HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

Remi HCO POLICY LETTER OF DECEMBER 11, 1961R
emimeo ~ (REVISED 1 APRIL 1973).

: QRGANIZATION RUDIMENTS
(Include: Duties of the HCO Area Sec,)

The handling of a Central Org begins with simplicity
and ends with complexity from additives none know uvout
but the adders, or omissions none ever noticed were now
gone,

For some time, I have been advocating that you get
one piece of organizational data in before you do another,
This has been & very rewarding action. Orgs have become -
better off at ouce by doing this, -

Therefore, let's call it 'Rudiments of an Org' and
have the HCO Area Sec get them in one at a time all the
while the Exec Dir is keeping things running, '

While orgs are not cases, they sometimes act aberrated.
This is never from unwilling staff in my opinion. It 18
alw§¥s from uninformed staff, untrained staff, disorganized
staff, ,

Therefore, to make an organization whizz, while
keeping it running, you don't try to get evaryi:zing straight
at once, You get in one simple thing., Then you get in
enother, . ‘ )

An org is composed of two factors, These are Technical
and Administration, These must never get out of balance,
in either personnel numbers or programmes, Therefore when
getting in Org Rudiments, you always get oné in in Tech
and one in in Admin at the same time, .

Do rudiments in order, Get one in before going on to |
the next,

RUDIMENT 1

ADMIN: Be sure organization is properly registered and .
In proper legal relationship to the Intermatiomal Board
of Satentology. Be sure key posts are covered even if
doubled,” Make sure there is an Exeoutive Dirsctor on post
doing fxee Dir work of running org, a Registrsr, a Letter
Registrar, somebody on publiec, somebody on Accis, somebody
receiving and mailing the mail, somebody answering 'phone,
somebody selling books, and that the persons on these
posts are doing these Jobs,

Do up the org board properly and truly, Get Chinede
Sohool done on it daily with all ezecutives and staff.

Make sure that quarters exist adequate to need, that
bank accounts exist in proper order and that records of
income and disvursement are veing kept.
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Be sure the standard unit system is in force without
large sums going out on fixed pay or unjust favouritisms,

TECH: Be sure that there is an Academy in the hands of a
person who knows his Scientology and that there is an HGC
in the hands of somebody who can crack cases and that staff
auditors exist who can audit,

The extent of action of this rudiment is to get besie
legal, basic posts, basic quarters entirely covered, a
condition which may deterioriate at other times than at
an org's beginning. So cover all these points by careful
review each time this Rudiment is done,

Incidentally, make sure there are no new departments
or posts which are contrary to the seven divieion system,

RUDIMENT 2

ADMIN: Get the personnel busy, We don't care at vhat,
but really rip up people who stand around talking and
who burn up the staff's units with no production,

Get staff meeting reorganized and geing,

Hold a staff meeting, explain unit system and how
nobody can afford idle hands. The way to raise the unit
is to get busy, New wild ideas won't work. It's getting
busy on the existing ideas that raise the unit, The org
makes as much as it can deliver service and no more, Find
out who thinks they are overworked and underpaid and find
out what they've done on their Jobs the past week.

Raise a storm and get people busy,

TECH: Get the Supervieors training end the auditors auditing,
We don't care how at this stage. ust get them busy doing
technical actions flat out, We don't care how, but get pcs
being audited so they're better and students trained so they
can audit, ,

RUDIMENT 3

ADMIN: Get the Current Policy Letter on the Seven .
Division system brought to date and then hat checked on
everybody including all executive, admin and tech staff
and the Janitor, Get everyone to pass it from Exeoc Dir
to cat on all departments until every person knows the
functions and actions of all departments. Then they see
vhat's supposed to be happening.

TECH: Get all trained Scientologists checked over on
operating an E-Meter until there isn't anybody present
who hasn't passed E-Meter Essentials 100% per¥ect and can
actually run a pc on a Meter without goofs of any kind,
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RUDIMENT &

ADMIN: Check out the Letter Registrar and all address
and mailing personnel on their Jjobs, making up any none
existent hats from old files and get all the addresses
you can that would mean anything into action and get them
personally getting written To as a steady high volume
programme, :

TECH: Get all Scientoiogists into line on Integrity
Prosesaing until they never goof a withold on anyone,

RUDIMENT 5

ADMIN: Get the Registrar and Reception Hats made up andi
checked out and the body lines of students and pcs really
straight and working, =

TECH: Get D of T and all Superuyfsore Hat checked on the
Tatest Academy run-downs and make sure the Academy is running
to train students, not to burn time. Get Academy 8C tough
end sharp and training pressure up. When the students?
tongues are hanging out and their foreheads bead with sweat
and they're really learning, this rud is in, ' '

RUDIMENT 6

ADMIN: Get Accounts Hats on and Collection straightened
up and to date,

TECH: Hat Check Tech S¢o, C/S and D of P on tha (/S Seriee
HCOBs and the Classifieation and Gradation Chart (Ref:

C/5 Series 25) and get them functioning on them, Drill
and get the HGC lince in. .

RUDIMENT 7

ADMIN: Integrity Process. all personnel, refardless of
whether they've been checked before, Intagrity Procesesing
Form 2 —)Ganeral Staff Integrity Liet (HCOB 24 Dec 72
Tgaue II),

TECH: Inteqrity Process all personnel, regardless of
whether they've been checked before, Integrity Proceassing
Fo?m 2 = General Staff Integrity Liet (HCOB 24 Dec 72 Issue
II * :

RUDIMENT 74

ADMIN: Get the "Personnel Information and Routing Farmf/f
into full uee. Enaure all extating staff have filled one
in, have sent it aes far as completed to Central Personncl
Office Flag (retaining the carbon copy) and are working
through it to oomplate it. Ensure all new personnel recefve
one when reoruited or hired and work through 1t sanding each
page to (entral Personnal Office Flag as they complete 1t.
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TECH: Hat Check Qual See, Dir Pers Enhancemant and Personnel
Programmer on the Teoh and Polioy of how to program a staff
member, and get them functioning on it. Get all etaff
personnel properly programmed.

RUDIMENT 78

ADMIN: Hat Check the Dir Peraonnal, Hatting Officere and/or
Estos on the Tech & Poltey of how to Hat Check and get them
Funetioning on i{t. Get on-the~-job hatting going at a high
roar.

TECH: Hat Check the Qual Sec, Dir Psre Enhancement and Word
Clearers on the Word Clcaring Series HCOBs and policy on the
subject and get them functioning on them, Get all Staff
Method € Word Cleared on the Key Words of their post.

RUDIMENT 7C

ADMIN: Hat cheek the Dir I & R and Staff Ethice Officer/s
on the Tech and poliocy of PTS Detection, Interview and
Handling and get them functioning on it. Get all staff
pereonnel chacked for P75 aqnd thoce who are handled. Get
PTS Interview & Handling done as a rapid, routine aotion
whenever a staff member, student or pc is found to be PTS.

TECR: Hat chock the Tech Sec, D of P, C/S and Auditors on
PTS Teok handling and g2t them ueing it where applicable.

RYDIMENT 72D

ADMIN: Get all poated staff who are not Staff Statue II
trained on their Staff Status I and II Checkahcats and
avardad their Staff Status II.

TECH: Hat check the Tech Seec, D of T and Staff Hatting

College Superviesor/s on Staff Hatting College Tech and poliey
and pet them functioning on tt. Get aetaff attending regularly.

RUDIMENT 7E

ADMIN: Hat Cheek all aezaecs from Dept Heads up on how to
vrtte and use Admin Cremming Orders and gat thoem ueing them.

TECH: Hat check the Dir of Correction and Cramming Officer
cn eramming tech and policy and get tham functioning on tit.
Get Cramming being done including admin cranming.

RUDIMENT 7F

ADMIN: Get all etaff who have not had Lt »run or co-audited
on Objeetive Proceescs, CCHs, 8C, S-C-S, Havingness, ete, or
(if not advisablae tmmediately for a particular caec) get it
ineluded at the next suitable point in the pereon's program.
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TECH: Get all staff who have not had tt, run or eo~audited
on Objective Processes, CCHs, 8C, S~C=S, Havingness, etc,
or (1f not advisable immediately for a particular ecase)

get it included at the next suitable point in the person’s
program. ' ' e

~ Get daily Tech training of Taech personnel ineluding T3s.

RUDIMENT 7G

ADMIN: Get into the hands of aevaery executive and staff
member a full A-T Hat for hies poat/s plus a Staff Hat (Ref:
HCO PL 22 Sept 7?0, Pere Series 9, "HATS"). Gat all execs
and staff who are fully hatted working daily on their post
hat ehecksheet using Word Clearing Methods 6, 7 and 4.

TECR: Hat cheek Qual Sec, Dir of Pere Enhancement and the
STO on Staff Training Officer policy and Tech and gat them
funotioning on ©it.

RUDIMENT 8

ADMIN: Get Fetates Manager Hat assembled and checked and

ge uilding(s) clean, his personnel straightened out and

odd Jobs unfinished ended or re-started, Check up on any

new guarters or plans and status of buildings re mortgages
etc, ' o

TECH: Get Staff Auditing Programme in hand and staff staff
auditors well hatted and operating and review staff cases
with D of P to be sure of progress, Check, by this progress,
that no patty cake tacit consent is occurring in view of
fact execs choose their own auditors,

RUDIMENT .9

ADM%N: Get magazine in hand and outflowing to all
avallable lists, on schedule, streighten up such lists
and improve means to acquire more names,

Check over Comm Centres and see that all persons in
org have proper comm baskets Check up on HCO Hats and
Comm system, ‘ '

‘Get_report lines to Flag straightened up,

TECH: Get all staff auditors and supervisors Hat Checked
on all Tech bulletins that apply to their jobs, Get all
Tech personnel High Crime Checkoute in PT.

RUDIMENT 10

ADMIN: Get Dietridb Sec, Dir af‘Pubiic Servicing and
Supervisora Hat checked on publie admin, schedules,
advertising etec,
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TECH: Get #R5 Course and //QS Course running on best current

rundown and these supervisors Hat Checked on technical

;

material as it applies to their actions,
RUDIMENT 11 |
ADMIN: Get Exec Dir Hat Checked on all applicable policy,
s comm system, guarters and lines straight, get any personal

personmnel h¢ has Hat Checked. Get his 0,I1.,C, board going
or up to date and gone over with him,

Check up on Org legal matters and position,
Check up Org pequnné; procurement and records,

TECH: Get Extension Course Director Hat Checked on his
or her post, books and answers and his or her technical"
accuracy of reply to Extension Course students checked,

RUDIMENT 12

ADMIN: Get book sales going in reception and thfough
mails, book supplies adjusted and planned out,

IECH: Get all Scientologists on staff checked over on

ere they stand in classification, Get them working
toward or examined for next classification or reviewing
developments in their current classification. Go over -
their needed items on their own classification check lists
with them to get them to studying, a : :

~ RUDIMENT 13

ADMIN: Go over CF thoroughly and get it in hand and CF in
charge Hat Checked. Check over and get straight Memberships
and Certification, Check up on Dept 13, Dépt of Validity.

TEE&: Go over HGC or publie testing or both and Hat Check
all personnel and review their body traffic lines and

testing records,

RUDIMENT 14

ADMIN: Go over Accts Disbursement system'and Hat Check
personnel and review Policy Letters with them and inspeect
accounts, Check up on HCO Accounts and percentages to WW,

TECH: Step in on HGC Admin and interview HGC pcs to
establish their attitude toward HGC so any faults can
be corrected in Technical service,

 RUDIMENT 15
DMIN: Arrange Open Evenings, future evests and speciai
ourses, ‘ ' '

x>

12
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Hat Check all additional persennel and units not
reached in these rudiments and get ‘their hats and Jobs
in order,

TECH: Interview Academy students to see that they are
actually-‘learning something worthwhile. Examine two or
three at random, talk to many, Try to shorten up their
length of time on course and extend their knowledge,
reversing any tendency to lengthen time on course and
shorten knowledge.

RUDIMENT 16

ADMIN: Straighten out Ad Counatl, read to it the paper

creating Ad Couneils, get it effective in advising,
Straighten out any misconceptions of its position or
abuse of its functions,

TECH: Hold several nightly meetlngs of all 801entologists
in Org and straighten up any difficulty they may be having
with current run dovm, Answer thelr questions by referral
to HCOBs or taves. Set up routine study of materials,

RUDIMENT 17

ADMIN: Get HCOB and Pol Ltr files up to date, Be sure
tTapes are available where needed and tape library well
cared for, Examine Field Auditor reletions with Org and
take up their correspondence with Bxee Dir anud straighten
out any difficulties with them,

Check up on any Special Programmes,
Check up on Ethics Problems,
TECH: Look over guality of auditing in field and attempt

to get weak spots retreaded at Academy or audited at HGC,
&Enforce policies on uses of processes,

From here on review the Org as a whole for a week
or two, not more,

Then do all rudiments again, checking on them in
the above sequence, finding if they're out and in the
above sequence getting them in.

If all these rudiments stay in, an org will prosper.

It may take 34 weeks to get them all in the first
time, 20 weeks the second time, 10 weeks the third time,
etc, until they can be done easily in a month,

Naturally, all this time personnel is coming and
geing and transferring and one has to get them on the
job when they get on the job, But all this is routine
Org running and has nothing to do with rudiments, One
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has one's job and the Org is the Org and then there are

Rudiments to get in. And, as in any session, if they do

g0 out by reason of transferred personnel or ineffective=
ness, the thing to do is get them in in an orderly sequence,

not drive the whole Org mad with a turmoil of doing it all
at once, Rudiments w;ll g0 1n. And units xill come up by

that reason alone. '

BUT dontt ever leave a Rudiment until it's IN. That's
good auditing and goo organization.

And each time vo et a Rud in write me a short
%esgatcﬁ sa?iné how is was ang ;s: and sand an Org Rudiment
eport to ag Data Files,

I strongly advocate this programme., These are exactly.
the things I would do if I were right there daily, And
you'd see things hum, So my $ecretary on the ground can

do it for me, It would be a real help. And if continued:
and kept on with over and over, how could you lose?
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