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The following is o summary of all parts of 2 Centrel Organization for use in
Pormanent Staff gualifications and in departments.

HCO AREA QFFICE
An HCO Area Office im attached to euch Central Organization,

It oﬁ:peditaa foternal apd extornal comsunioations and in particular communiocn-
tions to and from HCO WW and myself.

As purt of communiocations supervision it hat chocks into existence with staff
mombers HCO Bulletins, HCO Poliey letters and other offioial relecaes,

It issues and keeps to date the oxganizaiion hate. HOO Area keaps the Org. Bd,

Fundanentally it is alsc o library of technicael wnd administrative data gonsist-
in; of books, rimuos, tapes and general know-how,

HCO Arow has the power to take action to mnintuain a high tochnical level, o
geod administrative form in the organization and to sveurity check personnel,

1t oxnmines students and iasucs certificates through itas HCO Board of Ruview.

Ma:.nly through the HCO Contincntal of o continent it roaches broad masces of
the publio whore o central orgsnization roaches individual members of the public.

_ The whole activity of an HCO rrut officc ic Communication, Collection, Ioual
Buok snles, Technicul Levely Administrotive form, Ethica, Certificates cud Awnrds.
To this, through HCO Continental, is ndded broad promotion and dissemination such
an public book sales, the magagine, ade and gpucial ovonts.

THE ASSOCIATION SECRETARY'S OFFICE

T™ho Amen. Sccrotary runs the Centrel Organization, He 1s usually asaisted
by & secretary who oxpeditos his communicitions, writee his lettexrs und gets in
hioc reports for the 0.1.C. and koeps it.

Parsonnel procuremont and placements, financial monngument, legal actione
(including press), wvnluable documents, and the 0,I,C, board are aome of tho
adninistrative funotions of this office.

Propor opsration, willing performunece of duty of ite oxocutives and personnel,
its omple financial solvency and general high effectiveness of the tochnical and
adidnistrative functions of the central Organigzation nro all the responsibility
of tho Assoociation Seoretary.

Tho Association Sacraetary is looked upon to keop tho orgonization in cxistunce
and funotioning at a high level. HOO helps but the £inl responsibility of keeping
an orgnnization going is the Asamccintion Sccretary's,

Ho has a Dept. of Official Aftairs (Governmont Rolations) to help him with
logal, if roquired.

TWO DIVISIONS

Thore are two Div;gio ns in a Centyrol Organization. One is Tochnicnl, the
sonior division, the other is ADMINISTRATION. There are six doportments.
The TECHNICAL DIVISION includes these threwo dupartments: The ﬁ‘%umm. tho
Aondomy of Scientology and the Hubbard Guidance Centro. These carry out the throa
basio sorvices of a Contrnl Organizntion = Public trrining and proceesing,
Individual training and Individunl Proceseing,

THE LDMINISTRATIVE DIVISICH -oneimts of throe deportmente: Promotion and
RogiatratIon, Matoric: and Accouttse Theno core for tho three basic functions
of oontnoting and signing up people, inking chwe of quarters and suprlius, and
handling all motters of finance,
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TECHNICAL DIVIGION

The Personal Efficiency Foundntion
o Pr Foundotion 1o the entrance door of the public into tho services of tue
Central Organization, o knowledge of Scientology and @ higher loval of civilization,

Test Section

By means of advertiming mailings and word of mouth, the public is brought in
to be tusted and evaluateds This is done by the Test Suvoticn of the Pelis
Foundntion. This soction dous everything possible te route new individunls into
a P,ii, Course.

I Course Scotion

A five ovening PE Course is given weekly., Its curriculus is procisely laid
down. Its total purpose ia to explain clemontary Scientology and prepaxre and route
pevple into the Co=audit,

The H\3 Co=oudit Section

Vsing precise processos developed for thie uvoction only, the HAS Co-audit
(Do it Yourself Procossing) secks to improvo onses end further intervst people in
Scientology so that they will take individuwnl HOC procossing and individunl HGC
procossing and individunl treining.

Swmary of the PE Foundation

The PE Foundation is an entrance point to Scientology. If it fadls to poss
poople from testing to a PE Course, from n PL Course to Co-audit and from Co-tudit
to the Aondomy and HGC then it is foiling its functions, the unit will pe low and
the Centrul Organization faltering.

No gection of the PE is an ¢nd-all where tho publie foels nn action Laws hoen
ccrplotode Thut the PE Foundation in itself docs h great deal of good is
indisputable, However, the moment it relaxos on this faet and fails to pass people-
along, it lcts down every staff menmber in the othur five departucnte 8s well as its
own pooplce A PE Foundation income is not adequate to support even itself, cad

tg gorvicca in training and procesaing are not wholly ndequate to functioning in
lif¢s It ie an entrance door. It must be ulertly watched. Ite numberas in

tonting, PE Course and Co-nudit todny arc the orgnnizution's unita und Soicentolopy's
poeble LomOrrow.

The PE Director is now, next to the [isen. Sucretary, the most responsible
porgon for solvency in a Control Organization.

The Academy of 3cicentolopy

Hoadod by the Director of Training, thy acndony is responsible for the
tochnical exocllence of Scicntology practice tomorrow,

Totwohing two different courses in thu same clasges, the Academy traine Hubbard
Praoctioal Bcientologists and Hubbard Profosasionnl (HPA/HCA) Auditors.

The Academy also tuvachus an uppor level coursc once or more 2 year known as
the Bedcne (Hubbard Cloaring Soientologist) Coursu.

Preoise scheduling, crisp training and tpuc, dirgot anawors to the studente!
quections makea an Academy.

The HPA/HCA Course enrolls more or less uvory Monday unlesa the totnl average
unit is to bc gaincd oxpensively through individunl processing only.

Tho Practical course is the same as tho old profcssionnl course excopt that
it is for paople "Who don't want to practice Sciuntology profvssionally.' The
profossionnl course is a toughor verasion with more roquirements.

A bod Academy results in o bad HGC touorrow as many graduatea bocome staff
auditors. .

A good Academy is known bty its anappy ocheduling and the degree of basic dota
and nction the student actunlly ahsorba.
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The wbeard Guidanss Cenitre

The AGC 1ig hoaded by the Director of I'rocessing, under whan come all
individual cnses, (pubxic and ataff).

T™e D of 7 is the case cunr of the organizution.

The D of Ps totul administration is done by HGC Admin. The D of P
does not do admin, only technical, but is in charge of admin ~nd all staff
nuditors and the department.

The D of P (or in case of morc thanm 30pca/weck, -8 deputy D of F)
interviews HGC cas2s every five houre of procesging to establish the
guality of gonls nnd rudiments and whot the auditor is running.

HCO Admin procurcs nnd aosigns waditors, gives appliconts from
the Regiatrar thoir cose estimates, keupe the files of ceses, overso
proper auditor handling of forms, oversows testiug or gets it donu for
HAC pes when PE tosting is cleoscd, finds ond aseigns rooms for auditing
and keepe, in general, the lines moving in the KW,

If the D of P does these things or worse, taken preclears to process,
you don't have an iGC. You huave o technicnl collapuce

HGC quality must be high and staff hizh. It is the highemt toechnicnl
quality in the continent.

An HGC staff auditor mudits directly on current run~down and produces
high cosé gnhinu. H3IC Staff Auditors ~ro the most respected auditors in
Sciantology und for a peried of 11 years have always gottan the higheet,
fastest results in Dinnetics and Scientology. A staff suditor may
rofuse to proceas or refuse to release from processing nny pc.

The HGC was born to show field auditors the results thut could be

obtained, and lived on to carry the full burden of successful cuditing
around the world.

ADMINISTRATIVE LIVIGION

Lipte 0f Promotion and Repdistration

L of ¥rid is headed Ly o Director of PrR only in the largust of
Central Drganizations. Otherwise ite two gections are headed by
Registrar - the ersonal Registrer ond ihe Lotter Regiastrar.

Permonal Registration Seotion

The Personnl Registraticn section finds and signs up appllcanta
for the Academy ond the H(C.

The section includea one or more porsonal registrars, the rcceptionist
and for Admin purposes, vorious admin peraonncl in the technical division.
It is hoaded by the Chief Rugistrar.

For public purposcs (and possibly in n future change) 2ll registrors
may be called or eign themselves ne "Consultants,.'
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The whele actusl ilncome of the genbpal Grmﬁmi3a2103 1s Jdependent
unoh the mctivity and sxeellepce of the Chiel Repisgtrar, just as its
potential incowe denends upan wﬂ and the &&L*bp Registrar. If PL ond the
“otber Registrar do not gel thom in, il 18 stili up to the Chief
Registrar i do so. The bsau. Sec, pecsives the total income report

rom the Chief Registrar each week as part of the Personal Registration
Sectien Report,

The PYerscnal Registrsre inberview appiicanty, sigrn them up on
coctracte @nd relenses and tehe thwsir woney for individual training and
procesging. When prospscts seem too fow, personnl regicstrars ge hack
over Yhot files" and by pheone or other morns, seck to get people in,

A PrrFDIB] registrar cannot mccept applicants finally for training
oand processing. ThlB is done by tho I of T and HGC Admin. The applicant
when fully signed up is sent to technical. HGC Admin may demand more
hours be signed for after assosement (not test) by E-Meter - if so the
personal registrar signs thom up for more, adding the houwrs to the
sontracts and taking in more money.

Fersonnl Rogistrars ere entitlod to view the profiles of HGC =nd
Acndeny results.

A personnl Registrar alwaym interviews o student or HGC pc after
ining or HGC proceseing and usuclly unets scue 50% of an Org's incouc
r zi' itiunal zign up in these "nftor intorviows."

The motto of a Personal Registror is “Always sell something, evon if
only 2 book.%

Unfortunately Pwrsonal Registrars have “income ceilings” for the
Org. Any givun Registrer may ¥pin® the wook's incoue at a certnin figure.
This has to do with acceptance level on money. /[ Registrar must he
wholly free on money or this will happen.

Registrars are Admin not tachnicol nersomncl but usually the best
rogistroars are good asuditors. RHowever, they may not assign times of
procesging for the HGEC, nor way thay criticize HAC results %o a pe. If
ragistrars are dissatisfied with results, the mattor is brought up in
Adcomm or taken to the Assn Sec., or even the HCC Soc¢ if po remedy is
forthcoming.

The Letter Repistrotion Section

The Lotter Hepgistray ie Lo chazage of the letter Registraticn Section
of FrR. ’

The Letter Registrar end sssistants keep . gteady flow of lettors
going to applicants to get thonm to come in for training and processing.

Income is proportional to the number of lettors mailed a few weeks
proevigusly.

To send out hig or her lettere, information packagea and other sail
materinl such as projects, the Latier Registrar has executive charge of
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all typists, Ceutral Files, Address, Mail Room aud Membershipe.
| TYPING POOL

Anything to do with getting letters written and mailed or sending ou}
mailings or mail projects is wholly under the Letter Registrer.

All typing and typists are under the Chief Typist.
GENTRAL FILES UNIT

All files on Sciontologiats or applicants are under Central-Files
in-~charge. These include a file folder for owory one who has ever bought
anything from the Central Org, The files fyre divided into Live and
Innotive Filea, Magazines go out only to Live files, But lettors moy
be written to persons in Live and Innctive Files. Sverything about a
poraon, except his financial statements, actual training record and
test record is in CF, but dnta oven on those, such as profile sheot,
ocan be included. For ingtance a eopy of an invoice, the profile of a
n:; tost taken, a notice of certification, all are forwarded to CI" for
tiling. o

) Address Unit

Under Address in Charge, the up-to-dnte addresses of all persons
in the live and Inactive Files of CF are kept readily uscable on a
propar addrees wmachins.

‘Address-In-Charge is nlwaya roady to give any unit or department
a complate card file complete with designations on persons in thom whon
that function is interested.

- Address~In-Chargo receives a copy of nll invoices before they go
to CF to moke proper addresa chunges or bring designations up to doto.

All mailing and mail functions of the Organization properly come
undor Address-In-Charge. This is exterpal meilings. The internal
dospatch system can also be included here if in uese.

All frenking mochinery also comes undor Address-In-Charge as wall
as stampes and thoir safekoeping.

Monbersp_i_m

Mombershipe (as woll as the issue of IIAS Certificntus) come under
the letter Registrar and are normxlly handled in the Address Unit.

Summary of Letter Reg. Saction

The writing of lettors, the packaging of info packets, accuaulation
of mailing lists, and the handling of all files and addresses is a highly
doveloped activity in Centrul Orgs. It is cnormously important since
o Centrnl Orgonization income, oven when PE is running well, is forecaast
by the volume of thie section. Volume has long since proven to be more
important than quality in the mailing of lotters and packages. Any
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communication is better than no cormunication, as faote and figures have
proven for years:, Of course quality plays its role hore too. Autumn 1960
dnta on how to write lettors coxists and should be followed,

Healing ARC brenks is a function of the Lettor Rogistrur,

Preventing ARC hreaks from happoning by proper designations and
address and Membershipe ie all prat of this unit,

This section receives ites mail at once nfter invoice and receives
copius of nll invoices. You can't expuct high outflow and deny the
section its inflow., NMuil important to Porsonal Registretion is quickly
anawered by letter Reg ond passed to Porsonal Registration when. it has -
te do with poople stating they will come in,

There is only ome Central Filus. Il'orsonal Registration may have
foldera, but just to use, not to kcupe Uhen o folder govs out of Cr,
a dummy folder is slipped back in, so marked as.to tell where tho rual
folder went. Anything to be filled while th¢ main folder is gone ls
put in the off-colour dummy and placcd back in the main folder when it
returns.

Card filos from Address rather than CF folders are used by other
departments than the Letter Reg. Soction.

Dept. of Material

Headed by the Direotor of Material (Dir Mat) the Dept. of Moterial
owns every Mest object including pievces of paper in the entire orgonization
and is responsible for its inventory, existence and good ropnir and usage.

Material sots up and clears away rcooms, keeps the pluace clotn,
maintains ovorything, orders ond supcrvises conatructien and even
procures new office or auditing spnoce. If ite Mest, take it up with
Materiale If its service or significance or personnel, take it up
elsowhere.

Material dovs all purchasing for the organization.

Purchasing can be dons only after a dept. Head and Aesn. Scc
approval on & purchase order, no matter how swnll the item. The greatest
single threat to organization survival hoa been Purchasidg by Matcerial
without proper judgement and authorization by purchase order. Both
Washington and lLondon have been all but crushed by this function done
wrongly. Johannesburg, purchaasing with bad judgmont, wound up with
very little material despite huge bills, Purohasing is a fine art and
in Central Orgs a primary threat if done too abundantly or wrong,
Purchosing con be so bad that the Orgnnizntion can go broke while
acquiring nothing. Further, enough money to pay its bills aand havy
things is o better index for necessary income than the unit. If the
disburseuwent fund is kept more thon adequate, the unit will also be
hizh. Finonoial man-gement includes what is to be bought. Wwhen its
okayed by the Asan. Scc., Material cam buy it. But if Materinl, in
licison with Accounts, sees danger in buying Material must toke it wp
with the Assn. S8ec with more figures even if the Assn, Sec has already
okayed it,
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The biggest potential upset mert to purchasing is "job completion,”
An Organization can be torn apart if ench job, started, is not finished
before new jobs ers begun. Unfinished jobs can upset everything. They
mat be avoidesd,

Material should be given proper achedules of activities so that roocns
con be set up or auditoriums procured well ahecad of schedule.

Cleanlineass of quarters is & public point of acceptance of Scientolory.

Dive Mat, is o highly rssponsible job. It can make or break an
Orgenization.

Dept. of Accounta

Headed by the Dirceoter of Accounts, the Dept of Accounts roceives,
safeguards and exponds funds in the Organization, No other person can
expend money, though others con receive it if it ie proaptly honded to
Agcounts.

Scientology Orgs had trouble with wiccounts until & special nccounting
systen for Central Orgs was developeds That systom is of a vital nature
to the Accounts Dept. and must be followed without additives, ponderous
ledgers, poculiar sub-systems or doletions.

A Sciasntoliogy Arcounts syetem de simple. It works. It consists of
writing an invoice on ¢ fouswcopy machine for everything received aid a
digburacncnt veucher cn o four cory disbursencent maohine for everylhing
expended, aven petiy onsh, with & completed statement of what Accounts
knows of the expenditure.

The syrten congists of four files - one with a file for evory creditor,
one with a filc for overy debtor, one with a completo fils for every
bank account and one with a filc for uvery weekly broakdown anvelopa.

A boord with nails on it for pinning up invoices for every oantegory
on the breakdewn sheet and a book to put income sheots in plus nn adding
machine and cebinets completes the entire syatem,

Then if accounts will file every picce of puper, lotter, invoice,
voucher apd reccipt that comes in in those files properly, anybody can
sumanrize them and financinl managemont becomes possidble.

Monthly, on a mimeo sheet that benrs the name of every creditor,
0ll bills are listed from the Creditor file (not from bills mailed in
by firms) added up and presented to tho Asen. Sec, with bank statoments
for his directions aa to poyment.,

A simllar mimeo sheet is made up »f debtors eoch month and tho
trounts they owe us.

Pay is paid not by cheque but in cash by the signature of tho stnff
member on & disburscment voucher that tells the whole tangled story.
Staff members cach have n folder in the creditor Tile at tho baek in
which coples of the voucher are filed,
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A chartered or certified accountant can always do a quarterly
bilance sheet for the Central Orpg rapidly from thesc filea if they aro
wept up and are as designated.

we don't copy figures from figures into vast piles of day books,
ledgers, statements and other mysterics unkmown, The files are these
tookse The low demands records everywhere., These axe the records we
want e

Whon pueople pay on their bills, inveice it, (scnd them the while
with their next statement) nnd file it in their file folder,

Our weekly breakdown shest, showing gross and units, apouuts
deposited to salary sum, disbursement cccount, building fund must be
displayed to the ataff cach week on n strif bulletin board.

We are intcrested in completc, orderly filecs and their individual
summations That's accounting in Secientology., If the Accounts devartwent
is doing something also, thoy'ro still in the 19th century when accounting
whg a vast mystery and managers went broke,

We huve had good accounts and un cany life for Dire Accounts
cverywhere the moment this whole system went in. [Kven governments were
catisficed,

Admin Report Forms

Only one raport (and its income shcet) is pormitted per department
per woek « except in PrR wherc each of its twoe sections report.

We don't allow random report forms to develop in a Central
Organization. Uverything anybody wants to know is on o deptt's single
roport sheget for the week.

HCO WW ultimately rceeiven all excupt income sihcets.

Technical Report Forms

A report by each studunt is reogquired cach weck by the D of T,

A report for each session given « pe is required from steff cuditors
by the D of P« Thosc arc "reports to LeHeH.!

All these are ultimately roceivod Ly HCC Ww.

Holding the Form

The above write up gives tho ceoentials of the form of a Central
Organization.

Therc are many policics. Thece are found in the HCO Policy Luttern,

There are meny specific linee and instructions. Thesu arc also
nainly in HCO Policy Lotterse.

It isn't the type of arcu a Central Org is in that estoblishes the
unit for the staff, It is the adhercnce to the form. As soon an parts
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of tho Central Organization broak down tho unit ic affectod advernely,
. al Urgenipatl ; ; g

A Centrel Organization now makes ns muoch aa it adhores to the form
above and gots in as much hot water as it dous not. The carnings of a
staff member are directly rolated to the puttern boing kopt. ‘This form
of a Contral Org requirod a decadw to duvelop, .1t is basod not only
on what ig right but what Contral Org personncl will do. Follow it

S

Therv are certain truisms which have devaloped rogarding over
all dopartment function; Thosc are: °

1f tuchniocnl breaks down (HGC) thy wholo show goea. Staff mumber
cases bog, executive porsomnel ien't doveloped, ARC breuks disrupt thu
field, g
A budJ: run Acadamy ceames to he attended at once by nomo
mystordous grepuvine.

If the PE Poundotion :um't atendily flogged by the HCO and l.son.
Sec its order crumbles since it ie the first point of impact by &
dioorderly public, Where th¢ public contacts thu Central Org the
points have to be’ ‘hold hard to keep ordor in.

We must never put things on '"wait", The logal oagleo are nlwayo
nsking one to wait. Companies arc alwnys putting us on "wuit“, Don't
.Stand for its Crush it through,

A staff member should be judgod by his effuctive uction on post,
not on his charm or porsonality to othur staff members or lack of
porsonnlity. .

A cliquo of frionds of the top versus tho rost of staff clwaya
donotos fear on the part of the tope. The proper group is the wholu
staff in and doing their joba,

It is butter to train than process incouwwewisu but don't neglect
eigning up pos.

A staff member whose appoarance is sloppy tonds to handlc his corm
the same way.

A socurity risk staff menber can roquire ns many as 2 additionnl
astaff{ mombers to handlc the resultnnt Dov-T. Socurity rieks arc dyncmite,
Only with sccurity risks do you got lying rumours and bad morale,

Never fill a post with a socond-rater just to have u post filled
on tho Org Board.

It meakos & oamouflaged hole. luss staff, if highly effective, c¢an
get more done.

Don't try to roise the unit by firine good staff ever. Como down
on the PE and registrors instead,

Get books s0ld to get people in. That applies to PE andrreception
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and tho Rogistrars aa well as HCO.

Ae an excoutive don't drag people off jobe to get emerguncies donoe
Emcrgencies only occur after somobody drops the ball.

Frue weocks demanded by HGC moans the ragistrer-HGC Admin line has
broken down, that HGC is doing a poor job and that people aren't signing
for cnough processing.

Keop field security risks out of PE, training and oven the promiscs.
Thoy cost a lot of poople. .

Keep staff procossod until they're . cloars

Domr't let o peraon on a department hoad post who has a bad necdlo
renction to control.

Don't let an auditor on staff who has 2 bnd needle on help = thoy
drousatime failed help every time.

The Assn. Sec can ordor n staff mouwber to processing at staff rates
but not to the detriment of processing of thu public or other staff
wombors. _

Run o tight show, using this outlinu of organization, convurt all
franchises to Contrnl Orgs, keep tochnical high and income up and wo'll
mako it.

L. RON HUBBARD

LRH:ae0: js:mas
Copyright (¢) 1961
by L. Ron Rubbard
«1L RIGHTS RESERVED
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