary.

Almost every outness around is of this breed of arbitrary.

A group that insists on sitting in the glorious irresponsibility of orders and only orders will
never develop into atrue group.

If you want to get areal look at what you're doing, ask yourself this question: Where do | get
my orders from?

I get them from observation of the situation. And | give instructions based on a prediction of
consequences.

Until you can do that, you will feel harassed, ordered around and oppressed. Not because
anybody is interested in oppressing anyone. Just because they try to make a safe environment, bump
into people who haven't observed or acted, and so issue orders.

| don't think anybody fully understands the antipathy | have to authoritarian rule. The reason
you see me get cross is in no small part protest at being forced to cope with a situation which occurs
by neglect of others. Why elect me to save the day? This ship, this planet and universe are the concern
of otherstoo. | have no monopoly on the ability to observe and act.

The campaign to force into a dictatorship a group which has freedom as its main objective is
about as popular with me as afire in a powder factory.

Freedom depends on ability.

We can and will bring freedom to this planet. But only if and when we cease to demand orders
and begin to observe and act on our own predictions.

L. RON HUBBARD
Founder

Compiled and issued by
Sherry Anderson
Compilations Missionaire

Approved and accepted by the
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CONTROL OF STATISTICS

I think GDSes are down in some sectors because some people just don't know how to get them
up. Many watch them from a spectator viewpoint. Well, it's down. Fate. It recovered. Kismet (Russian
for "fate"). It'slevel. Will of Allah.

The missing datum is that an org's stats are totally under the control of that org. An org's stats
totally reflect the production and competence of the org.

Let's take a letters in stat. You (a) increase letters out, (b) you check out letter writers on
getting R in the letters wholly, (c) you use CF folders always when writing a letter, (d) you increase
letters out, (€) you spot-check letters going out for R and on-policy, (f) you put hard sell and good
promo out, (g) you use info packets, and (h) you get out heavy bulk mailings on-policy, (i) you offer
what you can deliver, (j) you deliver what you offer. Result, letters in soars! My own letters in stat
(when | sign another name) is 1 for 1. In most orgs it's about 25% response.

But I'll bet alot of orgs have it explained that it's fate or "promo doesn't work" or "local public
interest is low."

A success story stat is totally under control. You realy use the tech and really smooth out
students and cases and you get | success story for every completion. Then, because you have a success
story, you get are-sign-up and get anew completion and a new success story.

So my attitude toward low GDSes is about the same as you'd feel for somebody who didn't
know he was driving and ran the car in a ditch on a straight road!

I don't speak from lack of knowing. Because I've done it and it's about as easy as riding an
armchair.

Staffs make their own trouble. Once in Joburg they tested a whole school of kids. Why, God
knows. But they did. And then did the adult test grading on them! "Y ou see, Josie Ann (aged 10), you
are having trouble with your husband.” Didn't half upset the parents. Tailor-made down stats.

Somebody hadn't checked out on WHY they were testing people. Or what they were supposed
to do with them.

Orgs are being penalized solely because of lack of training and understanding and grooving in
people.



Every point of neglect, every half-worn hat, spoils our reach just that much. Every action well
done, small or large, extends our reach just that much.

The more you know and the better you do your job, the sooner we will makeit.
L. RON HUBBARD

Founder

Compiled and issued by

Sherry Anderson

Compilations Missionaire

Approved and accepted by the
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Esto Series 48

INSTABILITY

You will find that persons who are having a rough time or giving others one are either just
leaving or haven't arrived on the post. In other words they in some way are not actually ON post.

It is also an oddity that those who have to goto point B haven't arrived ever at point A in order
to be able to leave for B.

The ability to BE something strongly shows up in post performances. The rea stars can BE
anything wholly and completely for short or long periods. They ARE what they are being. They aren't
just arriving or leaving.

To BE OR Unfle, that isthe ability! To not quite be or to WAS is the aberration.
L. RON HUBBARD

Founder

Compiled and issued by

Sherry Anderson

Compilations Missionaire



Approved and accepted by the

BOARDS OF DIRECTORS of the CHURCHES OF SCIENTOLOGY
BDCS:LRH:SA:dr.gm Copyright ¢ 1971, 1980 by L. Ron Hubbard ALL RIGHTS RESERVED
212

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 22 OCTOBER 1980
Remimeo Issue |l

(Originaly LRH OODs item

of 13 May 1972)

Exec Series 29

HANDLE

R ef.

HCO PL 12 Oct. 67 OPERATIONAL, DEFINITION OF
HCO PL 4 May 68 HANDLING SITUATIONS
HCO PL 26 Jan. 72 1 Admin Know-How Series 29
Executive Series 5

NOT-DONES, HALF-DONES AND
BACKLOGS

Since December 1971 there has been a new command policy with regard to handling projects
and CLOs and orgs.

WHEN IT HASTO BE HANDLED, HANDLE THE HELL OUT OF IT.

The reference is the HCO PL (26 Jan 72) on NOT-DONES, HALF-DONES AND
BACKLOGS.

But it is more important than that.

You can spread a lot of invested time over a wide area and get no result. This is a sort of
puttering around.

The way to redly get someplace is give priority to definite whole actions. This is done on
order of value of result. "WEe'l do Area A, B, C and D in that order! Now we'll take A and handle the
hell out of it, terminatedly finished done, total. We can be getting B ready meanwhile. But with A done
we now get B done. And so on. We handle hell out of what we're handling.”

The accuracy and extent of handling determines whether something iswell handled.
Actually, you're dealing with the definition of fully operational.

Something is fully operational when it FUNCTIONS WITHOUT FURTHER CARE OR
ATTENTION.

The Estos should learn this too.

Don't putter or fool about.



HANDLE THE HELL OUT OF IT!

L. RON HUBBARD

Founder

Compiled and issued by

Sherry Anderson

Compilations Missionaire
Accepted and approved by the
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TECH

Every action that results in a product has a certain tech,

Onefinds out about it or developsit.

When one adopts false tech he will then wind up with confusion as false tech will not deliver a
product. It delivers a confusion-like psychiatry.

The more false tech you hold on to or apply the more confusions you will get.

When real tech is invalidated then false tech can enter in. So the test of false tech is does it
give aconfusion and the test of real tech is does it give a product.

A Mis-U word in real tech then can let falsetech in.

If the tech is not available for a certain job one then has to develop it. His development will be
correct only if it delivers areal product.

When one busily develops tech where proven tech aready exists and is available, one is
wasting histime.

Technology isthat part of knowledge that is used.
So it isnot enough just to know. One also has to apply.



If one really knows histech it is very easy to apply it. When oneis uncertain, his application is
uncertain.

Lifein living forms depends upon real products.

When products take too long to bring about or when they turn out to be overt products then
they are not economical to produce. Overdue and overt products are both very costly in time and
catastrophes.

If you find in any area you are taking too long to produce a product, then it's time to review
your tech. (A) Doestech exist? (B) If yes, "Am | applying it?' (C) If no, "Do | have to develop it?"

If it is (C), then one had better get very busy sorting it out. It is easier and less expensive to do
that than to go on turning out overt products.

Any product hasits tech.
Do you know the tech to produce yours?

(Note: Also see HCO PL 23 August 1979, Issues | and 11, DEBUG TECH and DEBUG
TECH CHECKLIST.)

L. RON HUBBARD

Founder

Compiled and issued by

Sherry Anderson
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HCO POLICY LETTER OF 18 SEPTEMBER 1980

Remimeo
(Originally LRH OODs item
of 24 March 1970)

Exec Series 31
A MATTER OF ORDERS

ARC breaks occur when a person in charge requests something be looked into and he is given
an opinion or an explanation.

It isnot atrue comm cycle.

"Go see what's smoking.” "I think it's George burning toast."



"Put out abow line."
"We've got one out." (When asecond one is needed.)
Gives one along string of non-comm cycles and is a sure-fire ARC break.

I think thisis why those in charge get upset. Getting an opinion or explanation when an order
is meant to be done.

Part of the fault is not wording the order in anticipation of such areply.
L. RON HUBBARD

Founder

Compiled and issued by

Sherry Anderson

Compilations Missionaire

for the
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Exec Series 32

Personnel Series 32

OVERLOAD AND HATTING

I have found that whenever | have had to handle something, | found the person who should
have handled it unhatted and with misunderstood words on things intimately connected with his
duties.

Thus | have found this cycle of great use and thoroughly recommend it.
1. Emergency item or omission requiring handling turns up.

2. Handle it right now fast (my handling something time lapse is about 5 minutes to half an
hour). (That means terminatedly.)

3. Spot who should have handled it.
4. Interrogate the person on basics of his post (not ask about "hat folders," etc.).

In al cases so far | have found the person not doing his post duties, unhatted, with huge
misunderstoods on words like "post,” "hat," "muster,” etc.



5. Hat the guy.
So | can tell you that any overload you have is from unhattedness of the most basic kind.
An orgisasefficient and looks as good as its people are individually hatted and do their jobs.
It'savery good system. | recommend it.
A sort of ado-it-yourself HCO!

It works.

L. RON HUBBARD

Founder

Compiled and issued by

Sherry Anderson

Compilations Missionaire

Approved and accepted by the
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HCO POLICY LETTER OF 24 MARCH 1981

Remimeo

All Exec

Hats

Executive Series 33

LEADERSHIP - MORE ABOUT

(Taken from tape lecture 5901CO4 of

4 January 1959 titled "L eadership.")

One of the basic things that we al face is a new adjustment. In your past many lives here on
Earth you were probably well adjusted. You probably went on and on doing more or less the same
thing. All of a sudden here's this brand new look. You're not doing what you were accustomed to
doing. You are not riding at the same speed that you rode before. You are not handling the same
cultural values that you handled before.

In this society burning questions scorch al of us. How do you keep marriages together? How
do you raise kids? How do you hold in check and in democratic balance a government which so
outweighs the populace with weapons that you never dare smile at it? How do you bring reform to an
organization that is totally powerful and is getting more and more ignorant? How do you live in this
changing world?



Once upon atime you could pick up a scythe and go down the line and take your chance with
the mounted knight and somehow or other bring about a social reform. Once in awhile you could win.
Once in a while some principles would triumph over the status quo. But right now that really isn't
possible.

FINDING SECURITY IN TODAY'SWORLD

How do you hold in line the gains we have made culturally and make more gains? In what sort
of culture should we be living? What sort of life should we be living? How should we increase our
own security? How should we make things more successful, easier, better, more secure?

Thereis hardly anyone living alife of good security. The reason good security isn't discovered
is you have not yet worked out a pattern you yourself consider secure in the face of advancing
scientific technology and advancing cultural pattern changes. The third dynamic is getting disarranged
and rearranged and the fourth dynamic is getting changed considerably and none of us have realy
found our feet in this new change.

There used to be a miller. He ground the flour. Somebody brought him four bags of flour, he
ground four, kept one and gave three back. That was hislife.

Now the farmer has to buy back his own wheat, ground, from some large company and pay
top price for it. His economics are so complicated, thereby, that he can't acquire a security.

It's gotten to a point where it doesn't do any good to save money for your old age. The
government has taken that all off your back. Or has it? Will they ever pay you an old age pension?
Who knows? Or will the old age pension be so valueless in terms of money by the time it gets to you
that it will buy nothing?

SPACE OPERA VERSUS THE INDIVIDUAL

People have gotten busy and started to fire rockets at the sun. This makes a change up into
space opera. In the old days, waaaay back, when man was going into
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space, he did it with hypnotism, implantation and heavy duress-and he folded up. All the great
space societies were built by losing the individual totally. They lost him utterly, and so they lost his
initiative. And they lost everything else that was good about Man. They became criminal societies.

We are in a space age and that age is being built at the sacrifice of the individual. On Earth
today we alone can preserve the individual. There are several committees for civil rights and that sort
of thing that try to fight against this incursion on individual liberty. But for every bit of pressure they
can exert or every power they can develop, somebody is developing some new weapon, some new
high-speed missile, something new that overreaches again Man's own individual power. It is quite an
interesting view. It will become more and more interesting as the years move.

LEADERSHIP AND INDIVIDUALITY

When you begin to sacrifice the individual for the good of the society, as has already happened
here on Earth, you also sacrifice that which is best about an individual: his individual sense of good,
hisindividual sense of responsibility for hisown life and guiding it.

When that individual no longer feels that he is responsible for his own life, when he is totally
cared for by the state, when he is born in some sort of anursery and gets put on board a spaceship or in
an army, and his indoctrination consists of some hypnotic mumbo jumbo, you've lost one thing:
Y ou've lost leadership.



For the individual is the only leader. A group can lead nothing. A group democratically
operated can select its leaders, who in turn govern it. But when there are no longer leaders in a society,
who do they elect? Who is there to elect who can help or guide the society in any way? No great mass
of people can possibly elect aleader when there are none.

And that iswhat happens in asociety. Individua liberty, individua work, individual beingness
and understanding go down in front of a tremendous onslaught of modern scientific improvements.
Gadgets and guns, dependence on the state, al wipe out the individua. Therefore in this society
leadership suffers. And where you do not have adequate and responsible leadership, you don't have a
society, you have acriminal element. All criminality is, is the abandonment of all responsibility on one
or more dynamics.

So what happens in a space opera society? Oh yes, we have fancier and fancier ways to
implant people. We have fancier ways to shoot dogs and satellites and Christmas messages into outer
space. We have gadgets and keyboards and countdowns and cracked space helmets....

But who is around with enough responsibility to say what is to be done with these things? Or
does it al turn into some huge Frankenstein monster that somebody has started and nobody can
control?

"HE DIDN'T LIKE SOUP"

Societies of that character don't like individualists. | remember a famous story called "He
Didn't Like Soup." This individual, who was an individual, gets raised amongst a bunch of space
jockeys, space opera fellows. He isin their midst at a meal as the soup comes along on the assembly
line. Each one of them, of course, takes off their bowl of soup. Except this individual. The bowl of
soup that appeared in front of him goes on down the assembly belt. It gets into the works and gears at
the end of the assembly belt. Nothing like this has ever happened before so they don't even have afuse
on the thing. It flashes back and closes out the power plant of the building and, because the power
plant goes, there is no way to stop the atomic fission on the main power plant and it blows up the
whole town. When they ask this fellow why he did it, he says, "I didn't like soup."
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There we have an example of building a society so flimsily, but apparently strongly, that any
action contrary to its general will, blowsit up.

Similarly, the will and worth of one individual can always overthrow a large, complicated,
interdependent society-providing that individual can come up to revolution, and there is no provision
in the society for leadership.

WHAT WE ARE DOING

What we are doing in Scientology today is not necessarily providing the leaders of tomorrow.
We are raising the general level of responsibility at the same time all other social actions seek to
depress it. We are keeping something in balance that is more important, probably, than even |
understand.

If the future society cannot have men capable of sufficient responsibility to be entrusted with
tremendous weapons and the violence of which the society is capable, then the more the society
improves, the more it will blow itself up! We have, perforce, a police state. What are the police trying
to do? They are trying to keep individuals from doing things. Why do they have to keep individuals
from doing things? Because individuals are so irresponsible they are liable to do anything. That's why
apolice state grows.



What we are doing is the only impulse | know of in the society at this time which is actually
directly pointed at the heart of the future police state.

In a society where individuals are free, where individuals can be rehabilitated, where
individuals can still think, you can till have leadership. One individual can be selected by other
intelligent individuals to represent them, or one individua by his natural ability can at least control
some sphere of the social order around him. And unless this social order is controlled, unlessthereisa
sphere that a thetan can bring order into, you have nothing but chaos.

To lay down a big plan for Scientologists and say, "This is the organization and this is what
we are going to do: steps one, two, three . . ." is saying that hone of you have aright to think or plan.
The only thing we can do inside Scientology is hold the communication lines of Scientology and its
servicein an orderly state. And we can keep the show on the road. But thisis an inside perimeter.

SCIENTOLOGY INFLUENCES ON SOCIETY
How about where Scientology influences things outside?

Do you know if you processed a very small percent of the society, enough order would result
from their action alone to bring about sensible actions on the part of the society! We are amost talking
in terms of mysticism; it isn't totally traceable. Where an individual is capable of bringing order, there
is order, whether he brings it or not. Where an individua is capable of bringing disorder, there is
disorder, whether he makes it disorderly or not,

If you clear a few people in atown, a greater order is generated; we have a greater sphere of
order occur. Thisis not necessarily because these Clears are going around being very active.

Now, leadership istotally the action of bringing order or it is not leadership.

You hear people speak of the "leader of the mob.” A mob doesn't have a leader. It is a
technical truth that a destructive maob or any large maob, if called upon to elect somebody, normally
elects somebody they can push around but who will destroy them.

Here we have the impulse of Man toward destruction unless he has responsible and reliable
leadership so he can turn, in his own affairs, toward areas that are being led.
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RESPONSIBILITY

Where you find irresponsibilities, your society tends to fall apart. Then people try to push it
back together again by making it all equal or making it a welfare state, and things start to go broke,
inflation starts to happen and the state takes all the responsibility away from everybody and puts it
nowhere.

We are directly in the teeth of such a movement. We are not a political movement, however.
Not even vaguely!

We are creating somebody who can live a better life. It is worthwhile right in that sphere but
we might as well look alittle bit further.

We are creating somebody who can take responsibility in his own sphere of action. We are
creating people who can take responsibility for things.

If we create them as fast as the society says the individual can have no responsibility, we will
keep this ship from going down with all flags struck.

WHAT IS LEADERSHIP?



Leadership and clearing are not necessarily in the same basket at al since you could have a
society totally made up of Clears and you would probably have no leaders. But where you could only
make a sprinkling of Clears, you would undoubtedly be making some leaders. There is some
difference there.

An individual who will take responsibility generally does. And he keeps things rolling.

It is all right to say "leadership,” but what is it? It is a curious thing, but do you know that
there have been tomes written on this subject that would crack your back? There are little gimmicks
and "you never do this but you do that," and tremendous numbers of rules, but nobody ever said what
leadership was!

If we are going into a society which is all but |eaderless, we had better know what aleader is.
A LEA DER IS SOMEBOD Y WHO CAN A SS UME

RESPONSIBILITY FOR HIS SPHERE OF INFLUENCE.

That isawfully simple, isn't it?

In a Scientology Church, if your Registrar and Assistant Registrar cannot take responsibility
for every reactive bank in the country, they don't do very much. That is an awful mouthful: "Take
responsibility for every reactive bank in the country.” And yet that is what it takes!

The next attribute of leadership is
IN THE PRESENCE OF LEADERSHIP,
COMMUNICATION IS POSSIBLE.

It certainly seems funny when you hear about the general who walks down the ranks and no
private may talk to him, and it is said the genera is the "leader" of these privates. Maybe their
sergeants are, but not the general. Why? Because the privates cannot talk to him. Communication.

A LEADER MUST BE ABLE TO GIVE
AND RECEIVE COMMUNICATION.
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Of course, that means within his ability to have time enough to hear everything that is said to
him but, nevertheless, he can hear quite a bit. And he certainly must have that ability to communicate.

Furthermore,

A LEADER MUST HAVE THE ABILITY TO HAVE

AFFINITY FOR THE PEOPLE HE IS LEADING.

And

A LEADER MUST BE ABLE TO INSPIRE

SOME AFFINITY IN THEM FOR HIM

and

THE GOA LS A ND THINGS HE STA NDS FOR MUST BE Q UITE
REAL AND THEY MUST BE TO SOME DEGREE OBTAINABLE.
The agreement has to be fairly good on the goals.

In addition to that



A LEADER MUST BE CAPABLE OFA REALITY ON THE
PLIGHT OF THE PEOPLE HE ISTR YING TO LEAD.

What istheir reality. And recognizing their reality clearly, he need not necessarily fall into it at
all.

One of the great empires of al time, the early Turkish Empire, had in charge of it a fellow
named " Suleiman, the Magnificent." He had one great fault: he never appointed any task within human
possibility. He got alot done, but he shattered the whole thing. He never took along look at, or got a
reality on, what people could really do. Therefore he fell away from being a leader of that particular
nation.

But leaders do not just lead nations. Every family has to have a leader, unless it is composed
of Clears. Two people can come to an agreement but two people cannot plan. There has got to be
somebody who, in the final analysis, makes the last decision. Otherwise that decision is never made
and all activities undertaken are flimsy for that one reason.

RESPONSIBILITY AND LEADERSHIP

You will find people who are getting Clear or being Clear starting to take leadership in their
own zones of action. They are taking more and more responsibility for what is going on around them.
And, taking more and more responsibility, they become more and more leaders. And, because they are
surrounded by people who are not Clear and because they are surrounded by people who are in doubt
or feel insecure or muddied up or scared, they will find out that by their own ability to communicate,
their own ability to have affinity, their own concept of reality and the agreement they have with their
fellows-by these tokens alone-they will lead. Whether they want to or not.

(A funny part of it is, the more they lead, the less gold braid you will see them wearing
because gold braid is to identify aleader who cannot be identified otherwise.)

As we look at this, we look at our next step up the line which will be influencing spheres of
action, intentionally or unintentionally-intentionally, | hope. And, influencing these spheres of action,
we should better and better understand what we are doing. People start turning to us for some idea of
what to do or where to go or what to
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say. Itisall right for you to keep saying, "Well, you make up your mind." But sooner or later,
to get the show on the road you are going to have to make the decision and say (and the clearer you get
the more willing you will be to say it) "Black, white, yes, no."

If we are going to get the show on the road at all, whether we are Clear or not-just by reason of
what we know-we have to take a little wider responsibility on this Earth today, a little more
responsibility for the reactive banks of our fellows, a little more responsibility for the state of order in
our immediate vicinities. And if we do that we can win.

It does not seem to me to be a very difficult job. It is a job you are already well embarked
upon.

L. RON HUBBARD
Founder

Issued in HCO PL form from the origina 1959 tape lecture No. 5901CO4 by Midshipman
Council International

Accepted by the
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WHAT IS AN EXECUTIVE?

What is an executive? Is it someone who is important? Who gets more pay? Who has
authority? Perhaps. But these are not the real reasons that such posts exist.

Most successful executives can personally do more work than other people: their output, quite
usually, isvery large. And though this is often necessary, that isn't the reason either.

Let us take up the meaning of the word "executive." It is derived from the word "executor"”
which means "a person who gets something done or produced.” The word comes from the Latin
ex-completely + sequi-to follow, and means "to follow through to the end.” In other words, to get
something DONE!

In any business or production organization, its prosperity depends upon GETTING THINGS
DONE!

The executive is there to ensure that the people produce what they are supposed to produce
and in viable quantity and with no overt products.

And that iswhy an executive is there and that is what he is supposed to do.

In these druggie days of supersocialism, people can get other ideas of why an executive is
there. And, unfortunately, executives themselves can get other ideas of their role.

It is an unfortunate fact, whether in a capitalism or a communism, that when an individual
human being does not produce, he not only, in the short run or long run, cuts his own throat but he also
drags the whole team down. A team or organization that does not produce not only loses its morale
and pride, it al'so is committing eventual suicide.

The graveyards of history are full of "leisure classes' that did not produce: The peasants get
real tired of seeing the aristocrats loaf and eventually cut off their heads. Modern times are crammed
with beautiful experiments of "workers' paradises’ where everyoneis starving to death.

One sees the TV commercials and reads the paperbacks and they tell him that his goal is
expensively bought leisure and that the ideal is to lie beneath the palm trees and do no work. Whole
ideologies get built around this beautiful dream of aworld in which no single person ever lifts a finger
and sighs away his daysin loafing bliss.

Unfortunately, this does not align with the facts. The unhappiest little kids in the world are
those who have nothing to do: They whine and mope and quarrel and are quite a burden to their
mamas. People on relief or living on social security are the most miserable lot, morale-wise, one ever
collided with: They will tell you they would rather have a job. The death rate of men who have retired
is startling: Cast aside and feeling purposeless, no longer producing anything, they, as insurance



companies will tell you, mostly pine away and die. In short, people who don't produce are very
unhappy people.

223

Union agitators, once upon atime, promised all the workers that in a few decades they would
be in clover. Less work and more pay was the sogan. And where today is this dream? Failing to
produce, union members are out there in their millions, unemployed! And this lack of production is
making the cost of living so high that even if they did work, they would have trouble finding enough
dollar hills to buy a hamburger.

A certain amount of lying in the sun isagood thing. A laborer should not be worked to death.

But all things are best in moderation. The "leisure class' goes to extremes of purposeless
loafing, the working man produces far less than he's paid for and in either case down comes the
organization or the country.

A worker-oriented executive is trying to be liked by not requiring work from his organization:
what is he actually accomplishing? He is lowering their living standards; he is pushing them into
poverty; if he keeps on failing to persuade them to produce, he will kill them off. It categorizes as a
suppressive act. "Go on, Joe, take the day off." "Oh, you poor fellow, you shouldn't work so hard.”
"Who cares about the stats, let's only work from eleven A.m. to noon." "Are you all comfortable as you
doze? Oh, that's good, snore on." Such a person is surely not an executive: he's an imposter with a
pistol leveled at the staffs head. For surely, surely it is HE who has them drawing such low pay and it
is HE who will at last, through their tolerated indolence, get them fired. It is HE who will lose the org.
That's a pretty high price to pay for "being agood fellow."

Holding a post on which he is entrusted to get things DONE, he is atraitor to his organization
and to his staff.

Of course, there are penalties connected to getting people to produce. They are often green and
unhatted and need somebody to show them where to put what when. They are often bewildered and
don't understand why these papers have to go in the right folders. And when one tries to get them to do
some work, they sometimes snarl back or walk off and won't play pool with one anymore.

But if one thinks that by taking it easy on staff he will make points, an executive is VERY
mistaken. Usually such an executive is actually despised. Down deep the staff knows what he
SHOULD be doing with them and if he, having the title, doesn't do it, they see him as afake.

It isinteresting that staffs respect competent executives who get the job done. They respect the
one that makes them work and they trust him.

It is a maxim that crews, staffs and employees respect only those in power who do their jobs
and get them to do theirs. Oh, yes, they will elect people who tell them they don't have to work. But
it'sinteresting that the first ones they blame when things go wrong are these worker-oriented softies: in
the chaos of their wake, the next one people will support is a tough, strong one who knows his
business.

The only executives that staffs and crews really respect are those who get them to produce and
get the job done.

Look at Carter, the past unlamented president. Although he talked a lot about |eadership,
athough he was the darling of the working man and al that, in office he was so wishy-washy, soft and
incompetent-everybody's pal-that they eventually threw him out with a landslide victory for his
opponent, avery tough talking man who was actually anti-socialist.



However one tries to coat the pill, there is no substitute, in an executive, for the ability to get
the crew to produce.

The fire-breathing product officer will be followed and supported when the wishy-washy old
pal guy will be stepped all over in the rush to follow areal |eader.
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Across the world, looking at organizations, one can spot every company and org which has
executives who do not get their crews to produce. Such areas loom up like danger flags of trouble.
Although their executives might think they are being good fellows, loafingly cheered by all, the fact is
that their crews, behind their backs, despise them, the public regards them with contempt and theupper
management echelons look at those loafing stats and put the names of those executivesin alittle black
book for soonest firing.

It is not hard to detect a happy, cheerful org: its stats are up. And it is not hard to detect
executives who are NOT making their crews produce: there's lots of conflict and trouble in the place
and their stats are down.

Management looks everywhere for executives who can get their crews to really produce. And
oddly enough, so do the crews. If you don't believe it, try it.

L. RON HUBBARD

Founder

Adopted as official

Church policy

by the

CHURCH OF SCIENTOLOGY

INTERNATIONAL
CSl:LRH:dm.gm Copyright c) 1982 by L. Ron Hubbard ALL RIGHTS RESERVED
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Finance Series 31

Marketing Series 19

Executive Series 35

EXECUTIVE SUCCESS

"The whole story of marketing istold in just afew words:
ONE FINDS OR STRENGTHENS OR CREATES A DEMAND.
"The whole story of economicsistold in afew words:

ONE SUPPLIES OR DOES NOT SUPPLY A DEMAND AND GETSADEQUATELY PAID
OR DOESNOT GET PAID FORIIT.



"The speed with which one can collect information, debug, write immediate bright, applicable,
doable programs or evaluations on each area that will handle marketing, economics, delivery and
collection and, above all, the speed with which one can get out letters, despatches and telexes based on

the programs and get real dones on them back determines the volume of income in any given time
period.

"And that's the full essence of executive success-"
L. RON HUBBARD

Founder

Assisted by

Operations Chief

Adopted as official

Church policy by the

CHURCH OF SCIENTOLOGY
INTERNATIONAL

CSI:LRH:OC:kjm.gm Copyright 0 1982 by L. Ron Hubbard ALL RIGHTS RESERVED
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MANAGEMENT COORDINATION

HCOPL I | Apr. 70 THIRD DYNAMIC TECH)

There is asimplicity to managing effectively. It begins with the basics of management.

Although it may appear so to some, successful management is not a highly complicated,
esoteric activity. But, just as an auditor or a C/S must know and be able to use the exact tools of first
dynamic tech in handling cases in order to achieve exact and standard results on a one-for-one basis,
SO must an executive or manager know and be able to use the exact tools of third dynamic tech in
handling groups to achieve successful and exact resultsin every instance.

Within the wealth of data on third dynamic tech contained in HCO Policy Letters, the OEC
Volumes and tapes and books on the subject, there are certain definite, specific tools a manager uses.
These are the tools of management.

The difference between brilliant management and mediocre or no management, at any level,
liesin

1. Knowing what the tools of management are, and

2. Knowing how to use them.

Many people are not aware that, like a carpenter or any other workman, a manager uses
specific and exact tools. Thus, we see people here and there who are doing the equivalent of using the
handle of a chisel to drive nailsinto wet concrete.

It is a common fault with inexpert workmen to find them using their tools wrongly or not
using them at all. They make a breakthrough when they discover what the specific tools are for.
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One can see this in people who can't mix sound or can't become mixing engineers. They sit
with all these knobs in front of them, reach out and grab this knob or that one, hoping hopefully
something will happen to the sound. Y et every component they have in front of them is an exact tool
to do an exact thing with sound!

There are a lot of comparisons one could make, but the point is that people in management
positions have precise tools available to them in Dianetics and Scientology which happen to be far
better tools than have ever been available on the planet.

One can have very good people on management posts who still can drown if they don't know
and put to use the basic management tools.

But without these being specified as exact tools, one might not see the simplicity of it.
MANAGEMENT ECHELONS

Operating as it does into an expanding scene, Scientology has grown into the need for and use
of various echelons of management.

In orgs, for some time we have had division heads and above them we have the Executive
Council, headed by the CO or ED of the org.

Above the level of service orgs we have middle management and still above that we
have the senior executive strata of management And each of these echelons must know the
tools of management and how to use them-



What has brought this about is the rapid expansion of Scientology into wider zones of
responsibility and therefore increased responsibility with a resultant increase in traffic. This naturally
has to be handled by increasing efficiency. What it has done, in effect, is push some up from lower
level management status to upper level management status, necessarily. Without realizing it, some
executives have been climbing a status stairs in terms of influence and zones of control. And they can
go only so high without being terribly precise in their use of tools. After that, without this acquired
precision, they drown.

The OEC (Org Executive Course) and the FEBC (Flag Executive Briefing Course) have long
been established as the essential courses for training executives at service org level and above.

These courses, and the OEC Volumes upon which they are based, teach the form of the org
and how to use the parts and posts and functions that go to make up the whole. They give us
executives who know how to correctly utilize staff and their assigned posts and duties. We call it
"knowing how to play the piano"-it's a matter of knowing what key to hit when and which keysto use
in combination to produce a desired result. (Ref- HCO PL 28 July 72, ESTABLISHING - HOLDING
THE FORM OF THE ORG.) In other words, it's a matter of knowing and using one's tools. The OEC
and FEBC courses teach this data and much, much more.

While at this writing there are numerous OEC and FEBC grads and more in the making,
thousands more will be needed to handle the current rate of expansion.

Meanwhile an executive at any level and whatever his training needs to know and use
his management tools NOW if he is to function at all.

A div head must "know how to play the piano" within his division.

The posts of CO or ED, Chief Officer, Supercargo, Org Exec Sec and HCO Exec Sec
require executives who are capable of "playing the piano" across the divisions of the entire org
and using hats and posts and functions correctly in order to achieve immediate production
from the org as a whole.
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At middle management one is handling not one function nor only one org but many orgs
and their functions, which requires "knowing how to play the piano” at that level.

And at the senior executive strata of management, we get into the vital need for "knowing
how to play the piano" across a much wider sphere, using the full scope of management tools and
using them with high skill. One might be using the same tools as lower stratas of management but a
higher level of expertise is required as one's planning, decisions and actions are influencing far, far
broader areas.

The obvious answer to all of this is an executive training program which instanthats
executives on the fundamental tools of management and provides Management Status Checksheets
through which an executive or manager raises his status by BECOMING MORE AND MORE EXPERT
WITH THESE AND AN EVEN WIDER RANGE OF TOOLS. And such a program has now been
developed!

MANAGEMENT STATUS CHECKSHEETS
The new executive training program consists of three status levels.
These levels are to be covered in a series of Management Status Checksheets.

Working up through these status levels, a manager not only becomes more proficient in
handling an org, any org, but becomes fully certified to operate at middle or senior echelons of
management.



1. EXECUTIVE STATUS ONE: Instant-hats an exec on the most basic and fundamental
tools of management. At this level, the person is simply thrown on post, the basic management tools
are put into his hands via a brief, rat-a-tat-tat Executive Status One Checksheet (with prerequisites of
Staff Status Two and the Basic Study Manual or Student Hat), and he then gets on with it

Some of these basic tools are the Admin Scale, target policy, strategic planning and
programing, the use of org lines and terminals, org boards, despaiches and telexes, statistics and
graphs, conditions, hats and hatting, importance of files, personnel folders, ethics folders, etc. Each
oneisaspecific tooal.

(Note: Even an OEC or FEBC grad would do his Exec Status One level, as when he comes
out of an FEBC, all in the clouds, the Exec Status One level is needed to bring him back down to Earth
and tell him het dealing with tools which are very finite tools.)

2. EXECUTIVE STATUS TWO: For one to be certified at this level, one must have
a. Completed the OEC;

b. Done the Exec Status Two Checksheet;

C. Have an adequate production record.

The Exec Status Two course covers such tools as survey tech, PR, pilots, general economics,
finance systems, cost accounting, control through networks, admin indicators, morale, legal, goodwill,
exchange, missions (action missions), economical management and managing by dynamics.

3. EXECUTIVE STATUS THREE: For one to be certified at this level, he must ha ve
a. Completed the FEBQ

b. Done the Exec Status Three Checksheet;

C. Have a proven production record.
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The Exec Status Three course takes up each of the eleven points upon which the senior
executive strata operates and trains the person in each of these as a speciaist action.

Once these Executive Status Checksheets are issued, middle and central management
personnel should not draw full pay or be bonus eligible until they have gotten up through
Executive Status Three, as they will not be operating effectively until they have done this.

With the release of the new Management Status Checksheets, precise and gradient training
levels for all echelons of management will exist comparable to the precise and gradient training
levels required for al echelons of technical delivery,

Quite an unbeatable combination!

One winds up with managers fully familiar with their exact tools, having the
one-two-three of management tech at their fingertips, and "knowing how to play the piano"
effectively across an org, a continent, a planet!

So the answer to current expansion is an action which is geared to bring about even further
expansion. And that is the only way to go!

It begins with the basic tools of management.
L. RON HUBBARD

Founder
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HCOPL I | Dec. 69 APPEARANCES IN PUBLIC DIVS

The amount of public demand for service and your future income are both largely dependent
upon GOODWILL.

Goodwill is the reputation an organization has with its publics for integrity, good service,
prompt bills paying, high quality delivery, friendliness, etc.

Excellent technical delivery iswhat generates a blaze of goodwill and PR that spreads by word
of mouth like wildfire.

Events, open houses, tours, film or dide presentations-all such activities serve to generate
public interest and goodwill.

Training and processing are commodities that are far, far more desirable than anything else
this world has to offer. And when they are delivered with superlative technical application with the
out-of-this-world gains that are possible, you would drum up so much public support that you would
soon have an army of ardent supporters outside your door, no matter how much the psychs and press
railed about us (even if they are still around to do o).

PR

Good technical delivery makes it possible to have good "PR" (public relations). By definition,
PR is the art of making good works well known. It is effective cause well demonstrated. When
technical is creating miracles on a regular basis, it is simply a matter of making this broadly known.
Y our public will even do it for you on a"word of mouth" basis.
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WORD OF MOUTH

Almost all Scientology prospects come from people who have had service who are urging
other people to have service or read books on the subject. That is called WORD OF MOUTH. Word of
mouth comes from having numerous people in the field who are happy and cheerful and satisfied with
their service and who are active in the fields of Dianetics and Scientology. There is where the bulk of
your income comes from.

Word of mouth is a superior form of advertising to newspaper, radio and TV ads. People tend
to believe their friends. They are skeptical of advertising. "It worked for Joe, it will probably work for
me" iswhat people think. And in Scientology they are correct.

When word of mouth and PR have been in neglect, it will be because the org has not worked
on the basis of goodwill and has let its tech go out (and is therefore costing itself a mint). This applies
to al organizations and missions all the way up to the FSO and includes other units and networks as
well.

The "word," whether good or bad, spreads like wildfire. That's why you'll never see anything
empty out quite as fast as an Academy that is run nonstandardly; or conversely, anything fill up as
quickly as atightly scheduled, smartly run, in-tech Academy.

SUMMARY

Other factors also enter in where goodwill, word of mouth and PR are concerned. The public,
in dealing with the business world, has grown to expect clean, pleasant quarters and smart, friendly
service.

There is nothing as destructive of goodwill as dirty quarters, sloppy, "help yourself" service
and an unfriendly staff.



Clean quarters, professional conduct, good service and above all, afriendly staff, all go along
way to promoting goodwill.

It is not only the job of the Public Relations Officer to secure goodwill. It is part of EVERY
staff member's job to help build goodwill for the organization by doing those things that will cause the
public to think well of it, and by refraining from doing those things that would result in bad PR for the
organization.

Above all, it is every staff member's primary concern that the organization is delivering the
best tech quality possible. This point IN is the source of goodwill.

Y ou must take a hand in creating goodwill. It is YOUR org!
L. RON HUBBARD

Founder
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DIANETICS AND SCIENTOLOGY ARE NEW

People who have been in Dianetics and Scientology for years see it as a way of life. They
accept it.

But to listen to them you'd think Dianetics and Scientology had been around for the last 50
billion years at least!

They have lost their viewpoint of the newness of Dianetics and Scientology.

They do not realize that Dianetics and Scientology are new news to the bulk of the world's
popul ation.

They do not realize that the oldest Dianetics or Scientology books are brand new books to the
bulk of humanity!

Before 1949 Man's knowledge of himself, the spirit and the mind was a black barbarism. Look
over the psychology, psychiatric and religious texts of the '30s and '40s. Man could not change. He
was a degraded animal. The way you applied therapy was dreams or drugs, ice picks and ice baths.

Only Dianetics and Scientology began the road out of that witch pit.
But the witch pit is till there for aimost all the world!



Because Scientologists number millions, Scientologists do not look at the billions to whom
Dianetics and Scientology are BRAND NEW!

Those billions are still in the witch pit. They are till boiling.
Dianetics and Scientology are NEW NEWS.
We are the only road out.

Just because YOU are making it is no reason the world will. (If you aren't making it in
auditing, if you are a "failed case," get yourself a repair-Scientology is the only approach ever
developed that repairsitself too! And that is also new newsl)

Let them in on the new news!

Cultures change slowly. It took centuries for Man to realize that davery was wrong and could
be changed. Cultures don't shift overnight.

So write and act like you have new news.

Recover your viewpoint by comparing what you now know to what they still don't know in
even "modern” institutions.

You have new news. And Dianetics and Scientology are good news. In fact, the best news
Man has ever had. Don't sit on it!

L. RON HUBBARD

Founder
LRH:ab.gal.gm Copyright a 1979 by L. Ron Hubbard ALL RIGHTS RESERVED
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Marketing Series 2

PR Series 35

MARKETING, PROMOTION AND DISSEMINATION
DEFINED

MARKETING: The conceiving and packaging and the moving of a specific product into public
hands. It means to prepare and take to and place on the market in such a way as to obtain maximum
potential and recompense.

PROMOTION: To make something well known and well thought of. In our activities it means
to send something out that will cause people to respond either in person or by their written order or
reply to the end of applying Dianetics or Scientology service to or through the person or selling
Dianetics or Scientology commodities, al to the benefit of the person and the solvency of the org.

Promotion is the art of offering what will be responded to. It consists only of what to offer and
how to offer it that will be responded to.

By promotion in a Scientology organization we mean reach the public and create want.



DISSEMINATION: Spreading or scattering broadly. By dissemination in a Scientology
organization we mean making broadly known the materials, services and results of Dianetics and
Scientology through books, promotional material, letters, films or other media or activities, including
word of mouth.

L. RON HUBBARD

Founder
LRH:nc.gm Copyright 0 1979 by L. Ron Hubbard ALL RIGHTS RESERVED
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Marketing Series.)

Marketing Series 3

PR Series 33R

MARKETING HAT

The Marketing Bureau motto is CREATE WANT!

The PURPOSE of marketing is to CREATE WANT and to SELL SOMETHING.
That includes selling something that can be delivered.

The keynotes of any marketing action are

1. Search around and find what there isto sell. Get very full lists.

2. Pick oneitem.

3. Find out al about it.

4. Find any past history of it or any similar itemin sales.

5. Survey the item on a variety of publicsto find out

a Which public will buy it

b. What that public wants, needs or would demand

c. Any past surveyson it or asimilar item

d. Do apositioning survey per HCO PL 30 Jan. 1979, Reissued 30 Aug.
1979, Marketing Series 5, PR Series 30, POSITIONING, PHILOSOPHIC
THEORY

6R. A. Use the survey results to position (particularly 5d).

B. Use the remaining survey results to write the copy, keeping in mind that your positioning
dominatesit.



7R. Write a sadles campaign including what want it fulfills (by survey) and what the key
buttons are for that public chosen (by survey). Include fliers, info sheets, ads, material for salesmen of
it, order forms. Use graphic design which forwards the positioning and use the positioning in the
surveysin al issues regarding the campaign. "The Basics of Marketing Stable Data" has to be applied
heavily at this point to all issues, ads and campaigns. (See HCO PL 7 Feb. 1979R, Rev. 3 Sept 1979,
Marketing Series 7, PR Series 31R, THE BASICS OF MARKETING.)

8. Design or get designed and laid out the items in the sales campaign.

9. Get them printed (or placed, when ads) according to the design.
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10. Write afull program for the item's rel ease whether new or old.

11. Assure asupply of theitem can be gotten for selling at the pointsit will be sold.
12. Release the campaign.

13. Adjust and handle any bugsin any points above.

14. Arrange a continuation of the campaign so that it is not just a "one-shot" action but will go
on and on, such as distribution and continued issue of the literature.

15. Keep a visible record of the successes of the campaign week to week and be prepared to
correct, review or restart the campaign whenever it falters.

16. While working on the above, during the wait periods, pick another item and go through all
stepsfor it as above.

17. Keep each item's checklist (as per this PL) in a folder for that item which contains all
marketing actions. All pertinent papers, work and work copies to be filed in this folder with all results
asthey continue to comein.

18. Review folders from time to time to evaluate them and restart them or reinforce them.
19. Do not leave any stone unturned to find old or new items that could be marketed.

20. Do not fall for needing new items only or pushing only the new and realize that volume
selling of everything you have is the way to market successfully, and that you have to keep on selling
anything in order to get alarge constant gross.

21. Be a high-volume success!
L. RON HUBBARD

Founder

for the

BOARDS OF DIRECTORS of the CHURCHES OF SCIENTOLOGY
BDCSLRH:If.jk.gal.gm Copyright @ 1977, 1979 by L. Ron Hubbard ALL RIGHTS RESERVED
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All Staff
Marketing Hats
Dirs Promo
PRs
Div 6 Marketing Series 4
PR Series 36
SURVEYS ARE THE KEY TO STATS
(From LRH ED 161 INT, 18 Dec. 1971, sametitle.)
References:
HCO PL 13 Aug. 70 PR Series 2
Issue 11 THE MISSING INGREDIENT
HCO PL 13 Aug. 70 PR Series 3
Issue Il WRONG PUBLICS
HCO PL 27 Nov. 71 Executive Series 3
MONEY
HCO PL 3 Dec. 71 Executive Series4
EXCHANGE
HCO PL 2 Jun. 71 PR Series 10
Issue Il BREAKTHROUGH, PR AND PRODUCTION,
TONE SCALE SURVEYS
HCOB 25Sept.71RB TONE SCALE IN FULL
HCOB 26 Oct. 70 OBNOSIS AND THE TONE SCALE
We can do too much.
By just flying ruds on people we could cure what often passes as insanity.
By Word Clearing we could change the whole educational picture.
We could handle the whole problem of psychosomatic (mentally caused) physical illness.
We could lower industrial absenteeism from illness.
We are the only people who can cure drugs.
We could do a thousand other things with our tech.
That makes us unbelievable. Nobody on the whole track could ever do these things.
So when we broadly offer everything we can do. it istoo much.
SURVEYS
To find out what people want or will accept or will believe, one does SURVEY S.

HCO PL 2 June 71, Issue I, PR Series 10, BREAKTHROUGH, PR AND PRODUCTION,
TONE SCALE SURVEY S, tells you how to phrase survey questions.



It is not hard to do surveys.
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When you have one done, the data should be USED. The real fault in doing surveys is not
using the result in promotion.

EXCHANGE
Y ou and your org are involved in exchanging valuables for valuables.
Y ou offer avaluable service in return for valuable money.

(See HCO PL 27 Nov. 71, Executive Series 3, MONEY and HCO PL 3 Dec. 71, Executive
Series 4, EXCHANGE for further information on what exchangeis.)

S0 in surveying, you are in actual fact seeking to know WHAT SERVICE THAT YOU CAN
DO WILL PEOPLE CONSIDER VALUABLE ENOUGH TO GIVE MONEY OR VALUABLES
FOR.

STATS
When you have this answer, you have the answer to prosperity stats.
PROMOTION

Promo done without survey, magazine ads without survey, flyers without survey, you are
going it blind.

It's pathetic to realize that you might be within an eighth of an inch of the right offering
without making it. Sort of like digging two feet away from the gold vein and getting an empty hole
when you could have amillion dollar mine.

Working without surveys, you could spend thousands a month on promotion and lose it all.

Or working WITH surveys, you could spend hundreds on promotion and make hundreds of
thousands.

It all depends on knowing how to do surveys, doing them, really tabulating the results and
USING what you find.

INVOICES

You can even do a survey out of invoices. You can see what book sells best lately and then
look into the book to see what it seems to promise and then promote that; you do that and you'd
increase your delivery volume.

Or you could find the popular book by invoices, find who'd bought it and survey the buyers as
to what they would consider valuable in it and promote that service, and you'd increase delivery sales.

You could review invoices to tabulate what part of the town or state your customers came
from and saturate (fill up) the areawith promo and increase your delivery sales.

Y ou could see by invoice survey what they bought and do a flyer on that and use that flyer to
saturate that area.

Invoices are very useful. It isamust to set up an invoice-counting project to see what to put in
the next bulk mailing.

SUCCESS STORIES



Taking all back success stories, particularly from an affluent period, and finding out what the
people were most appreciative about and then converting that to a training or processing offer and
using it for promo is avital action. Not to quote the
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success stories-we do that and it's fine. But to SURVEY the success stories to find out what to
offer.

EXAMINER REPORTS

A survey of past Examiner Reports for exam comments after certain specific actions or
courses have been completed is very revealing.

This gives you what you can offer with confidence.

It gives you a promotion base on which to build a campaign.

PAST PROMOTION

One also surveys past promotion. What gave the largest percent of response?
Promo which returned | 1% or 16% is phenomenal .

You judge the accuracy of your survey by the success of the promo based upon it. If the
success is not great you resurvey.

SATURATION

When you are serving only the same people al the time, you can hit a saturation point (al
filled up) by never offering their next action.

This next action requires a survey.
And new people must be fed in.

An exampleis an AO that got fat selling OT VII to old customers and neglected promotion to
get new customers and eventually saw its stats begin to sink.

So surveys of old customers and new customers have to be done and each promoted to.

Thus, you have different PUBLICS which have to be surveyed. In this case "old public" and
"new public." Each requires adifferent survey and a different survey action and different promotion.

TOTAL EFFECT

Desperation often leads one to try for a TOTAL EFFECT. (See Effect Scales in HCOB 18
Sept. 67, corrected 4 Apr. 74, "Scales," and in the book Scientology 0-8.)

One has sometimes seen a student trying to push home a full Dianetics Course in fifteen
minutes to his non-Scientology friends.

His R iswrong. He sometimes doesn't even get an ack in exchange!

If, perhaps, he demonstrated a Touch Assist expertly, explaining body comm, they would ook
on him as awizard!

Some student can make his whole audience depart by talking about past lives and OT states
when if he explained that people often led sad lives after afamily member died he might have an awed
audience.



But to be sure how to have an awed audience, even the student would have to 66survey” a
little bit. He'd have to ask them what they wanted handled or something and then talk about that. In
that way he would be certain of attention.

A student or an org can get desperate and try for atotal effect by telling or
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offering everything they know-and fly right out of the reality of their audience.
MISSION

Y ou as a Scientologist have a certain mission toward the world.

It isnot avery civilized world.

You can bring it friendliness, peace and understanding,

How do you find an entrance point into this unfriendliness and lack of love?
The answer is surveys.

Hereinafter, issue authority must be given only when promotion can cite what survey it has
based this upon.

Survey, lack of, isthe weak link in al promotion.
To better your stats you must get thisin.

Failure to survey can cost you thousands in ineffective promo and tens of thousands in lost
stats.

So theword is

SURVEY!

KNOW BEFORE YOU PROMOTE!
L. RON HUBBARD

Founder

LRH:nc.gm Copyright 0 1979 by L. Ron Hubbard ALL RIGHTS RESERVED
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That issue was illegally revised by another. The
original LRH version issued on 30 Jan. 1979 was
reissued 9 Feb. 1979 to correct the addressin
the second paragraph. That original versionis
hereby restored.)

Marketing Series 5

PR Series 30

POSITIONING, PHILOSOPHIC THEORY

Although Madison Avenue has used "POSITIONING" for some years, it has not fully
understood the actual philosophical background that makes "POSITIONING" work.

There is an excellent booklet called The Positioning Era put out by Ries Capiello Colwell,
Inc., 1212 Avenue of the Americas, New York, N.Y. 10036. Copies of it are probably available from
the company or the Marketing Bureau on Flag or Publications Organization US. It is an excellent
booklet. It does not, however, give the philosophical background which, probably, is not generally
known. Probably it was never discovered. | had to work it out myself.

Buckminster Fuller, an engineer and architect of some renown, says that it is a two-terminal
universe. In other words, the universe is built by twos.

In electricity you have heard of two "poles'-the positive and the negative. You only get
movement or generated energy in the presence of two poles. That is the principle of the electric motor,
why current flows from one point to another point and so forth. There are four possible arrangements
of these two poles: they are positivenegative, positive-positive, negative-negative and
negative-positive.

In the reactive bank a positive and a negative, when occurring together, tend to bring about a
stuck point in time. Y ou sometimes see this in a marriage where the husband is jolly and carefree and
the wife is sad and morose. One wonders why these people would ever stay together. The fact of the
caseis, due to reactivity of the mind, they can't do anything else,

Despite propaganda that "one should live for oneself alone,” the fact is that it is very difficult
and most disappointing to do so. Life realy can't be lived on the first dynamic alone. If you don't
believe it go on out in space 300 miles and sit there for a while, you won't like it. You'd be calling
Houston every few minutes.
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In any event, one could say that life was at least a two-pole activity. Actualy, it is not only
aways just two but certainly it doesn't go along well with just one and goes best with several, ask any
popular person.

Fast communication is most easily done by comparisons. When one asks "What is the book
like?', he redly is not trying to get you to describe the book. He means that he wants some
comparison. He will be happiest with the answer if heistold that it is like another book with which he
is familiar. It would take you alot longer and involve you in a lot more arguments if you just tried to
describe the book to him instead of comparing.

"What does it taste like?" is satisfactorily answered, "Like candy.” That, if it has some shadow
of truth and accuracy, is a perfectly satisfactory answer to the other person.



So we get alaw which isthis:

THE UNFAMILIAR IS RAPIDLY INTRODUCED OR COMMUNICATED BY
COMPARING IT TO A FAMILIAR.

Joe knows naothing about practice boxing gloves and there are none there to show him and he
will befairly satisfied if heis given afamiliar object, pillows, to compare them to,

Thus, one can achieve avery rapid communication by observing the following
law:

ONE CAN ACHIEVE THE APPARENCY OF FAMILIARITY, EVEN WHEN THE
PERSON HE IS COMMUNICATING TO HAS NO KNOWLEDGE OF THE SUBJECT OF
COMMUNICATION, WHEN HE ASSOCIATES IT IN THE MIND OF THE OTHER WITH
SOMETHING WITH WHICH THE OTHER IS FAMILIAR.

Positioning takes advantage of a fact that one can compare the thing he is trying to get the
other person to understand with desirable or undesirable objects. Desirable objects are now more
commonly used in advertising. Undesirable objects are more commonly used in propaganda. By
comparing this unfamiliar thing or the thing he wants to sell to another desirable object or by
comparing something he wants people to detest to an undesirable thing, he can achieve a rapid
communication and comparison.

Further advantage is taken of the fact that one can position above a familiar object, with a
familiar object, below a familiar object, at, to, against and away from a familiar object. This opens
the door to an opportunity to establish an opinion of the thing one is seeking to communicate. Y ou
might call it an "instant" opinion.

For example, we know that an astronaut is a familiar, highly regarded being. Thus, we position
aproduct above, with, below, at, to, against or away from an astronaut.

We know that people think angels are good, sweet and kind, so we position another something
above, with, below, at, to, against or away from angels.

We know people loathe psychiatry, so we communicate something as being loathsome as
saying it is below (worse than) psychiatry. We could also make people think something was good by
saying it was against psychiatry, bad because it would bring them to psychiatry, or awful because it
used psychiatrists (like the tax people).
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A common use of positioning in advertising is to take a product which, by reason of
advertising, is familiar to the public and is regarded by them as the leader in the field and then
positioning a new, untried, unfamiliar product above it, with it, or just below it. Thus the new product
gains asudden spurt in sales by being compared to the leader.

In fact, in the field of advertising this has been the primary use of positioning, probably
because no one had carried the idea back to a point of formulating the actual laws of it and thus
broadening its use. They thought in advertising, evidently, that the basic theory of it was the "pecking
order of hens' which means that the whole barnyard is usually found to have a top hen and a bottom
hen and they peck each other in that order.

Apparently, from talking to ad guys, they thought that by putting their products in the pecking
order against the top product they made their product higher or just with or just below the top hen.
That's what the advertising people get for associating with such "experts’ as psychologists.



POSITIONING can be seen to have far, far broader uses than "cola" and "uncola’ ads when
you study the above basic PL data. The horizon becomes very, very vast and al around because with it
you can attain fast communication about the unfamiliar and can formulate "instant opinion."

When used in advertising, posters, write-ups, PR, propaganda, or any one of many activities,
forceful and effective positioning requires certain requisites:

1. The selection and identification of the public or person one is trying to cause to have an
instant opinion, desire or repugnance.

2. Work out whether you are trying to do a good or bad relationship to the familiar object you
will find and what kind of an opinion, desire or repugnance.

3. Survey that public with questions which do not even mention the thing you are eventually
going to use the survey for to find what they consider wonderful, popular, useful, etc., etc., or awful,
terrible, etc., etc. You can survey for attitudes, objects, professions or anything else you have chosen
that will even dimly compare with something you are going to use the survey to push.

4. From the majority answer of this survey, choose an object, profession, attitude, etc., etc.,
that they think is great or awful or whatever.

5. Get a bright idea of how to compare the thing you were trying to communicate to the
familiar object, attitude, profession, etc., that they al firmly have an opinion on.

Do as many other surveys as you like of this same public you are trying to reach to get their
attitudes in genera or attitudes about what you found or even their genera likes and didikes,
vocabulary, habits of dress, etc., so you can write copy and draw pictures that seem to be them or what
they would say or do.

Do your drawings and write your copy.

If you have been clever, you will succeed in communicating forcefully and effectively and
instantly at a glance something that was very unfamiliar to them previougly.

All the other rules of copywriting, art and design, impingement, etc., are dovetailed into this to
make more of it.
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By doing alot of practice with this and drill, drill, drill, drill and getting experienced with it,
you will suddenly find yourself able to use this in PR, advertising, marketing, and communication in
general with an impact that will be very effective and very startling.

L. RON HUBBARD

Founder

Adopted as officia

Church policy by the
CHURCH OF SCIENTOLOGY

INTERNATIONAL
CSI:LRH:iw.gm Copyright 0 1979, 1983 by L. Ron Hubbard ALL RIGHTS RESERVED
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COME-ON DISSEMINATION

A recent look at dissemination revealed the following data:

DISSEMINATION BY MEANS OF PURVEYING A LITTLE PIECE OR SEVERAL
LITTLE PIECES OF TECH (to answer questions, show how a person's problem could be handled,
show how the mind works, etc.) ENDS THE CYCLE AND TERMINATES THE REACH.

DISSEMINATION BY MEANS OF "COME-ON" STRENGTHENS THE REACH AND
LITERALLY PULLS THE PERSON IN.

COME-ON
Come-on is defined by Ron as follows:

"A thetan is a mystery sandwich. If we tell him there is something to know and don't tell him
what it iswe will zip peopleinto Div 6 and on into the org." (LRH)

So in using come-on, one simply does the above. Y ou either have or you create interest in your
prospects-then you channel them aong. Their own curiosity will pull them aong the channel,
providing you created the correct mystery in the first place.

You channel by indicating where and how to get the data-never just GIVE the data. And one
can keep on doing this to a person-shuttle them along using mystery. Dept 17 services especialy
should be geared to this, one service ending in some mystery that only the next Div 6 (or better yet,
Div 4) service will solve. One can aso put this type of come-on promotion in books one sells so the
person buying the book is put into mystery and doesn't just end on a win by reading that one book
alone.

END-OFF

Reach gets blunted or terminated once a person gets his question answered, the solution to his
problem, etc. Purveying random and little pieces of tech to a prospect and the public at large does just
this. Thisis end-off dissemination.

Thus one should gear one's dissemination to the come-on and keep the prospect's appetite for
knowledge and mystery well stimulated and channel the person right along so that he will and does
become an actual Scientologist.

In our case, the curiosity restimulated eventually will be fully answered and to the person's
complete advantage. When he is given amere scrap of information, he has
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been denied the full data, gains and technology which will be his if he attains the benefits of
Major services.

DEFINITIONS

"MYSTERY: the glue that sticks thetans to things." (Dianetics and Scientology Technical
Dictionary).

"MYSTERY SANDWICH: 1. the principle of mystery is, of course, this: the only way
anybody gets stuck to anything is by a mystery sandwich. A person cannot be connected to his body,
but he can have a mystery between him and his body which will connect him. Y ou have to understand
this thing about the mystery sandwich. It's two pieces of bread, one of which represents the body and
one of which represents the thetan, and the two pieces of bread are pulled together by a mystery. They
are kept together by a valition to know the mystery. (PAB 66) 2. a thetan stuck to anything is, of
course, just a mystery sandwich. Thetan, mystery, object-mystery sandwich. (SH Spec 48, 6108C3 1)"
(Dianetics and Scientology Technical Dictionary).

COME-ON: (noun) "something offered as an inducement” (Webster's New World Dictionary).
"something offered to attract or allure; enticement; inducement” (World Book Dictionary).

SUMMARY

Imbue your prospects and the public at large with athirst to find out.
Mystery, not little scraps of data, will be found to be the biggest puller.
L. RON HUBBARD

Founder

Assisted by

Suzette Hubbard

for the

BOARDS OF DIRECTORS of the CHURCHES OF SCIENTOLOGY
BDCS:LRH:SH:dr.jk.gal.gm Copyright ¢ 1978, 1979 by L. Ron Hubbard ALL RIGHTS RESERVED
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THE BASICS OF MARKETING



There are certain stable data anyone engaged in marketing or preparing the materials for
marketing should memorize so that he can think with them. These are not just stable data which one
uses to qualify whether or not a marketing thing is okay; these are the stable data from which a
marketing person, or anyone connected with the development of marketing, use to create the products
related to marketing such as fliers, ads, info sheets, material for salesmen, posters, etc., etc. Memorize
the basic data given below and be familiar and able to work with the material contained in parentheses
after them so that you can think with these stable data.

0. Be aprofessional in anything you do.

| . Survey for the public and then survey that public with regard to any product. (HCO PL 2
Jun. 71 11, PR Series 10, BREAKTHROUGH-PR AND PRODUCTION-TONE SCALE SURVEY;
HCO PL | Jan. 77RA, Rev. 29 Aug. 79, Marketing Series 3, PR Series 33R, MARKETING HAT,
HCO PL 12 Nov. 69, APPEARANCES AND PRO; HCO PL 13 Aug. 70 11, PR Series 2, THE
MISSING INGREDIENT, HCO PL 13 Aug. 70 111, PR Series 3, WRONG PUBLICS; HCO PL 23
Nov. 69, INDIVIDUALSVS. GROUPS, and any other survey tech.)

2. Do your homework. (Study the market, competitors, field, publics, etc.)

3. Befully familiar with the propaganda line of PR or public image your company is currently
following.

4. Know your product.

5. Establish and use a positioning for every product. (HCO PL 30 Jan. 79, Reissued 30 Aug.
79, Marketing Series 5, PP Series 30, POSITIONING, PHILOSOPHIC THEORY.)

6. Impinge! (Appliesto graphic design, campaign ideas, anything else.)
7. Bedlive! (Don't compose dead downgrades.)

8. Direct peoplée's attention. (This applies to graphic design, wording of ads, placement of ads,
color choices, ideas, capers and stunts.)

9. Make material aesthetic. (Know how to use geometric design, color wheels, color depth
perception, layout, etc.)
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10. Be clean, clear-cut, comprehensible. (Don't be complex and muddy.)

11. Use come-on. (In advertising you never tell all you know, just tell people how they can get
it or find it.) (See HCO PL 25 Jun. 78, Reissued 31 Aug. 79, Marketing Series 6, PR Series 32,
COME-ON DISSEMINATION.)

12. Create want!
L. RON HUBBARD

Founder
LRH:dv.1r.jk.gal.gm Copyright 0 1979 by L. Ron Hubbard ALL RIGHTS RESERVED
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Copywriters

Artists Marketing Series 8
Designers

Div 2 PR Series 37

Div 6

Lecturers

PR MORE ON MARKETING BASICS

The duty of marketing is to make sure that something gets marketed in such a way that it will
be wanted and delivered. To accomplish that, one needs to know his marketing basics.

PRODUCT AVAILABILITY

Marketing is supposed to create want and demand, but it is fatal to create want and demand
where no delivery is going to occur.

Marketing is also supposed to engage in and result in some sort of exchange. Another way of
saying "we deliver what we promise” would be, for marketing purposes, 66we promise and promote
what we can deliver."

A created demand which then cannot be fulfilled results in ARC breaks with, further, the time,
effort and money put into that marketing action down the drain. Also, in such a case, as far as the
public goes, the credibility of any future marketing done is apt to suffer.

Thus, one markets WHAT IS THERE RIGHT NOW IN EXISTENCE THAT CAN BE
DELIVERED. And the marketing of a NEW item must be dovetailed with the actual release and
availability of the new item for delivery.

In this way we reap a whirlwind of business, the public gets delivered to and the created
demand gets fulfilled.

TWO VITAL MARKETING DATA:
REALITY ON THE PRODUCT/REALITY ON THE PUBLIC

There are two important data which must be used in marketing. When these are not applied,
the result is a marketing piece which does not communicate to the public it was intended for, and
therefore the promotion is worthless and a waste of money.

These dataare

1. TO GIVE ANY READER REALITY ON AN ITEM, THE COPYWRITER HIMSELF
HASTO HAVE REALITY ON THE ITEM.

2. TO COMMUNICATE TO AN AUDIENCE, YOU HAVE TO HAVE A REALITY ON
THE AUDIENCE AS TO WHERE THEY ARE AT AND WHAT THEY ALREADY KNOW OR
DON'T KNOW.

Applied, these two data are the basics on which any successful marketing campaign, small or
large, is built. If one knows the product and knows his audience, the remainder of the actions
necessary to bring the two together become relatively easy.

THE MARKETING CYCLE



Probably some marketing failures result from afalse datum that to market is synonymous with
directly selling to the customer. That is awrong concept and woefully incompl ete.

Marketing includes all actions from before the beginning of the production right
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on through to its use by the customer and its word-of-mouth promotion by the public. Y our
first step is you've got to have a product to market that will market. And you have to groom that
product up so you can market it.

From the first moment a product is conceived, much less produced, marketing has to be in
there with surveys to establish the design and use of the product, and it carries on through at every
stage to make sure that it will eventually sell and get good word-of-mouth promotion.

Advertising entersinto it. The basis of advertising is: you have to attract, you have to interest,
and you can then get your message across. It'sin that sequence.

Another part of marketing is distribution planning. Without a plan to get the promotion and the
product distributed to those points where the promo will be used and the product sold and consumed,
you can't market.

And there is one more step in marketing that you have to take, which is the standard step of
PR. You have to review your marketing program and your issues and your promo and find out if they
were put to use. Did the issues and promo ever arrive? Did the promo ever get printed? Was it actually
used? And what was the response to it?

A completed marketing cycle would aways include such a follow-up. The success of an
existing marketing campaign or the success of the next marketing campaign would depend upon it.

SHOTGUN MARKETING

"Shotgun marketing” is marketing without any concentration on the actual marketing of any
one individua product. Pushing everything all at once scatters the audience attention and weakens the
impact of the individual items.

Cure yourself of sending all your materials out in awad as it is a fatal failure. It is only the
amateur in PR and marketing who sends out everything he has or has ever heard of in a single shot and
thus winds up selling nothing.

On the professional side, one sends materials out piece by piece to arouse and stimulate
interest. When interest is stimulated one gets response.

So just don't indulge in shotgun marketing. And don't allow yourself to be talked into it for
whatever reason.

Release your materials strategically.
That's part of effective marketing and it's what brings about sales.

As a stable datum, the most attacked and suppressed line in any org or management unit is
promo and marketing and one has to know his business to spot it and halt it before it does him in.
Were we able to clean out just this one factor in management in every org, we'd have a boom, just like
that!

A large part of handling this factor lies simply in both marketing and management terminals
understanding marketing and its basics. From there it's a fairly short step to getting the marketing
basics applied.



That'sreally al it takes to produce a boom.
L. RON HUBBARD

Founder
LRH:nc.gm Copyright a 1979 by L. Ron Hubbard ALL RIGHTS RESERVED
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THE ASSEMBLY LINE FOR PRODUCED PROMO

A few years back | found, in a study of the flow lines of promo, that it was very difficult to get
aline to move from idea stage to a disseminated piece of promotion.

DESIGN OMISSION

A study of the graphic arts textbooks on layout being used revealed that they began their org
boards and flow lines in the print shop! That's several notches down the line in the production of
effective promo. Omitted was the vital step of design.

The textbooks were a printer's idea of the world and, being printers, they would not really
know much about the source of copy or ideas. The book misdefined "dummy" as "rough layout" and

misdefined "rough layout" as full design and layout. And that was the text being used. As a result,
when requests were made for promo pieces, the reply was, "Well, give us the dummy,” and when the
dummy came, it was, "Thisisn't the layout."

You can't start making columns of printing (galleys) without somebody doing a design and
dummy. And you can't do a "rough layout" or any layout at all unless you have a design of what the
pieceistrying to look like.

But there was no design step in the assembly line. Instead the printer was being asked to put
together a "layout™ when he hadn't a clue of what the person ordering the piece was trying to present.
The result of that could only be hackneyed (trite), badlooking promo as there was no real design-just
type columns and photos.

Design is quite a subject; one | happen to know more about than printing, I'm afraid. So to see
it omitted in texts explained all. The result, no matter how hard the printer worked, would be apt to be
ineffective.



Once the real bug and omission was spotted, it was not difficult to get the missing vital
functions added in and org boarded correctly to straighten out the scene.

We now have a correct and complete assembly line for produced promo which permits a flow
to occur from idea onward.
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ASSEMBLY LINE FOR PRODUCED PROMO
1. IDEA

2. WORDS - DUMMY - ART

PHOTOS

3. DESIGN

4. ROUGH LAYOUT

5. TYPESETTI

-7
6. ASSEMBLY, PASTE-UP
PREPARATION

SHOOTING BOARDS

7. PROCESS CAMERA WORK
8. PLATEMAKI

9. PRESS WORK

10. FINISHING, CUTTING,
FOLDING, BINDING

1

TO ORDERER 1

1

12. FD-ISTRIBUTION

252
DEFINITIONS OF PROMO ASSEMBLY LINE FUNCTIONS

The following definitions correctly describe the functions at each step of the promo
assembly line.



IDEA: A concept or notion of something to be done; a plan of action; intention.

DUMMY- A scrap paper expression of the idea. Includes in the same package the written
materials or words (called copy), al surveys used, captions, photos and art work.

DESIGN: The artful format that will interest and lead the viewer to involvement in and
finally desire to act (to attain, to meet a challenge, to acquire, to achieve, etc.).

ROUGH LAYOUT- The precisely measured pages, spaces, type, croppings, laid out with
great mechanical accuracy so that typesetting can begin and separation negatives or blocks that
will fit can be made.

TYPESETTING: The act. art or process of setting type for printing.

SHOOTINGBOARD LAYOUT- (Includes assembly, paste-up, preparation.) The exact,
final arrangement and execution of each page, its type, art and pictures and page arrangement in
signatures, ready for the process camera (or in letter press, the press).

CAMERA WORK: Where plates are made and photos or art plates are made. This has a
branch line, in color, which comes just before it, of making color separation negatives.

PLATEMAKING: The process of making a thin, flat piece of metal or plastic called a
plate, upon which a picture or a page of type is engraved.

PRESS WORK: Thisisthe actual printing.

FINISHING: That which completes or gives a finished appearance to any kind of work. It
includes the cutting, collation, folding and binding, stapling or stitching of the printed sheets, to
make a finished product.

CUTTING: Thetrimming or separating of the printed sheets to the specified size.
COLLATION: Thisis assembly of the printed sheets.

FOLDING: Thisis doubling or bending the sheets over to the specified form and size, if
they are designed to be folded, or if they are to be folded for mailing. It is done by machine or by
hand.

STAPLING OR STITCHING: Thisfastens the sheets together.

BINDING: This fastens the sheets together into a cover (if oneisto be used).
PACKAGING: This envelopes or boxes the material.

SHIPPING: This gets the product off to destination.

While many substeps may occur, these are the main steps. Each hasits own tech.

If the above steps of dummy, design and rough layout are confused with one another or
are tried out of sequence, the final product cannot occur, and if by some bungling does happen, it
will be an overt product.

Printers and graphic arts texts hint at a mysterious upper world called "commercial
advertising firms." Thisis as close as they get to mentioning DESIGN as noted above.

253

Graphic arts texts confuse "dummy" and "rough layout." As aresult, the industry isin a spin
most of the time, as you may have noticed.



The only place the above assembly line backs up is when "rough layout” cannot execute the
design due to limitations, inadequate facilities or errors. This requires liaison between these two to iron
itall out.

Ignoring or misapplying these flow lines will give you poor promo or, at best, make it hard to
get promo out.

The line tangles AT THE TOP THREE POINTS below "ided' unless these are well
understood and done exactly in this sequence.

If the DESIGN definition is understood and well used, promo will be effective.

HCOB 30 August 1965, ART and HCOB 29 July 1973, ART, MORE ABOUT arevita if one
is going to do promotion. They regulate the first three steps of thisline.

L. RON HUBBARD

Founder
LRH:gal.gm Copyright ¢ 1979 by L. Ron Hubbard ALL RIGHTS RESERVED
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THE RELATIONSHIP BETWEEN DESIGN AND ROUGH LAYOUT
What you're trying to get down the line is a product.

You've got the idea for a promo piece expressed in the dummy and you're trying to take it
from design (the artful format that will interest and involve the viewer and stimulate him to act) into a
precise rough layout (the precisely measured parts of the piece laid out with mechanical accuracy).

And right here between these two-design and rough layout-your product could hang up and
bog or get hopelessly bungled if the difference between these two actions and their relationship to each
other is not fully understood.

DESIGN
The Purpose of Design

To do arough layout or any layout at all, you must begin with design, and the guiding line
thereis HCOB 29 July 1973, ART, MORE ABOUT.

What you're trying to do with the design of alayout throughout is
A.ATTRACT



B. INTEREST
C. DELIVER THE MESSAGE.
If you use the communication formula, you get an extension of this.

Some people abandon art for the message; others abandon any message for what they believe
to be art. But if you double it-apply ATTRACT-INTEREST-M ES SAGE and the comm formula to
the layout as a whole-and then redouble it-apply ATTRACT-INTEREST-MESSAGE and the comm
formulato the message itselfyou get a double punch of impingement.

You want a design that, in itself, communicates-a design that talks. It requires the use of art
forms.

Art Forms - Design Basics
The art forms we're talking about here are shapes or abjects.

A keyhole, for example, is an art form. Different shapes, different sizes of keyholes, convey
different things. Circles, squares, triangles, etc.-these are al art forms.

There is a simple drill one can do, using art forms, to grasp the basic idea of design. Take
ovals, squares, rectangles, circles. Throw down certain shapes on an open
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page of a brochure on each page and you get a specific design. Is it pleasing? Not pleasing?
Dramatic? Not dramatic? What is the effect?

Do this again and again, using the various shapes or combinations of them. You can play
around with this until you get the full feel of design basics.

Beyond this, one can experiment (but not on the fina product!) with different formats,
different sizes, horizontals, verticals, different sizes of photos and backgrounds in color or not,
textures and two dimensions giving the impression of textures, as well as background designs.

The possibilities are many and one should feel at home with a wide range of them and how
they align and integrate, or not, with the rules of standard composition.

Composition and the "Eye Trail"

When we talk about composition, we are talking about how you dispose of the objects in a
picture or design, not how you draw one object. Composition is how you arrange or group the objects
or shapes.

There are certain stable composition lines and there are dynamic lines. There are various types
of mood lines. These must be used. They are part of standard composition, and they have everything to
do with design.

In composition you are working not only with the mood of the piece but with the EYE TRAIL.
The EYE TRAIL isvital in the layout of adesign.

The eye must go somewhere-i.e., start at the top and follow down. Where it starts and where it
goes is cdled the eye tral. And right here you get into the basic formula of
ATTRACT-INTEREST-MESSAGE. The eye trail should lead one-pull one-involuntarily through
ATTRACT-INTEREST-MESSAGE.

You can have a design which, by itself, is so irritating that it forbids reading it-it defeats the
message. If you don't believeit, look at some picturesin cubism. Cubism is adead art, by the way. But



why did it die? Well, it specialized in irritating pictures, jagged, angry pictures, confused pictures. If
the layout is ragged, the eye does not follow down easily.

The actual design will deliver an emotional impact. In other words, your design can be such as
to prevent the piece from being read or deliver the wrong emotional impact for that piece, and
therefore all the money and the work and all the ideas and all the think that went into it is totally
defeated.

Take squares. You put sguares in the wrong place and have the eye trail going in the wrong
direction and you have an irritated person who will not go further.

Mono-sized shapes or objects or monotone lines-the piece will have no impact and no real eye
trail. It's al monotone. It goes nowhere. Or a so-called center spread where the eye is distracted by two
other disrelated photos and the attention is dispersed-wrong eye trail.

Thus design, the way you put something together, is very, very able to deliver an emotional
impact by itself. Brilliant design will deliver exactly the emotional impact you intend. Brilliant use of
the eye trail will carry oneto and then through ATTRACT-INTEREST-MESSAGE.

The conclusion, therefore, is that format and layout-the design of the piece-is the key to
saleability.

So you use the emational patterns of design and design itself as a means of communicating, to
project the desired emotional response.
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You're working for the final appearance of the final product when it arrives in somebody's
hands.

You're working for atechnical quality which all by itself will deliver an impact.
That's DESIGN.

ROUGH LAYOUT

Once the design has been established, rough layout can be done.

Rough layout precisely measures the pages, precisely measures the spaces within the pages,
precisely measures the copy and selects the type that will be used for the copy in the various spaces. It
crops, precisely, the photos or other artwork that will be used in the piece.

Cropping

In cropping we see distinctly the relationship between design and rough layouit.
There are two types and two stages of cropping:

| . Artigtic (design)

2. Mechanical (rough layout).

1. In the design stage you indicate (describe) the artistic on the design in the space for the
photo. Any crude black and white sketch will do.

2. Mechanical-rough layout-makes it fit and marks in the exact dimensions and the crop on the
board the negative or transparency isin.

Cropping has to do only with format. The actual size of the photograph has nothing to do with
the established rules of cropping. It hasto do with taste.



Rough layout follows the design and scales the design to fit in the prescribed space. It does
this precisely and accurately without altering the design and according to the balances and relationship
described by the design.

When we get into rough layout, we are into the graphic arts. (One could get into a confusion
here between the terms graphic arts, graphics and graphic, so it had better be made clear. Roughly,
most encyclopedias describe graphic arts as engraving, etching, etc., involving representation or
expression by means of lines on flat surfaces. Graphics is described as the art or science of drawing
especially by mathematical principles, asin mechanical drawing, or calculating by means of graphs or
diagrams. But you look in the dictionary and you find graphic means "vivid." So graphic arts and
graphics do not mean the same thing as graphic.)

Graphic arts deals with the mechanical reproduction of a picture or design. It is done by means
of graphing. Y ou don't use arithmetic in graphic arts. It's more aform of plotting.

They call the rough layout the mechanical, and they call it the mechanical for a good
reason-it's MECHANICAL. What's mechanical? That means "by machine."

So in rough layout you're into the area where it's all machine. We're not talking here about a
system of pistons and gears and levers and crankshafts, but we are talking about a mechanical action.

If you've ever been on the bridge of a ship plotting a course, or if you've ever taken arithmetic
that gave you vectors whereby you draw one line and then you draw another line and then you
measure the length of the second line and that gives you a
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mathematical solution, you'll see that thisis a mathematics of sorts. And that is what isused in
graphic arts. But it doesn't have much arithmetic involved in it. It's a system of graphing. You draw a
line this way and that intercepts or stops a line over here and then that makes a line over here do
something. It's plotting, graphing, a machinelike action.

The only way numbers enter into it is that negatives have sizes, paper has a size, prints have a
size-and those things have to be accounted for. Y our job in rough layout is to make the back wall join
with the roof.

From the rough layout you will be able to get the type selection and size and you'll be able to
get the cropping.

So you do the design in rough layout so that it is totally practical. Rough layout is totaly a
practical, a mechanical action. "This type will fit here and it fits the design as close aswe can get. . . ."
Etc.

Design and Rough Layout Liaison

There may be instances where the design as presented cannot be followed exactly by rough
layout. This can be due to limited equipment or materials or an error in the design or other reasons.
When there are legitimate reasons it can't be followed, rough layout liaises with design to get it
worked out so that the design can be executed. Otherwise, they are two separate and distinct functions.

The watchword in rough layout is precision. It is done with fine mechanica accuracy so that
the preparation of the materials for the shooting boards, the typesetting of the copy, the processing of
the separation negatives, etc., can begin. It's al got to be made to fit precisely so that it is doable when
it goesto the final shooting board stage.



If it's not mechanically accurate, the shooting boards won't be doable. If it gets to final
shooting board stage without it being doable, or to the printer as afaulty shooting board, you won't get
aproduct or you'll get an overt product.

When it gets to the printer and the shooting of the plates, if you are to have two plates, one to
follow the other, they've got to be in total, absolute register. There can't be a millimeter of difference.
Now we're into precision. But it's precision of what? It's the precision of following what was laid
down by rough layout. So the rough layout had better be correct.

If it got up to final shooting board stage without the thing being able to be doable, then
somebody can't lay out the plate, he can't lay out the printing, the halftone dots won't match, the this
won't match, the that won't match, the color separation negatives won't fit in that piece.

The essence of it in the final analysisis, isit doable?

Y ou've taken the design and you've executed it in layout as it's going to be-each part scaled
precisely to the right size and mechanically accurate so it all fits together perfectly. It's ready to go
onto a shooting board for business so it can then be put under acamera. It's doable.

That's ROUGH LAY OUT.
L. RON HUBBARD

Founder
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PROMOTION

Promotion is, of course, an essential part of marketing.

It isthe action of making something well known and well thought of.
It isthe art of offering what will be responded to.

RESPONSE is the key word here. Whether it's in terms of services sold or commodities sold
or communication or goodwill, it's response that is the test of all promotion.

In order to get response you've got to first find out what people want. Y ou've got to find out
what people consider valuable. When you know what people want and what they consider valuable,
you know what they will respond to.



It takes surveys. It's no good flying blind or trying to guess at it. You won't KNOW until you
survey.

So your first question on al promotion is, "Am | absolutely sure, before | invest any money in
this promotion (make-up, printing, postage) that people will consider what | am promoting valuable
enough to exchange their hard-won valuables for it?"

The answer lies in the results of your survey. Promotion is always, always, always based on
surveys, and it must include the exchange factor.

The real test of good promotion is. Are you getting an effective exchange? The exchange may
be communication, it may be goodwill, but-are you getting exchange?

Communication and goodwill are valuable in themselves and, as well, they precede and lead to
the material exchange of valuable for valuable. So any of these is considered effective exchange in
promotion.

One must, however, in order to continue to survive and to continue to promote, arrive very
shortly at a material exchange of valuable for valuable-a consumption of the product one is promoting.
On amaterial exchange basis, if you are trying to produce something and nobody is busy absorbing or
consuming it, you are in trouble right away because nobody is going to support you, and that's where
your incomeis. So the final value of promotion and where you get the money to do the promotionisin
the CONSUMPTION of the thing you're promoting.

The important datum here is YOU PROMOTE WHAT CAN BE DELIVERED AND
CONSUMED.

Make it afirm policy that you push what you have ready to put in public hands at the time of
the promotion and that you do not heavily promote future products not yet in hand.
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Then, in any promo piece, be it an ad, brochure, a flier, a pamphlet, a poster, you follow the
line of -

1. Attract
2. Interest
3. Get your message across,

That sequence, followed, can look many different ways in many different promo pieces
depending upon the subject, the mood, the design and the copy of the piece. But in any successful
promotion, the basic sequence will be found to be just that: Attract-1nterest-Message.

TWO GUIDING RULES

There are two guiding rules to be followed in any type of promotion:
1. Don't soft sell.

2. Don't set usup for false claims.

The results of Dianetics and Scientology are fantastic enough to please all but the most
psychotic in the society. These results have never before been seen on the planet. But there are always
SPs out there who don't want people to get well and who use literature to get you in trouble.

The art of hard sell is you tell people to do something. Hard sell is based on knowing and
promoting in the line of truth and not being reasonable about people who want "other things' and



"other practices." There is nothing to compare with Dianetics and Scientology. They are infinitely
valuable and transcend time itself.

So don't understate things in your promotion. Just tell the truth and you'll find that it's very
effective.

QUALITY DEGRADES

A degrade of the quality of something means an action that lowers or reduces its excellence or
degree of excellence.

In promotion, a quality degrade would be a poorly designed piece or a sloppy printing job or
dull, clich6-ridden or otherwise inappropriate copy or any other of a number of carelessly done or not
done actions that would show up in the final result.

Quality degrades can be caused by:
a Willful unhattedness, or
b. Lack of good taste or a sense of the fitness of things, or

c. Knowing products or promotion are of poor quality but, for one reason or another,
neglecting to remedy them or call them to the attention of those who can and will remedy them.

There is no excuse, with all of the tech at our disposal, for any of the above.

The standards for the quality of our promotion must be high and must be maintained. We are
not playing children's games. This is your show and your planet too. You aren't doing this just for
me-but | am sure you know that,

We have an incomparable technology. In order to get it delivered we MUST communicate and
in the communication we MUST interest people in order to be seen and listened to.

A quality degrade in promotion cuts our comm lines to a greater or lesser degree. And the
world depends in no small measure on our comm lines.
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Thus, quality degrades are no dlight matter. They cut our comm lines because, with
dropped-out quality, what we make and the promotion of what we make would be so flawed that it
would not communicate.

So realize, when promoting, that the world needs us and our technology. Make it well known
and well thought of .

And keep the quality of your promotion such that it does attract and interest and communicate
and bring response.

L. RON HUBBARD

Founder
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HCO PL 10 Feb. 1965 AD AND BOOK POLICIES

There are many trends promotion and ad copy can take. One of them is dignified, hard-hitting
and dramatic. Another is warm, human and truthful. Another, the kind we don't need, is pointless or
banal. It specializes in words like "exciting® and "don't miss' which are clich6s (worn-out,
overworked, hackneyed phrases) and would attract no attention and get you no customers.

The approach to promo and copywriting, whatever the mood or trend it takes, should be fresh
and truthful. Insincere, overdone or stereotyped advertising will never sell or bring anybody into
anything.

It is possible to do promotion and write copy that is alive and interesting, that attracts and isin
good taste.

PRIMARY MISSION

The primary mission of any piece of promo is to create want and sell the item. When one goes
to the trouble and expense of putting an ad together, it has to accomplish its purpose. If you're getting
up an ad for a book, the purpose is to create a want for the book and sell the book. If you're getting up
an ad on a service, the purposeis to create want for the service and sell the service.

The question one asks himself is, "What ad would accomplish this purpose?' and "How am |
going to convince this audience that they ought to . . ."

Y ou dig into your surveys and you find what people want and expect of the item. Y ou yourself
must have reality on the product and the worth of the product, and you must also have areality on your
audience if you're going to reach that audience and communicate to them in your copy.

This comes under the heading of "homework."
HOMEWORK

By "homework" is meant all the necessary preliminary or preparatory work done, al the
relevant facts dug up, all the data needed that will enable one to get a product out.

In copywriting it would mean getting fully familiar with the product or service one was
promoting, knowing all about it. How is it produced? What does it do? Why is it valuable? What
results can one expect from it?
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Wherever possible, the copywriter would have personal experience with the product or
service himself to be able to promote and sell it honestly. He would make it his business to find out
about the experience of others with it, delve into results produced, success stories, wins, achievements.
He'd know the product or service and hed be able to turn out copy that shone with reality and
conviction.

And he would make it his business to know his audience. Who is the product for? Who is this
public? Has this particular public been surveyed? Were the survey questions correct? What does the
survey show this public wants? What do they expect from such an item? What "buttons' has this
survey turned up?

When the homework has been correctly done, you know the product and you know your
public and you can produce a piece of promo that will bring the two together.

You use your knowledge of the product, you use the survey buttons, you use audience
viewpoint and you use positioning to attract and interest and get the message across.

COPY AND POSITIONING

There has been some think in the past that when positioning is done it is then put at the
beginning of the promo piece and after that one pays no attention to it. Thisis amisuse of positioning.
It can ruin the impact of your ad; it can disperse the reader.

Everything streams out from the positioning. If one has positioned something against an
airplane, then the rest of the copy would be in terms of flight. It would be inherent in the way one used
his words. A new item, a can opener, would take off from the drawer and dive effectively at a can. It
would also give your hand a smooth ride. This is known as frame of reference. The vocabulary one
usesis al inside a frame of reference. Positioning gives you a frame of reference. So you write your
copy out of that frame of reference and you plan your promo piece around that frame of reference, and
you keep it consistent.

Impact depends mainly upon consistency and staying on the same subject without departure
from the frame of reference.

A good copywriter will make the most of positioning to enhance his copy and make it
all-of-a-piece with the whol e of the ad.

ASSUMING AUDIENCE VIEWPOINT

A common fault in writing ad copy or other material, both in marketing and other areas, is an
inability to assume the viewpoint of the reader and get the idea of what impression the reader may
have when he reads the ad. An ad must be written from the viewpoint of the public that is going to
read it.

The actual trick of writing that wins is to be able to put oneself in the valence of the person
who will read it. What kind of public is that? Who is this person? Get a reality on your reader, and
then, just like an actor, you assume that beingness and read your copy back. An experienced actor can
flip into a beingness in about 1/25th of a second and flip out of it again. So just dlide into such a
beingness and read your copy, and you will see what I'm talking about.

It isaskill in writing to be able to read one's copy newly as though one has never heard of it
before, from the beingness of the reader. It is something one should acquire.

MAINTAINING VIEWPOINT



If the writer doesn't have a firm viewpoint from the beginning and hold that viewpoint
throughout the copy, his ad will lack impact. Further, it will disperse his audience. If he switches
viewpoints within the ad, if he writes from the viewpoint of the
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producer one moment and moves in from the viewpoint of the consumer in the next paragraph,
his copy is going to be confusing and he'll lose the reader.

One can't have two different approaches to the same subject in one piece of literature.

Similarly, if he has no audience viewpoint or has difficulty assuming the viewpoint of a
reader, his ad will fall that much short of really communicating.

WHAT THE PUBLIC ASKS OF AN AD

In an ad or flier, you don't try to enforce understanding on the reader. That violates come-on.
And it's not even what the public wants. An ad does not have to teach anything; it merely has to create
want. And when the want is created, you must, must, must tell the reader where he can get it. You
never leave a mystery as to where someone can get the product or the service.

Ad copy can defeat its own purpose (to create want and sell something) if it doesn't include the
seven points of an ad aslisted in HCO PL 10 February 1965, AD AND BOOK POLICIES.

That list contains the questions a public person actually asks himself or asks of an ad or aflier.
What is this service? How vauableisit? What does it do? How easy would it be for me to do it? How
much doesiit cost? How do | get it? Where?

A good copywriter carries the reader, his interest increasing, right on through the final
question. Where this is missing, you have a writer who doesn't have the audience viewpoint. He may
even create a want but then leaves his audience dangling. Where it is handled and handled well by a
good copywriter, you have an ad that sells.

HARD SELL

It is necessary in writing an ad or aflier to assume that the person is going to sign up right
now. You tell him that he is going to sign up right now and he is going to take it right now. That is the
inference. One does not describe something, one commands something. You will find that a lot of
people are in a more or less hypnotic daze in their aberrated state, and they respond to direct
commands in literature and ads. If one does not understand this, and if he doesn't know that Dianetics
and Scientology are the most valuable service on the planet, he will not be able to understand hard sell
or be able to write good copy.

So realize that you're not offering cars or life insurance or jewelry or stocks or bonds or houses
or any of the transitory and impermanent things which are based on things not surviving or on things
that are in fact being destroyed. Y ou're offering a service that's going to rehabilitate the thetan and that
islasting.

Hard sell means insistence that people buy. It means caring about the person and not being
reasonable about stops or barriers but caring enough to get him through the stops or barriers to get the
service that's going to rehabilitate him.

That isthe sole reason for our use of surveys and promotion and marketing in the first place.

When that one fact becomes red, it al falls into place and it should be a short step then for a
copywriter to produce an ad that attracts, interests, creates want and sells Scientology products and
services.
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Ad copy has got to carry amessage. It is acommunication.

Some photographers never find out that a photograph is a communication. Some artists never
find out that art is acommunication. And that is also true of some copywriters.

SPLIT-SECOND TIMING

An ad is not textual information. It is a communication. But it has to be a very fast
communication because people won't ook at it very long. It has to be able to deliver its message in
about a quarter of a second. That's how long it takes somebody to go through the reflex of throwing
the piece away.

You could actually go around with a stopwatch and time how long it takes for a person to see
if he is going to throw something away or not. It is that span of time that you have in order to absorb

the message.

The actual test of a piece of ad copy isWILL IT REGISTER IN THE INSTANT IT TAKES
THE INDIVIDUAL TO PICK IT UP AND DECIDE HE IS GOING TO THROW IT AWAY?

If it communicatesin that split instant of time, he won't throw it away. That is the test of an ad
or aflier.

At each point a person would throw a promo piece away, he must be stopped. You have to
figure out the cycle by which he would throw something away and then you can write the ad copy.
Y ou have to figure out the points of stop when a person is going to discard this thing and catch him on
each one of them.



ADSAND THE COMM CYCLE:
DIRECTING THE PUBLIC

You must recognize that the public has to be able to send for something or be able to
communicate easily or they don't buy the item. Y ou have to direct the public. An ad or flier must have
something for them to do. It must give them somewhere to go, or someone to write to, or someone to
call or contact. You first direct them. Then make it easy for them to respond. That's part of the comm
cycle.
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LOOKING AT MADISON AVENUE

The beautiful artwork and gorgeous stuff you see in magazines is Madison Avenue's effort to
keep people from throwing the piece away because it is aesthetic. But it doesn't communicate.

I've looked through a few magazines trying in vain to find out what to order and where to
order it from. | had the wildest time and finally found in one magazine they had enclosed a card. But it
wasn't actually a card; it was a piece of a card that had to be cut off another card. It wasn't
recognizable as a card so | didn't recognize it as something you could use to send away for something.
It just didn't register as a card, so there was no simple way to send away for the item.

Here's an example of an ad that doesn't communicate. It's an isolated object, beautifully
photographed, sitting out in the middle of space. Then underneath it al they say they've just won an
award for something or other. But what's the ad about? It doesn't say. The message isn't there. It
doesn't communicate.

Here's another: It's actually supposed to be a cigarette ad but it shows somebody getting
dragged on a sled through the snow. It's obvious what they're selling-they're selling snow!

Most of the ads in the better magazines aren't ads at all; they're just assertions about a product.
You will find that hardly any of them are ads that bring about exchange.

If thisisthe best of Madison Avenue, they don't know the basics of advertising.

If our promo people are looking at or studying that kind of ad all the time, they won't be able
to write good ads themselves. Because these aren't good ads. They don't communicate.

SURVEYS AND COMMUNICATION

In magazines you have something on the order of half a million dollars worth of advertising or
more. It has pretty poor impact.

It is very outpointy for grown men to be spending this much trying to trickily capture
somebody's attention. They get so involved in the trickery of it that they don't communicate what they
want, which is, "We want you to buy this product.”

Advertising must represent something that people want which they are willing to exchange
something for. The ad hasto tell them what it is.

If you have a surveyed message, it has got to offer something. Advertising people, with all
their flossiness, al of the color and everything else, aren't communicating.

Some ads use mainly only a symbol or a halmark and attempt to make that into a
communication. But you can't take a symbol or a hallmark and make it into a communication. They
are just decorations. That doesn't make an ad.



Y ou have got to get the communication that matches the survey. But promo people have found
a new way of avoiding a survey. They just put it all down in the text, so the communication doesn't
match the survey.

| redlize that in school they teach you that you must be original. But communication is
duplication. You do a survey, the public feeds you a button, so you just feed it back to the public.
That's duplication. And it works. Don't make the mistake, in writing ads or copy or promotion, of
thinking that you have to do something el se besides feed the surveyed button back to the public.
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CONCLUSION
Actualy, in advertising you haven't got any competition at all.

So why is it that some promo people don't write good ads? Because the ads they see al the
time aren't good ads. That's the Why!

The handling is to write good ads!

With the survey and promotion tech we have, and the tech we have on communication, there's
absolutely no excuse whatsoever not to produce a good ad-one that communicates!

L. RON HUBBARD

Founder
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Before successfully doing or okaying copy or materials for marketing purposes, one must
learn the skill of assuming the viewpoint of the eventual reader or public who will be expected to react
toit.

The essence of marketing is to create want and sell services or products. The only reason one
writes copies or prints fliers or handouts, handbills or postersisjust that

Any pictorial or written material is done or written for the sole purpose of being viewed by the
eventual consuming public.

To execute or authorize material which does not bring about the basic purpose of marketing is
of course extravagant. It may even be destructive. It costs money to print and distribute material. So
material which does not bring about the purpose of marketing in the public for which it isintended isa
waste of money and time.

Further than that, unless one learns to assume the viewpoint of the eventual viewer of the
copy, one can make quite destructive mistakes which, in addition to losses and waste in printing,
actualy destroy income for the organization by preventing people from wanting or trying to acquire
the products or services.



One must learn to shift from the viewpoint of a copywriter or layout person to the beingness of
the eventual viewer. In this way, one can estimate, quite accurately, the impression that will be made
by the pictures and copy when they are released to that public.

A thetan is quite capable of momentarily shifting his identity to another identity and getting an
idea of the impressions or ideas that will occur to the identity shifted to. This skill is easily acquired.
Inasimpler sense, let us say oneiswriting aletter to Aunt Mamie. One can go on and on and write the
letter from the viewpoint of self, which in this case, let us say, is Joe. And the |etter can be sent off and
totally bomb out because Joe had not the least concept of how Aunt Mamie would view his letter to
her. He may be later dismayed to find out that Aunt Mamie now believes that he has taken to drink.
Actualy, all he put in the letter was that he had attended a lot of parties lately. Now, you could say
that he would have to have an intimate idea of the character of Aunt Mamie before he could assume
her viewpoint. But the truth of the matter is, Aunt Mamie is just a garden variety, unmarried,
middle-aged person who is quite critical of the gay side of life. It isn't vital to know much about the
character of Aunt Mamie in order to assume her viewpoint, but it helps. Joe is not writing this letter
with the tools of surveys but he knows from family discussions that Aunt Mamie is a fairly
straight-laced person. What he failed to do is read his letter back from the viewpoint of Aunt Mamie.
Had he done this, he would have seen that his glowing descriptions of parties he was going to lately
and having a good time at would have registered an entirely incorrect impression that he had entered
upon a career of debauchery.

So what impressions do people get when they read copy or see posters or are exposed to ads?
They get the impressions from their own viewpoint, of course. These people, by and large, do not
exercise the tech of assuming the viewpoint of the copywriter. That is not part of the requisite of
watching TV or looking at billboards. It is the responsibility of the person conceiving, planning or
executing or approving such copy or pictures to assume the audience viewpoint.
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In this, oneis helped by surveys. One has some idea of what his audience likes or doesn't like.
The survey will permit him to get into agreement more quickly so as to get his message across. But a
survey is not a substitute for assuming the audience viewpoint.

One can take a glowing, marvelous, beautiful, carefully executed piece of copy, design a
marvelous, glowing, beautiful flier and then leave in it something which would be viewed totally
incorrectly from the audience viewpoint. When the flier isissued, if it is not planned and done with the
audience viewpoint in mind, don't be surprised if there is a sudden crash of stats when it'sissued. The
audience might get an entirely wrong impression out of it.

Let usgive acasein point. Flag acquired new quarters as an addition to their already extensive
quarters. Somebody wrote a poster and sent it through for approval and it came all the way along the
line without anyone naticing that, when viewed from the audience viewpoint, it definitely stated that
Flag had moved. This would have caused considerable consternation. But Flag hadn't moved. The
message was that they were getting so much business that they had had to acquire new property quite
in addition to their existing property and that they now were running an annex. And people also would
have wondered, "Is this 15 miles away from the service center?' and had to be told that it wasn't. But
the person who ordered it, planned it, those who okayed and authorized it, all missed the point that that
poster all by itself could have cost Flag a half amillion dollars or more in lost business and could have
started a black PR campaign of "See? They got chased out." And al of this because nobody anywhere
aong the line assumed the viewpoint of the audience and looked at the poster with a brand new, fresh
eye to see what it actually was saying. Now, it didn't say anything destructive. It ssmply announced a



new resort hotel, but it omitted to say that Flag was still there. It also omitted, in boldface, where it
was located. This new resort hotel might have been conceived to have been in North Africa.

Another example is copy which said that the NED Course was now being offered to Class IV
auditors, which meant that you had to have done the Class |V Coursein order to do the NED Course.

One has to be aware of what impression the consuming public is going to get from any ad
copy, picture, offering of any kind whatsoever.

There is more to it than just assuming the viewpoint. One has to assume the viewpoint as
though he knows nothing whatsoever about the copy. One has to un-know everything he knows about
the copy and assume the viewpoint without knowing anything about the copy and then look at it. It is,
as| say, askill. Thisskill is possessed by any writer worthy of the name. Actually, atrained writer can
read one of his own stories from the viewpoint of a future reader without knowing anything that is
going to be said in the next two words. Then he can get an estimate of exactly what the reader will
think or see. Not only that, a well-trained writer can rewrite the whole thing and then turn around and
not know what it was in the first place and what it was in the rewritten state and read it al over again,
totally from the viewpoint of a future audience as though he knew nothing about it. An excellent
composer can also listen to his own compositions as though he knew nothing about them and from the
viewpoint of the eventual listening audience.

There is another aspect of this which is of interest. A lot of people who wish they could write
stories or music or ad copy or do some creative work of this character are so solidly audience that they
can never assume the viewpoint of the originating professional. In other words, they're too much
audience in the first place to assume the creative role. This shows up when you ask such a person what
about a piece of music. He answers you with an idiot answer from a professional viewpoint, "I like it."
To a professional, that is an idiot answer. An audience is no more articulate about art forms or its
technique than, "I likeit. | don't likeit." Really educated.

So for some who are trying to write marketing pieces or design or present or authorize them,
oneisalready in an audience viewpoint and has never assumed the
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professional viewpoint in planning, writing or executing or approving. This shows up
particularly on an approval line where the person on the approval line cannot say what is wrong with
the piece or what has to be corrected about it but only can say, "l didn't like it." This is not very
helpful.

So there are probably three stages one has to go through. One is to uneducate oneself as an
audience, then take the viewpoint of a professional and do his job, and then reassume the viewpoint
of an audience to see what they will think about it or like or not like it. And then one has to be enough
of atechnician or creative professional to fix it up so that it will be accepted or liked.

What we're examining here is simply the facility to shift from one viewpoint to another. It is
also the facility to see something newly.

Unless this is mastered, people on marketing and promotional lines can actually now and then
cause a catastrophe.

There are two ways a catastrophe can be caused in marketing. The first is to not write anything
at al and leave something unmarketed and unpromoted. The second is to market it or promote it in
such away that the marketing is destructive of the offering.

Both of these are a matter of failure to assume a viewpoint. The person who isn't writing up or
marketing anything at all has not assumed the viewpoint of aprofessional. A professional marketing or



copy or advertising man who would sit around without marketing anything would be so ashamed of
himself he probably couldn't even look at himself in a mirror. He would cringe. He would think of
himself as an incompetent boob. Because he wasn't producing anything, his morale would be in the
basement. He would have nothing to be proud of. If he assumed the viewpoint of a professional and
found he wasn't doing anything, he'd get busy. He'd learn the tools of his trade and start batting it out.

The second viewpoint, that of the eventual public for whom the piece is intended, has to be
assumable at every step. Only then can one achieve marketing items that actually do create want in
that exact public for which they are intended and sell products and services.

One can practice this. Just walk around for an hour or two being Joe the ad copywriter and
think what he would think and do what he would do. And then open some magazines or walk through
some stores and, for a couple of hours, just be a middle-class public and think all the things about
everything that is seen that that public would think and see. And then go through the same operation as
adownstat bum and think and see all of things that a downstat bum would see. And then go around as
Mr. Got-bucks and see al these things or even new and different things as Mr. Got-bucks would see
them.

One can keep up such actions until one actually can do it in the flash of a second. It's actually
quite fun. It gives one a brand new world. In fact, one can have a lot of new worlds-one for every
public he assumes the viewpoint of. Y ou would be utterly amazed.

The ability to do thisis quite valuable. In fact, it is the difference between success and failure
in marketing,

L. RON HUBBARD
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The book Fundamentals of Thought, chapter five: The A-R-C Triangle

The difference between survey buttons and the message in a promo piece must be crystal clear
to those working in promotion and marketing.

The first thing to understand is that they are NOT the same thing.

The message is the communication, the thought, the significance you want to get across to an
audience or public.

A button iswhat is used to get the public's agreement to hear the message.

Too often promo and marketing people seem to get al tied up with the use of buttons and thus
they never put any message in the promo piece. But the message is the whole reason for the promo
piecein thefirst place!

Surveys can appear to not work very well when survey buttons and only survey buttons are
used, as the result is messagel ess promo.

A survey is done so that you dlicit response and agreement. But you get response because
you've dlicited agreement. You elicit agreement by using the right button. The button is the R-factor.
It's how you establish areality with an audience.

To do a proper survey and to then use its results effectively requires an understanding of the
purpose of surveys, and of ARC and the ARC triangle. It requires an understanding of what reality is.

One uses the ARC triangle in conducting a survey initially and, following that, one applies the
ARC triangle in putting the survey resultsto use.

It goes like this: One communicates to an audience (viaa survey) with afjt'nity to find out what
the reality of that audience is. Reality is agreement as to what is. The reason you do a survey isto find
out what that audience will agree with.

One then approaches the public with that reality in a promo piece to get the public's agreement
to hear the message, the communication, in the promo. And thus one raises the public's affinity for the
item one is promoting.

That isthe simplicity of it. But it will only be simple to the person who understands the ARC
triangle. It is basic Scientology data we are using here. By improving
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one corner of the ARC triangle, one improves the other two corners. The most important of
these three related points, ARC, is communication. But without reality or some agreement,
communication will not reach and affinity will be absent.

Thus, surveys are done to get agreement. Dispel the idea that surveys are done for any other
purpose. They're done to establish agreement with an audience.



In a survey, you question people to get their opinion on something-an idea, a product, an
aspect of life, or any other subject. A button is the primary datum you get from this action. It is the
answer given the most number of times to your survey guestion.

You ask ten or ten hundred people what they would most want or expect of an automobiletire
and seven or seven hundred of them tell you "durability." That's the button. That'