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ISSUE III 

E±EC 	DILeTTOR COMM LNES 
szc 

The Executive Diteotor Comm Lines now incledc4 -lecretarial . Excioutave  Direetor in 
all ores including Saint Hill, This consists of  a  note  or  eake  typed  onCiy  the NCO 
,Stenee (or  Communicator where no  HCO Steno  exists or  by the U00 Area,  Secretary where  no 
Communicator exists). It is aealed.with the corroration seal in  the lower left hand 
corner over the signature of the HCO peeoonnel typing it 	It  is headed "Secretarial 
Executive Director." It is on blue paper. The signature of the EXacutive  Director 
or the Acting Executive  Director  is typed below the message. Date  and subject are 
included. Each sec ED is numbered by the issuing.ExecUtive Director. The exact text 
of the mite or cable is duplicated without additions or deletions. This is pever a 
mimeographed item. The original sealed. Sec ED, with the note or  cable, goes to HCO 
files. A copy is immediately posted on the staff bulletin beard  by the  HCO  personnel. 
who typed it and signed and sealed it 	Another.  copy goes  to  the Org/Asan Sem. 
mother copy goes to the HOG irea ec. 

All copies issued  of  See EDs are signed. and sealed ee the HOO  personnel typing  it, 
RS well as the original. 

The Executive Director makes a copy of  the  note  or  eable being  issued,  numbers it 
AS part of the message and files it for own referenos. 

SEC EDs are high speed, urgent eoneunications having the forme of policy and requix 
Instant emergency compliance. Non-Iceee by HOG pertonnel or non-Compliance hy the 
eereon. or department to which it is addressed immediately becomes a matter of - a Committf 
of Evedenee and can result in the demotion, transfer or dismissal of the offender, 

Falsification of or counterfeiting a Sec ED must result in a Committee of Evidence 
with eismissal as the minimum penalty. 

The SEC ED is the high velocity comm line used to change personnel, to handle 
emergencies or to make limited time policies or to handle personnel eontliets or ehronit 
slumpe. 

All See EDs  expire fully one year from date of issue but are kept on record al thous 
n. longer in force. 

The eubjeots of Sec EDs are not general in application to all ergs but only to the 
particular erg to which they are addressed. 

AJ:1=7:'71ATIYE 

Normal general policy enforcement or advises by the Executive Director are carried 
in Administrative Letters. These are on yellow paper, arc mimeographed and are Usualle 
designated General Non-Remimeo. 

The Executive Director's Administrative letters are different from othert in being 
headed above their subject title: =UTNE DIRECTOR DIRECTIVE. 

They remain in force unless cancelled. 

HCO EXECUTIVE LETTERS 

The normal comm line from. the Executive Director. to Assn/Org Secs and HCO Sees or 
Department Heads in Orgs is the HCO Executive Letter of Date. 

This is on legal size blue paper, is mimeographed and is headed TO:, FROM:, 
SUBJECT:, REFERENCE: with numbered paragraphs. 

It is.  always sent General Non-Remimeo and gees to all or even.whanaddresset-ara; 
to one org or even to a person in that org, It may also be meant for every ore. 

A copy,of  every HCO Exec. Ltr. issued is distributed to all Saint Hill executive 
personnel and a copy is posted on the `Staff` Bulletin Board.. 	- 

HCO Executive Letters carry advises, how to do things, short term projects, reques 
for data, information, reports on the.state of things in general. or some activity in 
particular or how some emergency was caused or how some emergency is progressing. 

The Executive Director uses these rather -than individual daspatehes in answering 
requests for instructions from some era officer so that these run downs are available 
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to everyone rather  than jugtthe querying person. In such cases the Executive Letter 
is addressed  to  the  person, but the person's query begins the Executive Letter, and is 
answered in the  body  of  the Executive  Letter. 

The purpose is  to save the  repeating  of similar orders  or adeices  in numerous places 
by separate despatches which, received by only one  person  and  having no publishing system 
thereby lose technology  and  data. 

when an Executive  Letter  requests data  it  is  headed under the  "HCO  Executive Letter 
of  Bete"  line  'WORT  REWIRED. This is  dune. only  When reports are required from all 
orga. A report requested from one org  is  not so headed.  

The  International Org Supervisor at  Saint  Hill, on  seeing  a REPORT REWIRED HCO 
Executive Letter,  immediately makes a  folder  for  it, with title  and a date one month 
hence  and holds it ready. 

Ui  reports received as a result (usually written  on  the ExecutiVe Letter received 
by the  org by the reporting orficer) are  instantly  and accurately filed in that folder 
by the Int  Org Supervisor. 

• In.  exactly one month, - as visible by  its  date on the folder,  this  folder is given 
by the Int Org  Supervisor to the Executive Director, Whether  all  orge have reported or 

The ExecutiVe  Director then makes  ute of the folder and either  gets the number of 
report:, completed  by cable  action or otherwise  hendles  or uses the  data.  It  is not 
further handled  by the  tnt Org Supervisor.  • 

4hen  such a. folder is coMpleted,  a summary  of  the  reported data received back by the 
- Pxecutive Director is  commonly made the  eureject  of  a new BOO  Executive Letter referring 
to  the old  and is issued, thus putting everyone  in  the pictureF It is possible that 
this new HCO  Executive Letter also earries a summary of the orders given by the Executive 
Director as a  result, but the  actual orders  are issued as Sec  EDs or  Admin. Ltrs. But 
when the  Executive Director is through  with it  the folder and allI - notes and a record 
of all actions  are  filed in the Int Org  Dept tiles at  saint Hill  under Exec Dir Exee 
Letter  Reports. 

The Executive  Director tries  not to pour  out volumes  of  dispatches and individual 
advtoeb  to isolated individuals but  uses the  Executive Letter system instead. 'ibis 
has the effect of staff audiences being  given  on all manner of interesting matters and 
is  useful to =many  staff members and orgs, 

Distribution of  IWO  Executive  Letters is  as byeGenetal Non Remimeo but in the orge 
the spare is  posted on the staff board  on a clip  board and  a copy must -  go , to the person 
or staff  hat to  which it is addressed.  Saint  Hill Distribution is to all Saint Hill 
Executives and  a  copy is posted on the staff  board. 

Addressees in  an  IICO  Exec-  Ltr as in all other  comma  are to  a hat, not a person. 

Comments on entheta  despatches are avoided on  the  HCO Exec  Ltr line. Etthetaean 
usually be dropped anyway in all  comma unless it  is A matter involving an emergency. 

OW2PINIS 

The vast number of clippings from  papers  and magazines sent to the EXecutive 
Director  can be filed  in  clipping books  without  further handlingeor acknowledgement. 
qhile  they often have importance,  people sending  them expect no ack as the clipping is 
not  really an origin by the person  sending. 

BOOKS AHD  MAGeZINES; 

The large flow of books and magazines should be filed properly or discarded. 

Books sent by individuals are always acknowledged. 

PRACENTS 

Presents arriving fer the Executive Director, board members or the Chairman,' 
Should have a thank you letter attached for signature and seat on to the intended. 
perl= fer receipt and signing the thank you letter. Presents must have a thank you 
letter attached before being forwarded to the Executive Director or board membe . or LEH. 

ANNOULCEUENTS 

Births are acknowledged by  an Associate  Membership in the name of the new baby. 

Marriages are replied  to  by a  note of congratiAlations. 
Divorces are neglected. 
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Deaths are acknowledged by a note of condolences for the signature of  the Chairman 
to the next of kin or informing person requesting condolences be given to interested . 
parties. 

HCOPOLICY LETTERS 

HCO Policy Letters (greenj...nk on. white paper)-are nat,issaed by the Executive 
Direetor or other persOns'thanethee0hairmaasofethilloards  

, . e 	. „ 
HCO Bulletins (red ink .an white PePer)  are not iesued by the Executive lireetor 

but by the Coeordinator of Releareh,which retaihaes4 I'M - bates .  

41r94§,, 
Reports from orgs including Saint Hill received by the Executive Director are usua: 

due on Tuesday of each weeke If the report is standard,and'not forthcoming the 
Executive Director chases it up 

k table of such reports should be kept and checked off as received. 

TheEXecutive Director handles any matters arising from the reports such as slumps 
or good news promptly. by rush despatch via the appropriate 'channels or eableacir ifsa 
general by Emec. Ltr. or if emergency by Sec 8D. 

The full Story of Soientology locally and over the world should be fully and 
preoisely received every Tuesday by the Executive Director in sueh a form that it can 
ho swiftly viewed and followed up if divergent. 

The authority of the Executive Director is maintained mainly by being the parson 
mho receives reports and where these are neglected it itt a symptom of deteriorating 
autheritye 

Therefore routine reports are demanded crisply and received and reviewed with Brea 
attention and acted upon with great interest. 

The number of different reports detanded by the Executive Director should not be 
great, and the form should not be eomelex as these two things, break down the line and . 
burden reporting personnel, who:after all 'have other duties. But once a routine repor 
is arranged it must be detanded to be complete, accurate and punctual and when received 
must be given alert, interested attention by the Executive Director and when not receiv 
must become the subject of urgent oommnnications and if still not recall-vet must become 
the subject of a full investigation c17 the non-reporting area. 

Data received at Saint Hill from:other orgs is digested for the e8xecutive Director 
by the Department Heads at Saint Hitl. lf the Exerktive Director sees reason for 
further interest the full data can be gone into in the department along with all relate 
despatches before action-is taken. Then the action is taken, the gains are compliment 
the slumps scolded arid, whatever else that needs to be done arpht right is done. 

It is a word of warning here that data received from an ailing departMent or org 
is nearly always inaccurate and that to base decision or Advise on that:alone is to be 
accused of wrong solutions as the solutions the Executive Director applies would only 
be as good as the- data supplied to the Exedutive Director. 

Raw figures not otherwise evaluated, compared to similar periods or similar orgs 
tell the best story. Reasons why given by reporting agencies already in error are 
usually(but not always) worthless. 

Bad spots in reports then must become the subject of intensive and intelligent 
pevsonal investigation by the Executive Director. False bits in reports must be some-
how ferreted out. And lack of reports must be dealt with summarily. Report analysis 
is a high skill requiring much personal experieneei intuition, intelligence and other 
data for comparison. 

• The bulk of the job of the Executive Director is getting existing policy applied 
and detecting  where it isn't being applied, forecasting slumps, revairing emergencies 
and keeping ores on the increase, and all in such a way as not to add further upset. to 
the mess. The power of the office  is  such and the velocity of the comm line so capabl 
of impact that one has to take care to (a) get factual data without (b) upsetting the 
apple-cart in order to (c) take intelligent measures which (d) do not bring about 
further confusion. 

Usually one can forecast an oeg or department slump about a year before it happens 
if one has the report lines straigtt. 



The Executive Director depends On routine reports rather  than  despatches  or rumours 
for data  and  thereby  keeps  things going well without adding to the  confusion. 

Demands  for  data must be precise, detailed, exact and crisp  without explanation. 
and censures for not receiving it but only orating one has not, never why  not. 

If  the  report  is  still not received, by-pass the non-reporting  person  but  demand 
only the same report. 

When reports are consisteetly not received, despite all efforts to obtain  them, 
begin looking over personnel in that area aed get semebody there .rho can function. 
Yon will nevexebe wrong in this. People who caWtieport aren't too busy if tho report 
volume is reasonable.. They just can' -t; work end do are the probable senreetef the 
slump.. 

Report lines are the most vital lines ofethe Executive Director, 

CO= STRLoS 

The most attention, next to reports, is given by tkle  Exam-time Directvx to the 
exeeetion of programmes  already  laid don and spotting  and discouraging projects or 
acteees not part of the basic progra•me:. 

The-org pattern in any org is the most 'Dalai° aeries of programmes,  :Each  depart-
meet. by the design of its actions is its on p ► omotion and execution  programme. 

Thus nen-functioning departments are broken down programmes.  TheEltecutive 
Direetor i9 mainly doncerned with preventing orgs and departments from breaking  down  on 
standard actions and in units carrying out the admin to keep the  org  going. 

Teonnioal departments are given the greaeerattention  as sudden spurts  in  income 
eill eellapse if not followed up by good tech. Solvency is based on  good standard 
neeartmeseal actions backed up by good tech fell of good results in  students and 
preclears, 

The whole organizational operation the eorld over as eovered in  earlierd1965. 
policy leters and iA 1964 programmes and org patterns and hats  is very simple and 
straiohtforeard so long as it is executed. Alen it isn't  being done or has been unduly 
oomplicated or altered.easslanches of despatches and reports of slumps or  absence-of 
eeports call the errors  to  attention. 

Using the policiee on Dsv-T and enforcing them  keeps  Executive Direetor  Comm within 
seasoe and brings.  the bad spots to attention, making snpervision by comm line  analysis 
a. most effective means of getting the job done. 

THE DATA TRE LINES SHOULD CARRY 

The primary oommodity of the Executive Director is data. 

The Aexcutive  Director  should at all times know (a) the exact  financial condition 
of every org; (b) the  current  traffic volume (pas, students, book  sales) of every org; 
(c) the condition of tech  in every  org; (d) the condition of the  staff  training 
programme in every  org;  (c)  the  oondition of the staff coaudit in  every  org, and 
(f) the junior  executive member  efficiencies in an org so  as  to  know  who amid  replace 
what at any given moment in emergency (and this of course includes Saint Hill). 

Knowing those things  and  enforcing policy where  it  is out  or getting better •  • 
'personnel on the job,  the  hat of nxeoutive Director becomes easy  to  wear  and everything 
-irospT .Tys. 

All this data comes from the Executive Director Comm  lines. These therefore 
should be  concentrated  on (a) to (f) above and  all other  concerns  given secondary 
impoetonce.  Despatches Or comma  which  do not serve (a) to(f) above can be neglected 
Sr pet on  an automatic answer basis, 

The Executive  Director's task  is  to  (1)  get the important data in order to  act 
if neeed without (2)  getting a  volUme of paper too heavy to review, 

Therefore much  of the comm of  the  Executive  Director is  pre-digested. This is 
done so as to not  remove  important -  data and not overburden  the  comm  line. 

Of  all  Executive  Director  duties, this is the neatest trick  and, the post  only 
fails when it is not  pulled off. 

The Executive Director hat does not conflict with the International Ong, Supervisor 
hat as the latter is only a portion of the sehere of responsibility of the  former. 
The Executive Director deals mainly with '77g/Assr. Secs, ECO Secs nd the Int  Ong 
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Supervisor reaches much deeper into orgs.. Further, the Int Org Sapervisor bee the 
responsibility of obtaining the 1C org payments for Saint Hill, that they'are correct 
and that all org bills are paid to•Saint Hill. Aditionally the Int Org Supervisor 
lines are handled_ as whole lines to orgs, not pre-digested lines. The relationship 
of the two posts is similar to the relationship of Executive Director to every  other 
hat in Scientology - the person eeariag any hat acts on policies procuredIrem the boa 
or outlined or stressed by the Executive Director andaeoeordinated by the Executive 
Director. 

The Executive Director also obtains  reports from: the field, franehiee, books and 
advertising l even governments and the eeneral public, and also Saint Hill Departments 
and co-ordinates the whole with org activities. 

MAGAZIDEeCOWLIFS 

The Executive Director has numerous magaline comm lines which are to way, not 
one-way. lines. • 

To the piblic the.ftecutive Director pa4.  plan  Ninog4ssues of Continental magazine 

To the field the EXecutive Director hae The Auditor from Saint Hill and -all Majox 
Continental Magazine- issues.' - 	's ' 	- 	 - 

Public 	
. 

answers and reactions concerningeaseasines should beNatched but with the 
reservation that such mail is never a cross section of "pUblic opinion" - that the 
true index of magazine acceptability la not letters from readers but traffic in ergs 
and book sales. It is fatal'to modify magazines on the basis of"public letters" abou 
them. Ten readers stuck in snarl don , t wake a public. Total absence of mail is mor 
important as a gauge of ineffectiveness of magazines. The mail ,opinion is no opinior 
at all but is measured by volume,  not aontantt 

TL„_  "?TiChES -aseeemee.... 
Part, of the EXeautive Director comm lines is a aopy oeevesey magazine en.clbroehux 

and pamphlet published by orgs. 

These are carefully reviewed for the following points and/Cr actions. 

1. Compliment an unusually good issut, 

2. Call typographioil errors to attention and warn that they can make a'reader . 
 stop reading or even leave Scientology if ' newcomer, 

3. Technical material errors. These are,rade the suhject of cables. 

4. Hard sell. If the selling is soft and r:ousey, if ada for the Academy, :AG, 
books, memberships, EXtensien Course, Coneresseo, etc., are , omitted, investigate the 
connected personnel and set some hard sell going„ or sums changes made in personnel. . 
"Public criticism"  brings about soft sell even though the "public" was' tleays Onlyons 
or tWe anti-Scientology bums. (Loudon could have been saved earliet twice by this ax 
Johannesburg twice and Vashiagton once if this point had been  used - rather than mere 
obvious symptoms seen and corrected months later). 

5. Articles or letters by.other persons on. tech. This is a sure sign ofan org 
about to do a swan dive. The area of the mag is doing screrball tech' because it dons 
think there is standard. tech or isn't apAying  it. 

6. yentioning creditably people known to be rank squirrels. This is-in org the 
can bolt for it has a lot of squirrel connections, is therefore squirreling. A ,power 
push will develop from the area if rapid investigation io not tui4e:rtaXen and the facts 
acted pion Swiftly. 

7. Minors with big words in them. 

O. Major; that 	no appeal at all to old timers. 

9. Mags devoted entirely to local leaders. 

10. Departures from by-line policy. 

11.Limited or curtailed distribution (for reasons of . eoonomy'or othera): , i This 
last  is not detectable from the Meg, so the Executive Directershould require a eirou: 
atton figure as part of•his reports fdr both Major and Minter issues, PABs and Auditor! 
as well as number of address plates currently in CF and number of -brochures furnished 
franchise holders' each month. 

OK TO 1.132.S0 

The mimeo lines of any org are overused.. Lack of planning. causes heads of 
Departments to fail to meet deadline: for printed %age.  They  then  want  to send mime! 



mailings to everyone, 

Sometimee it •hae.. to be done, But generally the ,44aoixtive Di  r 	 sto Irb it 

Ok to mimeo by Erecutive Director-beforetanYthing tit' be minieced  iS  tinreal for- • 
distant orps, ., These should eubmit a 'copy it!if everything 	ftso''the'int Org Super 
visor so that the Executive -  Id.reotor can 'Oacetsionally review ,it and tentiefr'sthani item* it 
is  very costly' and poor. ' AeCeiving theie 	 et‘eLtdirar• 
"interpreted" or local policies are being issued in divergence to main line poltiliet4 

In  the orgwhere the Exeoutiie'Direeter itt located'thit•is•easni,; 1  Ifbarefore the 
order is 'that nothing can be mimeoirraphed'fr.  mimeo in the Flrentittte,  „Dtrtetore-', Ziee.reat 
org unless it has "Ok to mimeo" end the - tiecutive -  Direetarfs sinitiali-On.4 it-46At 
enforced. 

This  is  sometimes gotten arouxdby an Etectittfe Director's despatch saying "Rewrite 
before timeoing" and they then rewrite end tamed withOutLIhe'elstiiid. abfpy I*rlewed 
or okayed. Thus the initial must be on the actual copy to be mimeoed. 

This-  permits review aid 6o...ordination ofF reeaeeaeltrbox 	arefetiktaVittailt: an4 
forces promotion into The .A4ditor or FAB_ and.saieete jam,  1:54,peo likes#L, f ll4geetAs too 
costly  for wide distribution use and can get out of hand vagy,A0444y.., 
used  in hundreds or thousands of copies, it is prohibitive in cost • a thing en inex-
perieneed  org or executive neVer'notioes. 	 - 

Renee, everything etimeoed ilia nearest org and allt,wpeata ckt , egstling Senfras 
:require  Executive Director Permission before.beieg out Or'kult4 

. igaa 	 T' 

The Executive Director's comm lines .  include books, .- -Selectiefi'ot What books to 
reprint or push is the main part of this line. Indexes of what books are selling, what 
cooks  obtain org traffic) are points ofAtal analysis by the arecutive Director. This 
is  theriz. 	(seam line  of  ScientologY  as  •,  it is:ragalstSd 804,--rainforced by the 
'ceoutive  Director and  13  one  of tile  more vital portions of the bit,  , 

As only Book  Advertisements are placed-, one is limited as' to wieWona Can sky, 'but 
this advertisement copy ie an Executive DireotoV )GoMm Line 114(kie-fait404 OarefO1t7 and 
-straightened out when it goes ..vrong,or started again if 	ceowes ,t3: exiats  
lefinite Comm Line and an important one. 

SG 

The  SO 1 line (formerly only far mat  addressed  mail) is the public 'and 'general  • 
incoming mail line to ItBH, MST-I and the  Executtve  Director end iii - eatehed and keiit 
order by the 2xecutive Director. 

It is a very important line in that 1a 	 bte, ever oceund viittiout 
beint5 preceded 	entheta SO*1 mail ,from that area: 

One can -estimate the condition of servioa, admire,  and  tech, (dominantAy the, latter), 
7t•Or the character of, 80*1 letters from en  area. 

A  year before the Victorian asquiry  3O '1  from the •Melbourne area went bat and-
etayed bad.. 

Thus this F=304 1 line, we 'earn from this' and other instances, ie an iMPortsnt  • 
tndax of the character of Soientology operation in an (Wm, 

The SO rl line is used by the rxecutive Director as an alerting bell, hot -as a 
*ubjeot to be responding to directly. 

SO'*1 answers are severely regulated by policy - ths umairrls "Give' them night they 
want  and keep them happy." 

Brspond casually to entheta, or non-commita14.. 
Forward complaints received to the org or auditor involved for theirs , or htia or her 

comment. Forward the response from the org or auditor to the os4gi ns.tor, when it 
conies if it is politic) to ,do so Or oondenee it if it is not,.- att La second latter, the 
first written a once. is only an ask... Never ist. Orgs use  #14, -$04 2. 4a0  as a sal  es 
line. Never let a critical letter go to anyone in answer to an SO* 1.. Just , listen 
and understand,: Ask SO 4( 1 writers for olarification if y_ou don't understand and want to. 

Keep the line itself Pal "Good Roads and Good \leather" (which everybody is in 
favour of). Never criticise an auditor or an org in,responding to SO 1 letteis. 
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Peace and.Understanding.ia the key-note of responses  to people .writing 80.:#1!1 lettere. 
Save the thunder  for the true source  of  entheta in the area euph.as a .bad D.of P I  but 
even then only when the evidence of his guilt is  in plain view. 

This OD * 1  line  is  a  deteeen  line. One  never responds to originators in any. . 
other nay than Peace and Uriderstanang. One uses the condition  (theta or entheta) 
of Sel letters  from  an area to get a view of hal  well the  field s  franchito  and  ores 

eractising Scientology there. 

There.is roaver  bad  SO .'1 from at area where the  field, franchise  and  org are doing 
their jobs weir. So it is a reassurinn eoint When Sel is all theta trem  an area. 

But no SOYI at all from en area io an index that that area ie not pushing.up. 
It may even be active, bet if no SO 1 aretves Choi that  eeea  is  nu hing Joe Squirrel 
at our enpense, or worse, running, us down to the peblic. 

BU5-.ESS. 

Creat - restect is generally ehowneon oommerotal lines  to Saint Hill and the ExecUtive 
}ire etor. 

anere 
it , 
 is not eomebbdy in some impoetaat  staff position 	goofing  like mad. 

Tt ceeld be said somebody amongst us is being outrightly  destraetiire. 

For we are commercially venx well regarded and respected. 

One always  uses the  commercial line nnawers from the  Exeoutive DLreotor (or Org/ 
As en Sect) to atcreaee oredit ono ear or another - not by asking for tt but  by  oasually 
esmaea:ing how well we're doing, how we're expanding etc. 

Nevee pull a "poor mouth" in a burliness 'letter. 	"Itte too costly for  us." 
aae are a chatitable organization so we  • houla be given favours." Be bold  in all such 
replies s  be the image of sucoese and expansion at the slightest pretext e  which is4  of 
course, the tout h, 

STATION1PY 

Execute Dieector statieneny must always•top  grade.  Never use  regular  org 
pao.,!r for aeepatehee - use speoial tyaper with a printed caption. 

Don't use airletters if you cell poenibly help it. 

Hand laid antique  paper,  heading embossed, for  let  and  2nd sheets  and  envelopes 
a eu§t for all commercial letters froze the 2e:ecutive Director, 

UlDci 
Nevee let oars of elignmena, typewret,ere, faint ribbons or erased  messes go out on 

the Executive Deeector or Setl lines, eo matter who is going to receive-tt 

Credit and importance is estimated. by the only vier they have of you  - the letter 
in hand. Letters are small ambeseaeors, 

mpg: 
The Mood of Comm Lines throughout Scientolegy  is dependent on  the  Executiiie•Direetor 

elertness 

Scientology  comma  contain ARC. They are familiar. 

Our lines are too  wide  epee to put much entheta  on.  It  arrives like a bullet when 
4+  was meant az a small  tap... 

You can blow  up  our comm lines with annoyance, much  less anger on them. 
daecourage anything . but ARC. 

If a long distance comm line starts•lotang  up, be very very carefule howits-handled. 

The safest  course  is don't reply directly  to snarly or critical despatches from org 
personnel anywhere.  Consider  the line temporarily  wrecked. Do something about it  but 
use another aine or approach.  It's  too risky in  orgs to try to run off somebody's 
exerts 12,500 miles away with a despatch to  that person. Use it as a symptom and explore 
Int carefully.. How much of the  org does  it  represent? Call for other filed deppatches 
available to you at cnoe  from  other persons in  that avg. Do they contain any mis-
emotion?  Trace it all  down without sending  a single cable or despatch back. Never 
surrender  to an impulse  to  flaah . back0  Use a misemOtional.despatch to correct an org 
condition and be very sure that you  really ktow the exact condition before you try to 
correct it. 

When you're sure, at 	The actin perhaps *ill be getting  somebody audited, or a 



transfer,  or  getting  somebody retrsined or fin4ingafnew Or ALIMAIASSo . dr:100  t U4114 . 
 Sec's hat on 	But  dontt  reply - jest handle.  

In his  or her  own  turn, curb  misemotional  materials or origins  frOm  tho"Eileit.tive 
Director area or  self. 

you  can be :critical  only  if 	have  a  remedy  that  willave 	
.
EX*OiP*; 

c± P should never Q and A with auditors, one reoently messed up  a oaeS 
Never "You  messed up a oasei Stop  your Q and A 

It's a  tolerant  sometimes tongue-decking attitude, Not a bull ohargee 

• • 	RESTIMULATIOr 

An Executive Director  (or  any eta ff member) is liable to  isatimulation b reason 
o comm lines or hats. 

This nearly  always  comes from being  Zeroed teeeear somebody elsels hat  without 
noticing 

To remain sweet  tempered, refuse to  wear  other  people' s hate, for them  and 0;way   
cheek up at least once a  month to see  if you  are wearing somebody else  le hat.  Otherwise 
your origins may  become  misemotional,  whether verbal or by destatCh. 

Analysis of your comm lines will rapidly show whose  hat  you're rearing.  , Lots  of 
aospatenes will concern that hat, not your own  hat. Example:  You  have a mail cleric 
but you are always sorting mail or querying  about lost or misrouted maiL You are 
wearing a mail clerk or a Communioator's or an HCO Sec  hat.. You wIlig&PQn be furious 
with somebody, not alwaye the right person, Example: .  Keokuk  is  AlWays -invOlve&with' 
eomething you have  to  solve. Reeeamize you are rearing the Or  Sec Keokuk hat or the 
HOC erea Sec Keokuk hat long before you start getting  snarley, and act, net by -viearing 
the hat but getting it worn by the incumbent or failing  that, finding somebody who can 
wear it. 

1,Neeutives who sweep doorsteps instead of chewing up janitors are already  in  deep. 
apathy from having had to  wear,  without noticing  it, somebody else's hat too  often. 

It affta your comm lines this way: You ere  working  to  pay a janitor's salary. 
You are also being the janitor which detracts from the time you must  spend to earn  enough 
to pay the janitor. Thus yo e double work, both to cover the  salary  and to  de  the work 
being paid for, Thus you must either get the janitor to do his job or transfer Or fire 
him, thus reducing your load by  twice.  Even  it  you  only fire the janitor without 
replacement and sweep up yourself eau have still reduced your  load,  to the  degree you. 
had to earn his pay. So not noticing ehose het you're wearing when one  is  foisted 
off on you, increases your work load double and will shortly pull yGu off your  routine 
lines which then again reduces income. The end product is a  feeling  you  have  no time 
to do your job, and this messes up Comm lines remarkably by  causing one  to  short cut 
and omit which in  turn  develops new situations which further  reduce one's available time. 

So to handle a set  of  Comm Lines one allot be very wary  of inheriting  a  hat from 
eomewhere, 

This, as executive Director,  is very easy  to  do as one  is responsible for such a 
multitude of things it seems  natural  to  wear  a lot of  hats to the neglect of one's own 
hat of co-ordination and supervision. 

VERBAL CO 

Executive Director  verbal comm, by phone or in  person; is  usually denied comm and 
causes trouble  unless special  actions are  taken. • 

The decisions  or arrangements  made  by the Executive Director verbally with one  or 
two people are  unknown  -then  to other staff  and  act  as  a withold. 

Always record conferences and originate  at  once orders that come out of them. 

Discourage staff  body traffic. 

Also write down and publish  any  verbal (eider givp. 

Confirm arrangements made  by  letter or despatch. 

PUBLISH  DATA 

If only the Executive Director  knows it, that is  not enough.  It  will cripple staff 
members and  orgs,. 

Hidden data and information, particularly estimates of situations  and reasons why 
must be published so staff can see them. 
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Release lots ofainformation, particularly by pOsting on boards. Staffs try to 
hide data from thepulic.. Don't bother to hide anything. 

JAMED LINES  

The Executive Director lines can  be  jammed by 

1. Too complex  a  report system. 
2. Letting others use Executive Director Lines. 
3. FailineteSpoliceDev-T. 

If you outflow a,lot, put  it  in a general form to reach many and don't maks'it a 
concentrated  despatch line to ontapersono Thus people can read it at leisure when their 
own job lines  are cleared. Use bulletin boards, Exec. Ura l  that sort of thing fOr 
the  release of news and info. Keep such out  of  despatches. Never write newsy des-
patches or more than one subject per despatch. Wite newsy Exec. Ltrs. instead. 
It is  doubtful if you can jam your outflow iineslwo4teral rolease-p,inthis:Xashion 
as people,are  interested and,want the news  audit  they don't have toanswer it always 
as a despatch it will seep in somehow. 'So the amount of outflow -an EkeoutivW birector 
does would have to be  huge  before  people  totally ignored it. 

However one Can jam oneteown  lines by  getting too report form happy. 
getting  up report 'forms remember it's you who must get  Aata  off thesaso)makethem 
plain, -  concise and few. If you add a new type of forms always dilmg0121.  old one if 
you  Ma. 

• 	
. 

Regularly  review  report  forms  with  an eye:to discarding some or condensing them. - 
hat  forms  being  sent directly to  the  Executive  Director  are really useful to the 
Executive  Director?  is the  maistquestion. Amputate those-forms-or data that are  not 
Still,  eon't fail  to  stakeup -a neureport  line  if you really can use the data in the tim 
5,-11 have to study  it.  And  don't  fail to kill it  when  you no  longer want 

Letting other more junior staff members use  the Executive Director liaes'or sign a 
type of  Executive  Director Coma (such as an HCO Exec. Letter) is a certain way to jam 
its line and confuse everyone. 

ry letting Dev-T exist and not policing it you  jam everyone's lines. For net 
only you  are  getting  Dev-Ted from  a Dev-T  source. 

CHEQUE  SIGNING  

Never  sign  isolated cheques  offered,  one by one. 

Never  iiien  cheques unless you haveo 

1. A  tape  adding up the full sum of all cheques  offered; 

2. The bank statements in hand to •1;:e sure you can  cover; 

3. Copies  or  originals of the' statements or bills being  paid; 

4. Assurance that  "this packet" is all the cheques to be signed  for the . next 
30 days. 

Always do "dateline paying" no matter 'what the account lips is. 

Never be eager to sign:cheques. If demanding better preparation by  Accounts 
will consume time, consume it. 

In disbursement, accuraoy and safety are  senior  to speed. 

It'all  accounts  matters  don't be afraid to overwork accountants and never listen 
to why it can't  be  well done. Just get another accountant. 

Always-Pause to  be transferred  or  sacked  any  accounts Personnel who (a)  act li'4e 
it's their money: (b) who won't dig-up funds  for  LRH  or Executive Director coneerns:: 
(c) who get you into danger  by  poor or false submissions, or (d) oho won't  enforce  PO 

'systems. Such have'too mach wrong in their units to  set  right  under their control. 
It just won't ever go right under thea. 

The  above  also applieSoto orge sho  make the  Mistakeroof  (a) to (d) only  in-  this 
case  investigate the  senior  executives for any one  of - a  dozen possible crimes or 
delinquencies and don't be afraid  to  act once you  have the straiefit information on 
whatts what. 

In 14' years I have never found any of the above (a) to (d) attitudes, withoUt also 
finding hidden Insolvency or, usually, theft. That  is what  .those  data (a) to, d) 
alweys add up to when investigation is complete. 
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Assn/org Secs and HCO Secs who yo4.at you about  your  money requests or orders 
should be promptly  looked over and usually  Should  be demoted and, transferred. They're 
too  parasitic or too proprietorish of  cur  money to be trusted. 

Lazy  accounting  units are equally dangerous. In this case too, doing the work 
is always substituted for by a lie of some sort.. So accounts lies add up to either 
crooked or no accounting system, never to overwork. 

With  these above data one can handle accounts comm lines easily without sudden shocks 
•r financial emergencies, the two most detrimental things that can happen to an Ekecutive 
Director. So preventing the shocks and emergencies when the symptoms above are first 
noted will save literally tens of thousands of pounds as well as Executive Director 
overwork and mirerleaded Comm lines and getting all Scientology at risk. 

SLOPPY LINES  

Keep all Comm Lines and Comm Procedures taut and crisp. 

The time to police sloppy lines is not when emergencies are in progress. 

Any line may be needed suddenly without warning. 

Therefore be very harsh on floppy attitudes toward failures to acknowledge despatch 
forms, routings, distribution, copy filing etc., etc. Then when they're needed, the 
Comm lines are available and in working order. . And you never know when you'll need them. 
They may be unused for months and then bang! they're vital. HCOs or orgs that don't 
answer up or properly should be investigated at once. 

THE VASTNESS OF EXECUTIVE DIRECTOR LINES  

One can easily be intimidated by the hugeness of expanse of Executive Director 
territory and lines. 

Two errors can be made: 

1. Fall  hack into specializing  in some and  ignoring the rest; 

2. Trying to receive and answer all comm oneself. 

About once a month solve 1 by viewing the whole network. Look for neglected areas 
and brush them up. Example:' One, on review, finds he hasn't a clue what goes on in 
Franchise lately. Recognize it's an area of lines one is neglecting. Look over the 
report system  on  Franchise for faults or get one going. Look over the other lines one 
has been doing to And out what olandestine hats are being worn there or what makes them 
seem so impertant so as to exclude Franchise lines. $ort it out naid re-generalize 
ones coverage. It's routine and common to be sucked into tech reports or finance and 
neglect other zones. The crime is not to discover it, find out why, act to handle 
the real cause and exteriorize. 

In getting too much comm from too many places one  gets  to a point of being able 
to handle none of it. This happens  only when  one doesn't - grant existence to relay points 
on ones lines or  -then  one loses confidence in  the  ability or effectiveness of a lot of 
relay points•or of really faulty relays. The thing to do is work on patching up relay 
points, not going on handling the huge volume as the more you handle it the worse it 
will beoome. 

SPHERE OF IITFLUENCE  

The Executive Director's sphere of influence is too large to be handled on a part 
time basis. It is a full time job even when its comm lines are pre-digested to next 
to nothing. 

Therefore, an Executive Director must not take on specialized posts "in addition 
to 	 

The symptoms of not handling the post are all to be found in: 

1. Reduced overall org income, and 
2. Increase of Executive:Director incoming traffic. 

Thus, very heavy .increases in Executive Director traffic will coincide with 
lowering,org and franchise incomes. 

The things to do are (a) analyse the lines for Dev-T and act on the analysis; 
(b) get neglected promotion policies and programmes back in action fast; (e) trace 
back what old programme has been dropped or replaced and get it back in force quickly 
and drop the later one substituted for it. 

After any new programme  is put into action, in any activity,  be alert for dropping 
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income in - that activity  for at least three months  and  don't breathe easy  until income 
is shown to rise because of the  new prograthme. 	It's best  to pretest.  Use  it in  just . 
one  org before  going  all out  in  all orgs. Saint Hill sometimes serves  to  pilot. 	- 

Reports  come  into their own  in  scouting down a change that went sour. 

Then org incomes  drop and Executive Director incoming traffic increases go into the 
files and  trace the first recent  symptom  of  failing  incomes in orgs general to• all orgs. 
Then go  earlier by a few weeks  and,look  for any new programmes or changes. you will 
often find  it easily.  Act  accordingly  and  vei'  fastnto get it  straightened up (the  new 
one out,  the  old  one back  in.) 

This  done  very  broadly  over a long time period will spot up  all successful general 
programmes subsequently abandoned and could increas,& org  income everywhere. 

LOCAL TRAFFIC   

Give  local  comm traffic lees attention  than  exterior traffic. 

Becaute  an  Executive Director is in an org the org will pull hit car her onto its • 
lines for  various funttions. Seek to avoid thit.' 

Concerns of the local org Where the Executive Director  is  located should occupy 
the  following fraction of Executive Director traffic one over the tot -al number of orgs, 
in  Scientology. 

If that proportion is violated (taking into  account  reports from outside condensed 
or relayed by the local org  for  the 2xecutive  Director) then the local org has put one 
or more hats  en  the  Executive  Director.  If these are  not  spotted and removed; 
Executive Director comm traffic will increase  internationally and'international gross 
income will reduce (also reducing the local org's income.) 

PUI4POFZ OF COICI LIgES  

The main reasons the Comm lines to the executive Director exist  are: 

1. To disseminate Scientology as Widely as possible  through standard channels; 

2. To increase  the international  (as opposed to local) gross  income steadily 
and stably; 

3. To co-ordinate Scientology activities; 

4. To keep  top org  executives on  their toes and  functioning; 

5. To hold  a  high tech standard; 

6. To hold in policy; 

7. To detect new policy when really nee=ded and get it formulated at board  level; 

8.. To  catch  the ball when it's dropped at high executive levels (Org/Assn  Sec., 
HOC) Sec.) 

9. To design new promotion, test it and set it going if successful. 

10. To keep Scientology research and compilation well finaneed. 

11. To keep everyc.ne in the kno7 on current Sci,ontolocy actions and news. 

These  (riot in  order  of importance) comprise most of the functions of the  office 
and therefore  regulate  the character of the Comm lines. 

One can do these things only if one keeps his Comm lines going  and  within  reason 
as to volume. 

When feeling one isn't getting anywhere,  the first place  to look is at the  Comm 
Lines and the first thing to do is straighten up  the Comm lines so they can  be. used 

without  strain. 

Probably the  first  thing one n.tices about e;xecutive Director -Comm Lines is -that 
ore isn't originating anything, one is only answering  up.  If one is doing this then 
the whole of the Lines have to be gone.  into,. Dev-T  rooted out,  clandestine  hats shed, 
slack personnel demoted,  transferred  or sacked and actions -taken to get policy  and 
nronrammes back -in. 

If it has gone too long, one doe: the above on a gradient, not all at once, Startini 
with crisp new promotion or a furious carrying outcfold promotion,  gptting Dev-T, e.tting that 
spotted and its chronic originators handled, looking for hidden :rats on one's head and 
shedding them, and so on. 
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I have found that when the Executive Director Comm Lines had me backed off from 
origin, I haveealwaye,had.to abandon the whole lot for a bit and, by passing them, 
get promotion going fast. ,.Bepause,whenlinea get -  that way, income has dropped or will 
shortly  drop  and,always, part of  such  a picture hap turned out to be a forthcoming 
financial crisis. After furiously promoting and getting promotion done, one usually . 
can look back in view of ehateone now knows and say "Whew! That, was close! If I hadn't 
gotten promotion.started in December, we'd  now  be eipe0 out." 

Promoting'into a Comm line overeheln is nonsense. One acts by by-pass of:his 
in-basket,  Then,  haeing'acted, one straightenseup his lines-by analysing and tabulating 
every despatch  as  he answers it. Then one shucks the accumulated hidden hats by 
getting them eorn where they should be. 

And all  turns  ont  yell. 

The  only  genius required is fast reliable promotion action. Sometimes-this 
requires  a lot  of  inspiration. 	Enzmple: getting the idea to  publish  The Auditor and 
getting it in  the run over the near dead bodies cluttering up the place. It took 4 
months  to get it out in people's hinds but  during those 4 months a lot of the other above 
actions  were also taken. By the  time,  it came out the org  had  alMost collaPsed, owed 
thousands and  thousands. But  it was out and  the ball was caught.  At  the-Moment I 
started  the  promotion the only visible  symptom of  trouble  was  that  I  could not find 
tine to originate  anything and  was  smashed book :into only answering. Things .smelled 
bad  but  not one  single  cause  could be isolated and little data was known aboUt Idiot 
night  be  wrong.  I  prometed,  then found what  was  wrong.  So always  take that order 
of precedence of action. Getin. eld promotion or design new  and  get it in the run. 
Then,  straighten up the Comm lines and shed the hats. The latter two actions can 
take eight or nine months e  The financial emergency whish will occur after a peiio4 
of  sour, flooded  Comm.lines  will occur before the effect of straightening up comm lines 
will coreect the financial  situation. Hence, promote and then straighten up comm lines 
any time there has been a  prolonged period of Enecutive Director overwork or non-origin. 

The  only hitch is to  promote  so  that income will flood in and no existing income 
will  be  blocked. 

In this  respect, I never abandon  known income  in favour  of  hoped-for income. 
So the promotion  done must take that  into  account. Example:OA promotion scheme 
advanced by executives  consisted  of selling a  lot of different memberships instead of 
receiving Franchise  1O7s.  A  lot of reasons were given-as to why the Franchise lai' 
idea was poor and how much money would  be  made  by memberships.  I  looked up Franchise 
income and found  it  was  one-tenth  the income of Saint Hill! 	Without being  worked  on 
at  all. It  offered great poteetial increase.  I  did not. 	abandon Franchise 
but  arranged promotion to improve it. 	The Advice to abandon  it,  if-  followed, would 
nave  blocked the 1964 Book-Ad promotion! 

So  no  newerometien should be allowed to knock  out  successful  function. The 
thing to  do  is increase  suooessful  functions by newly prompting  them, not something new. 

Also,  never go  outside  Scientology for  income.. That's  a symptom of sure flop. 
Every Scientplogist who does lays  an  egg. Use Scientology to  produce  income  always 
and despatches or  COMP  advising other courses .should be 'put in File 0 and  ignored. 

Reports will  tell  you rhat actions are producing income  where.  Use those  actions 
for  increased promotion. 

Example:  The failure  to send Certainty to the :tole list and a gradual decay of 
content  and abandoning  hard  sell•was  coincident with London income decline. Pepping 
up Certainty  increased London income. Therefore publishing the Auditor was based on 
cid known  promotion. So it didn't require. vast genius to dream it up after all. 
And  that it would live the bacon  at :taint  Hill by April 1964  was  aforegone conclusion. 

Reliable old promotion prettied up and done is usually best. 

f  So promotion  takes precedence over the condition - of Comm lines on the Executive 
Director (or  Assn/Org  Sec) posts.. 

Thus.  there  is  something routine comm linet  are  juniOr  to  • promotion. 

If  you  try to straighten  up  carom lines. and  the  org or orgs in the face of threat-
ened  financialeditaster, you will always  be too  late. When financial elumpe  are in view 
or foreoast  always  Promote first and  fast, ignoring  the  lines and  orgs and straighten 
up  Comm.ines  and  orgs afterwards. 

If you know this  and  do it,  you won't ever have a complete financial  disaster. 

If you  tried to btraighten up the lines and org or orgs in  order to use  them  to 
promote, the  disaster will be upon you before you have a straight  set of lines and an 
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org. So the result is alnays a smaller mg' if you reverse the correct sequence of 
action. 

Ornathat grow smaller have not promoted first and re-organized second-. They re-
organize. first and so can only save themselves by'reducing staff. -They should have 
promoted first and then reorganized in the time thus bought. 

. You buy time with promotion and in that time 'you can straighten up the house. 

NeVer, when promoting orgs out of a threatened financial disaster; consider whether 
or not it is easy to do or if staff can do it. Remember that the staff involved 
started the slump.. :Just promote and regardless of anyone and if necessary Over any 
number of dead bodies, get it executed.. theri•revive or bury the Corpies. Handling 
things otherwise,when the future goes grey will ruin everything. 

Years ago it was obvious to me', as ExecutivenDirector, that orgs either.00uld not 
or  would  not promote and that I had to do all their effective promotion. 	I used to 
wait in vain for orgs - to 'generate promotion. When they didn't,. disaster would loom, 
then I would grab the promotion ball, promote like.mad, save them and then wait again • 
hopefully for orgs to promote..  

I  never realized why. • New I know. Orgs (any organization, not only es$eiontoloi 
group)  tries to handle evetxthinn by administration first last and always. They would 
promote routinely but. when "organized for it." 

• Thus,  when things were close to disettertinancially.(brink close and bill 
collectors'. calling, which alerted even the dullest person present), they sought to 
"change registrars" or hire new typists or sit around and try to find out where the 
breakdown  had  been. 

One, they hadn't any system to  advise them  of future slumps and wouldn't have put 
much  time in using  it  and it required an earthquake to alert them, and Two, being intro-
verted by threatened catastrophe sought to'remedy their orgsfaults as the only Solution 

True,  if they  had a smooth  org  the inherent promotional actions of departments 
would save them. 

But it takes longer to  repair an org  system  than it  does to promote new business. 
So  the length  of  time of their solution,  begun on  at  the brink  of disaster, over=ran 
the  last possible moment.available. 

Promote, thenrepair the lines and personnel malfunctions or improper plaCements. 

This is  a new idea.  The  world  of  business. and government doe's not know it. They 
sometimes accidentally  use  it.  Some dynamic  director or manager might instinctively 
do it. But the high  incidence  of business failure  (1  in  19 fail  in the  first year) 
and  chronic governmental failures  and  insolvenciee  show  the datum is not used by Man 
even  if known. Big  businesses  with huge sinking. funds  alone  can  use the system of 
"make it  solvent  next year  by  improving our structure"  successfully. And'even many 
of  those  miss  and  go  bankrupt. 

The  shrinking  empire has  always (a)  experienced but failed  to  handle financial 
emergencies; (b)  sought to  resolve  the situation by  administrative changes and econom: 
measures. 

Nobody can save himself or  a country out of a slump.  You can't  save  what you 
haven't  got.  Therefote enforcing econosy is aimed only at keepinn  outgo  •from being 
more  than income. Enforced economies  is no  solution to  a  slump. When it is used as 
a sole  salvage'measure ewers  thing gets  smaller and  the  former position is never regain,  
when peliticians  start talking economy more than  they talk  of prosperity, the country 
is going to shrink in its sphere  of  influences • 

England has , done and is doing just this. Its empire shrill& for no other reason 
than  that  it sought to re-organize itself out of too many financial crises and failed 
to promote. 

Talk  economy, yes. • But talk promotion harder and sooner. 

No empire stands still. They.expand or shrink. They expand by (1) - intelligent 
promotion and  (2)  good adMinistration and (3) sensible economy, in that order. .They 
shrink by using:the I.:tong order - (1) Economy, (2) More administration, and (3) some 
promotion; They shrink besause'tfiey never regain the former position by Adminiatrati 
management alone and the econOmy - hissnothing to economize 

The nScientology empire must continue to expand  in  order to live at all.  •  Therefor 
one (a) keeps promotion going,. COnadminietertihtelligentiy, (o) practises necessary 
economies  in  that order.  And in  emergencies one. promotes before one even thinks abc 
re-organization. Doing that  maintains the  expansion. 
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'Jhere an org has the same income year after year they will soon begin to, have less 
income. They are  handling their  various  crises  by administration and economy only. ?  

If  they watched their comm lines, and every executive kept on his executive hat 
and  corrected all Dev-T, they would never have to do frenzied promotion as by the design. 
of orge they would .  be promoting  constantly.  And if  they handled bad crises by every-
one grabbing some old tried and true  erometional  projeot and making it fly before they 
even  wondered why they got into a slump and afterwards put their house in order when 
the  promotion project was done, they would only expand. 

You use  Comm  Lines  to detect areas of - eotentianiump. By analysis of Dev-T, by 
observance of non-ack, by watching volume of Action, quality and content of magazines, 
the Executive  Director can accurately predict future slumps - literally a year or two 
before they  happen. 	Predicted At this remoteness one can make the small changes 
that will  bring them up before they really start to fall. - : . 110ns ,has boughtntime. To 
do this  one  has  to be very alert in Comm Analysis, believe its maxims and not "be 
reasonable about it and act onthat One finde Aen he' really establishes what he 
thought he obServed. This buys time.  

71hen Comm  Analysis and reports  are not given  close attention or when falsified for, 
some time  or bad spots don't come to view  in  spite of it all, then one approaches 
financial disaster. 

":hen income  itself  starts  to  fall in an org  or orgs, one then uses this datum 
Promdte  first and ask  questions  afterwards. Always use  sure  fire type. promotion, broad 
and huge,  an old action  in  a bigger  new dress;  never use  risky,  untried ideas._  Now 
with that getting done (and making sure  it  is being done  by  inspecting its progress day 
by day  personally or doing it yourself) start  getting lines  and personnel straight. 
If the promotion  idea  is  big  enough and practical enough  it  will pull  through the period 
of re-organization  and the  resultant  income should be  arriving  just  before the sheriff 
or bailiff knock  on  the door. You then smilingly pay  them  off and the  re-organized 
org is now  capable of  rendering the  service sold. 

Promoted business always has a  delay. It takes 6 -  eeks tc  get  the first response 
to  a magazine or a barrage  of  letters. It may take  5  months to  flood the place  with. 
money. 

You  can never  promote  too early.  You  can  often promote  almost too late. 

My early days maxim  about  org  finance  was  "make  more than  they can waste." Later 
it became "make more than they can waste and  patch  them up  so they can deliver." 
Now it's  "make sure  they  will make enough and hide some of  it  and make sure they 
deliver  so they will make even more." 

Intelligently observed and handled Comm Lines will  buy  enough  time to make 
frenzied  promotion unnecessary. Orderly promotion over a long  term can the* be done. 
It's the short term money  necessity  that makes promotion genius  level. The  shorter 
the time available, the more geniut  it  takes. 

So vigilance on the Comm Lines and good analysis of them buys  the  time  necessary 
to  do  long  term promotion  and keep  orgs  grooved in before they  go  into a  long  slide. 

All this  - the  prevention of shrink and tne continuation of expansion is  the prime 
reason  for  the  Executive Director's existence. 

• 
TO do  it the.  Executive Director must  have  the proper Comm lines and handle them. 

Beyond this there is no  real reason for  an  Executive Director  or  the comm lines 
to  and  from that hat. 

CSar 

Completed  ntaff  Wot  is  always demanded by the Executive  Director when asked  to  make 
any  decision or  okay anything. 

This  prevents errors. 
• 

However, requests for authority  to  depart from the usual are dangerous when okayed 
as  they the set up areas of difference and cause policy to. wander awa misfit at the 
joints. 

Given intelligent existing org patterns and programmeee  one would be right more 
often than  wrong  by far if one turned down all requests for authorities or changes 
in action. 

So  while one  always  demands  completed staff work (CSs) on  requests for decision, 
one tends  to  say  "No,"  If  one begins to r,;a:,r "Yee" the  whole programme begins  to 
slide  into some unworkable  hash. 
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Many requests for decision from a pbet means either (.1) the post is improperly 
held, or .(2) the hat of the post  isn't  understood. In either case one should angina 
despatches or aec. Ltrs. to obtain data about the person and the hat and should 
either rewrite the hat or educate  or  transfer the person. 

SUMMARY 

The Executive Director Comm  Lines  are the carriers  of data  and commands and must 
be  well handled. The traffic must  be policed  and kept grooved. 

The  lines.must be handled  with  considerable speed.  But  no matter the urgeney 
that may be urged upon the Executive Director, decisions  or  actions must be based 
on complete ,  data. 

If the EXecutive Director's Comm lines are good and complete amd well handled 
the position becomes very easy to deal with and all will go well. 

EMergencies, on good lines, can be foreseen by at least a year and handled long 
before they happen. 

The  only real troubles on the Executive Director  lines  come from incomplete or 
random reports and a failure to l ►elieve the raw data of income and statistics in 
some area and act when bad spots are consistently observed. 

LRH:jw 
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