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Probably The bas:c reason- for The expansnon of bureaucracles is Dev-T.

When Admin staff in one of our orgs beg:ns to exceed tech sfaff then it
is obvious that a lot of Dev-T is on the lines. Proof of this is the contin-
val finding that an increase in Admin staff does not lead to an increase in
income but on The contrary offen heralds an era of decreased gross income.

Within reason, you must not oncrease Admln sfaff numbers unful you have
Thoroughly hunted down all Dev-T and teken adequate remedies for it.

When'a government sees a lot of despatches it thinks it needs a lot of
people. Thesc, making more Dev<T, then seem to need many more péople, etc.
The cure for a lot of despatches wnfhouf a lot of new income showing up is a
brisk analysis of the org's comm lines, :

This is simply done.

(1) Look around for consfan+|y full and not empfted In baskefs. When
you find one in which the traffic does not move, ook the post over carefully
and decide which one of the following to do on the basis of what you find on
that post (a) educate or (b) replace. If, when (a) is done, the basket again
remains as before, do (b).

(2) Look into people's baskets for despatch and lef%er.dafes; iIf you
find a basket where these are quite old, find out why and make up your m:nd what
to do avout it on the basis of what you find.

(3) Look into drawers for cached: despatches, letters, etc. If you find
a drawer full, rcalizc somebody 1s staying clcan on the boards by hicing what
should be v6510le. Find out why this violatlon is occurrung and act accordingly.
: (4) Look over the *raffic flow of the prlncnpals of The Org (Assn/Org
Sec, HCO Sec) and analyse their traffic on the basis of the number of offline,
offpoilcy, off-origin despafches. Note what staff members. are doing these and
act accordingly. : -

(5) Make The prnncspa!s of fhe org keep logs of offllne, offpo!ncy,
of f-origin despatches and also bodies brought with despa*ches. ‘After onhe
week, take these logs and, as they spot the Dev-T artists in the org, act
accordingly.

The main Thnng To know is never get reasonable about Dev- T If it
doesn't cure by education or other me: means, then you have no ‘choice buf to act.
The sooner you act, the better for everyone, » :

-'NO_WORK. SR T

The Anglo-Saxon race has a, craZy spo+ on the subJec+ of work. Tne_whole
ambition is’ To not work . _ .

This is quite.at variance with: SGVbral o?hen races and normal Thefan
behaviour. . . ‘ L P o

Easily the greatest source‘of'déVJT is noh-complfanée"or no-comm.

You can say all you want abou+ dcspa#ches and analyse Them Thoroughly
and with benefit to all.

But the mosf:deadly conditions, the things most likely fo produce the
greatest floods of traffic in the fong run are non-compliance and no-comm.

One or the other of these is the basis of any emergency.

So in analysing ftraffic to increasc income and efficiency, be‘very alert
to the points of non~-compliance and no-comm,
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sender in trouble when acted upon,

Example: A staff auditor proposes to the Assn Sec that students be trained
better in 8c because of a recent HGC flub. The Assn Sec jumps on the D of T.
The D of T privately pounds the sfafquudifor”ihfo the ground.

111 feeling in orgs usually stems-from these off- rigin despatches.

In the above example, the staff auditor should have taken it up emphatically
on the basis of a flub in the HGC with the D of P who then would take it up with
the D of T still on the basis of an HGC flub. Then it has a chance of straight-
ening out., You see, lacking data, the person originating an off-origin despatch
usually assigns wrong cause. In The above example it may have been certification
at fault, not the Academy at all, One can drown in a sea of errors on these
off-origin despatches. . Bas:ca[ly what ails governments is thelr dependence on
spy reports, police reports etc. The reporting person does not wear the hat
which should have originated. -

When a staff member does not himself originate when he or she should, it will
show up in the OIC reports and in emergencies. It is handled by putting on the
person's hat, auditing or personnel transfers, not by off-origin despatches.

Did you know you can let an entheta despafch drop right there and create less
entheta by doing so? Try it sometime,. .

Not all off-origin despatches are entheta, of course.

Part of this type of despatch is of course off-zone. Perth originating for
Sydney. Or Los Angeles originating for New York. Or Assoc Sec London (as once
happened years ago) doing business only in Australia., Or LA getting pcs only
from Nevada. Here one sees somebody operating for the wrong zone or for only
part of their whole zone. On a smaller look, a staff member doing only part of
his job produces a similar result. And somebody doing another staff member's
Job is another version of it.

, Off-origin:despafches dr work can make an awful lot of Dev-T - not always
pleasant.

ORG BOARD DEV-T

An out of date Org Board can cause Dev-T,
A staff that doesn't have a well done Org Board cannot help but make Dev=-T,

An Org Board is what we use lnsfead.of Apponnfmenf lists inside orgs. If
it isn't posted on the Org Board, it hasn't been appointed. Why? Because an
appointment is effective only if its work will be routed to it. |If nobody knows
about an appointment, then how can anything but Dev-T occur?

Thus prime prévenfers}of‘Dév-T‘aré:'

(1) A well done Org Board.

(2) A complete Org Board containing all appointments.

(3) A staff checked ouT on the Org Board.

(4) All new staff checked out.on the Org Board.

(5} No appointments existing that don'T appear on the Org Board.

A lot of Dev~T occurs because some people are insufficiently aware of the
existence of.an org. They think "we're all here together working". They don't
realize everybody in the org does a different job than the rest.

There is no one so eager. to regrganize everything as a new staff member who
has yet to discover the org board and its purposes. '

And there is a flood of Dev-T from anyone who:
(1) Doesn't know Thé org board well and who ‘
(2) Hasn't got his own hat on. ' =
Obviously, to reduce Dev-T and keep one's iIn-Basket within reason, one must:
(1) Have a compicte and well-done Urg Board up To'daTe and known, and

(2) Get individual hats on.

Utherwise people will misroutc ocntinuously - sending their own bits to
others and flooding wrong others with despatches. ‘
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HATS

Given a good Org Board with the purpose of each post stated and the whole
thing well known fo sj@ff, tengthy and complex hats become less important.

Hats, complcte ones, are important and of value.

but did you know that a staff member will do best if he has to evolve his
own hat before he reads up on it or afterwards?

The way to do this is on a Clay Table,

Take a very fundamental statement.of the staff members job - a complete,
simpie statement. Then, have the staff member:

(a) Work out the org in relation to the field and public in clay;
(b) WVork out his job in clay in relation to the rest of the org;

(c) Work out his job in clay in relation to his job and himself.

After a staff member has done that (labelling every bit of everything he
makes,) and then done (a), (b) and (c) again,most of those misapprehensions and
not~knows that cause Dev-T will be gone.

And it pays off in the Timc spent by increased effective volume and decreased
Dev-T.

Very littie Dev-T is caused by viciousness or mean intent, |It's just the
accumulations of (1) Nof-knowns and (2) Afraid to dos.

Cure them,
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