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The kxeoutive Director Comm Lines now inclvde Secretarizl Exacutive Direetor in -
8}l orgs including Saint Hill.  Thisg consists of a note or sable typed out by the HTO
Stenc, {(or Communicator where no HCC Stenc exisis or by the HCO Area Seoretary where no

Commnicator exigts)., It is sealed with the corpomation seal in the lower left hand
sorner over the signature of the HCO persormel typing it. It is headed "Secretarial
Hzacutive Direetor.”" 1t is on bluc pover., The signatuze of the Executive Director

or the Acting Ixeeutive Director is typed below the message. Date and subject are
inciuBed, Each Sec ED is numhered by the issuing Lxecutive Director. The exact text
of the note or cable is duplicated without additions oy deleticns: This is never a
nimeographed item. The originzl sealcd Sec ED, with the note or eable, goes “to HCO
files. A copy is immediately posted on the staff bulletin boexd by the HCO personnel.
who typed it and signed and sealed it.  Anothex copy goes to the Org/Assn See, '
snother coepy goes to the HOU Lrea Sec.

All copies issued of Sec £De are signed and sealed by the HCU pereonnel typlng it,
aa vell as the original.

The Lxecutive Diveator makes & copy of the uote or zable being issued; numbers it
ag part of the messege and files it for own reference.

SEC EDs are high speed, urgent eomrunications having the forse of policy and requix
1natant emergency compliance, Non-Issue by HCO perSonnel or non-complianse by the
parson or department to whieh it is addressed immediately tesomes a matter of a Committe
of Bvidonse and can result in the demotion, transfer or dlamasaal of the offender»

Falsificntion of or counterfeitingz & Sec ED must result in a Committee of Dvxdeneﬂ
with dismissa) as the minimum penalty.

L SEC ED is the high velocity comm line used to change porsonnel, to handle
emergencies or to make limited time pclicies or to handle persomnel aeonfliosts or shronie
ALUING ‘ :

4ll See EDs expire fully one year from dawe of issue bui are kept on reeord althoug
ne longer in foree.

The subjects of Sec EDs are not general in applicatiox to all nrgs but only to the
particular org to which they are addressed.

N N .
ATV TRATIVE LETIRS

tormal general poliey enforcement or advices by the Exe@utive Director are carried
in Administrative Letters. These are ou Jelth paper, ar¢ mimeographed and are usuall}
designated General Non-Remimes.

The Executive Direetor's Administrstive letters are different from others in being
headed ahove their subject title: FEXECUTIVE DIRECTOR DIRECTIVE.

They remsin in foree unless csncelled.
HCO EXECUTIVE LETTERD

The normal comm line from the Executive Direector to Lissn/Org Sees and ECO Sees or
Department Heeds in Orgs is the HCG Exesutive Letter of Date.

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

Tt is always sent General Non-Remimeo and gees to all orgg even when addressed an’
to one oxg oxr even to a person in that org. It may also be meant for every Org.

‘ i copy of every HCO Bxec. Lir. issuéd is distributed to all Saint Efll ext&cutive
personnel and a copy is posted on the Staff Bulletin Board. ‘

HCO Bxecutive Letters ocarry advices, how to do things, short term projeets, requese
for data, informetion, reports on the siate of things in generel or some astivity in
particular or how some emergenoy was cavsed or how some emergeney is progressing.

The Executive Director usss these 1ather than individual dgspatches in answering
raguests for instruetions from some org officer sc that these run downs are available
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19 everyone rather than just the querying person. In such cases the Executive letter
is addressed to the person, but the person's query begins the Fxecutive Lefter and ls
answered in the body of the Executive Letter,

The purnose is to save the mepeating of similar crders or advices in numerous places
by ssparate despatches which, received by only one person and having ne publishing system
thereby lose technology and dsta.

when an Ixecutive Letter requests date it is h«adeé under the "HCO Executive Lettexr
of Dnte" line RIPORT REQUIRED. This is dong.only vhen reports are xequired from all
0rg8. A r»eport vequested from one org is not so headed.

The International Org Supervisor at Saint Hill, on seeing a BEFORT REQUIRED HCO
Lxecutive Letter, immediately mekes a folder for it, with title and & date ons month
hence and holds it veady. :

_ 411 reports received 88 a result (usually written on the Executive Letter réceived
by the oxg by the reporting officer) are instantly and acourately filed in that folder
by ﬁf:e Int Org Supervisgor.

n exactly one month, as visible by its date on the folder, this folder is given
by the lnt Org Supervisor to the Executitve uirector, whether all orgs bave reported or
-

The Executive Director then makes use of the felder and =ither gets the number of
reports completed by cable action or otherwise handles or uses the eata4 It is not
funther hendled by the Int Org Supervisor, '

when such a folder is completed, a swnary of the reported data received back by the
Frecutive Director is commonly made the zubject of & new HCO Lxecutive Letter referzing
to the o)d end is issued, thus puiting avervone in the pisture. It is possidle that
this new HCO Fxecutive Letter also earries a summary of the oxders given by the Executive
Divector as a result, but the actusl ovders are issued as Sec Eis or Admin. Litrs. But
when the Executive Direotor ig through with it the folder and all notes and a record
of =)l actions are filed in the Int Org Wept files at saint Hill under Exec Dir Exeo
Letter Reports.

e Executive Director tries not to pour out volumes of dispatches and individual
advices to isolated individuals but uses the Executive Letter system inatead, This
has the effect of staff audiences being given on all manner of interesting matters and
‘is useful tc wmany staff members and orgs.

Distribution of HCO Zxecutive Letters is as hy Gemeral Non Remimeo but in the orgs
the spare is posted on the staff board on a clip board and a copy musi g0 to the persom
or staff hat to which it is addressed. Saint Hill Distribution is to all Saint Hlll
Bxeculives and a eopy is posted on the staff bosrd.

Addyessess in en 4CO Exe¢ Ltr as in £1l other comms are 0 a hat, not & person.

Comments on entheta despatches are avoided on the HCO Lxec Ltr line. Entheta gan
usually be dropped anyway in all comms iinless it is & metter involving an emergenoy.

CLIFPINGS

The vast number of clippings from papers and magezines gent to the Executive
Uirector can be filed in clipping books without further handling or acknowledgement.
thile they often heve importance, peopie sending them expect no ack as the elipping is
not really an origin by the person sending.

BOCKS AND MAGAZINES
The large flow of booke end magazines should be filed properly or discarded.
Books sent by individuals sare always acknowledged.

PRESINTS

Fresents awriving fer the Executive Dirceotor, board members or the Chairmen,
should have a thank you letter attached for signature and sesnt on to the intended-
perascn £ap receipt and signing the thank you lstter. Presents must have a thank you
letter attached befere being forwarded to the Exe«utive Diraotor or board member or LRE.

ANNOUICBMENTS .
Births are acknowledged by an Assoeiazte Membership in the neme of the new baby.

Marrieges are replied to by a note of congratulations.
Divorces are neglected.




Deaths sre acknowledged by a note of ‘condolences for the signature of the Chairman
4o the next of kin or infomming person. requestmng condolenaes be given to 1nterested

vartiss.
&

- Heo EQLI“Y LETTERS

HCO Policy Letters (green:ink on white paper).are not. 1asued hy tha ExacutiVB '
Dirvestor or other persons: than the:Chairman: of: the Boarde .o o e N

AT S I e 1 H&C m:ms p 'v)»‘.‘“,’ e S
HCO Bulletins (zed ink on white paper¥ are not issued by the Execut1Ve bireotor ‘
but by the Co»ordin@tar of Research, vh dh remaihs an LRH h&t.'r f*»' o

[REE

REPOPTS

L

Reports from orgs including Saint Hill received by the Executive Director are usua
due on Tuesday of each week, If the report:is standard,and not forthooming the
Bxecutive Divector chases it up.

A table of such reports should be kept and checked of‘ as receivede

The' Bxecutive Director handles any matters arisiig from the reports sush as slumps
or good news promptly, by rush despgateh via the appropriate ohannels cr cable or if
genaral by xec. Ltr. or if emersgency by Sec Eb.

The full stery of Soisntology locelly end over the wcrld should be fully and
nrecicely received every Tuesday by the Executive Direstor in sueh a xorm that it can
be swiftly viewed and followed up if divergent¢ : ’

The authority of the Executive Director is maintained mainly by being the person
who Teceives revorts and where these are neglected it is a symptom of deteriorating
authurity. :

Therefore routine reports are demanded orisply and received and reviewed with grea
attention and acted upon with greet interest. :

The number of different reports demended by the Exeeutive Direotor should not be
great, and the form should not be eomplex &s these two thinga bresk down the line and
burden reyorting personnel, who after all ‘have other duties. But onoe & routine repor
is arranged it must be demanded to be svmpnlete, acourate and punotual and when received
muat be given slert, interested attention by the Executive Director and when not receiv
mist become the sub;ect of urgent commmicetions and if s¥till not reosived must become
the subject of a full investiigation off the non-reporting area.

Data received at Saint idill {rom cther orgs is digested for the Executive Director
by the Department Heads at Saint Hill. 1t the Exeditive Director sees reason for
further intérest the full data cen Ye gone into in the depariment along with all relate
despatches before action-is taken. Then the action is taken, the gaina are compliment
the qlumps scolded and whatever else trat necds to be done or put Tight is done.

It is a word of warning here thet data received from sn ailing depsrtment or org
ig nesrly always inasccurate and that to base decision or adviee on that alone is to be
accused of wrong solutions as the solutions the FExecutive Director applies wnuld only
be as good as the data supplied to the Executive Director,

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

Bad spots in reports then must become the subjeot of intensive and intelligent
personal investigation by the Executive Director. False bits in reports must be some-
how ferreted out. And lask of reports mist be dealt with summarily. XReport analysis
is a hirh skill requiring much pe rsonal experiense; intuition, intelligence and other
asta for eomparison.

The bulk of the 3job of the Executive Director is getting existing polxoy applied
and detesting where it isn't being applied, forecasting slumps, repairing emergencies
and keeping orge ocn the inerease, and all in such a way as not o add further upset. to
+he 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 %o (2) get factual dsta without (b) upsetting the
apple-cart in order to (¢) take intelligent measures which (d} do not bring about
further confusion.

Usually one can foreoast an org or department slump about a year hefore it happens
if one hes the report lines straight.
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The Exscutive Director depends on roudine gevorts rxather then degpatches ox rumours
for data and thereby keeps things going well without adding to the confusion.

Demands for data must be precise, detailed, oxset and erisp without explangtion
and censures for not receiving it but only atabing one has not, never why not.

If the report'ie still not réceived, hy-pass the non-reporting person but demand
only the same report.

Vhen reports ere consistently not receivad, despite all efforts to obtain them,
begin looking over personnel in that area and get somebody there whe can function.
You will never be wrong in this. Pzople who can't wmport aren’t teo busy if the report
volume is reasonable.- They just can't work snd do are the probshle source of the
slump. o

Report lines are the umost vital lines of the Executive Directon,

w

. CQW{ STRESS

Phe most attention, next to reports, is given by the Exscuﬁﬁva Direetfr to the
exeoution of programmes already laid down and spotting and discoursging projects or
acticng not part of the basic programmes.

The ¢rg pattern in any org is the mosi besic seviss of progremmes,  Bach depart-
ment by the design of its actions is ite owm prometion and execution programme.

Thue, non-funetioning departments are broken dowm programmes. The Executive
Dirscter is mainly doncerned with preventing orsgs and departments from breasking down on
steriard actions and in units carrving out the adnin to keep Fhe org going.

Peohnical departmemts are givenm the grester attention as sudden spurts in income
will acllapse if not followed up by good t:em,0 ‘Solvency is based on good standard
departmenial agtions backed up by good teeh full of good results in scudents and
preclasrs,

The whole organizational eperatiocn the world over as eovered in earlier 1965
polivcy lellers and in 1964 programmes and org patterms and hats is very simple and
straichiforvard so long 83 it is executed., When it isu't being done or has been unduly

ompl’cateﬂ or altered, avalanches of despatches end reports of slumps or absence of
.eports call the errors to attention.

Using the nolicies on Dev~-T and enrorcxng them keeps Bxecutive Director Comm within
#ea.s0n and brlngs the bad spots to attention, making supervision by eomam line aralysis
a most effective means of geitting the job done.
THE DATA THS LINES SHOULD CaiRY
The primary eommodity of the Executive Divector is data.

The kxecutive Direator should at all tuaes know (&) the sxact financial condition
of evary org; (b) the current traific volume (pos, students, hook sales) ef every org;
{¢) the condition of tech in every org; (&) the condition of the staff training
pregranme in every org; (¢} the coendition of the staff coaudit in every ovg, and
(£) the junior exeeutive member efficiencies in an org sc as to know who could replace
what at any given moment in emergency (snd this of course includes Saint Hill).

Knowing those things and enforcing policy where it is outl or getiing better
persorsiel on the job, the hat of .ixesutive Dircctor becomes easy to wear and everything
LTOSTOTER

All this data comes from the Lxecutive Director Comm lines. These therefore
should be corcentrated on (2) to (f) above and all cther concerns given secondary
jmportsnce, Despatches or comms which do not serve (a) to .(f) above @an be negleoted
cr pot on an antomatic answer basis.

e Excoutive Directorts task is to (1) get the important data in order to act
i neaded without (2) getting a volume of paper too heavy to review,

Therefore much of the comu of the Executive Director iax pre-digestsd., This is
dcne 80 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
feils vhen it is not pulled off.

The Exeeutive Director hat does not conflist with the International Ong Supervisor
hat as the latter is only & portion of the s*nezJ of responsibility of the former.
The Executive Director deals mainly with Org/iesn Sess, HCO Sess nd the Int Oxg
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Supervisor reaches much deeper into orgs. Further, the Int Org Juperviacr hag the -
responsibility of obtaining the 106 org payments for Saint Hill, that they are odrrect
and that all org bills are paid %o .Saint Hill., :dditionally 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 Scjentology - the person weariiys auy hat acts on policies procured from the boa
or outlined or stressed by the Exeoutive Dxrecter and corordinated by the Executivb
Direotor. . ,

The Executive Direstor also obiains xeports from:the field, franchise, books and
advertising, even governments and the genewval public, and aleo Qaint Hill Departments
and co~ordinates the whole with org activiiies.

MAGAZINE COS{ LIN=S

e xer 1

_ %he kxecutive hirsctor has nmmerous magavlne aumm 1inss which axe two way, not
on@«way lines, . o

To the public- the Executive Director hes the hinox lssues of COntsnent@l masazine

To the field the Exeoutive Direetor hae The Auditur fmom Saint Eill end all Majox
Continental Magszine issues.

Public angwers and reactions concerning magazinee should be yatched tut with the
raservation thet such mail ie never £ oross saction of "public opinion" - that the
hvue index of magvzine aceeptability is not letters from readers but traffic in orge
and book sales. It is fatal tc momifv meséines on the basig of'public letters" abou
them., Ten readers stuck in snaxrl don't make a public. Totel sbsence of mail is mor
important as & gauge of ineffectiveness of magaulnes. The mail opinion 18 no opinior

at 111 but is measuxed by volume, uot uontant! .

%4

TCE . *’“ILyES

Part of the uxecutive Director comr lines is a eoby oi every magezine ang. breuhuz
and pampnlet puulished by ors. :

These are carefully reviewed for the following po*nts and/br actions,
1. Comoliment an unusually good issu@.\,,.

2. Call typogranhloél ervors to attention 4nd warm that they can meke & reader
stop reading or even leave Scientology if = newcomgr. Lo K

3, Teohnical material errors. These are wadc he suhject Of cables.

4. Hard sell. If the selling is soft and rousey. if ads for the Aaademy, AGC,
books, memberships, Extension Course, Congreases, etc., are omitted, investigate the
connected persomnel and et some hard e=ll going or supe changes made in personnel.
"Public criticism" brings about soft sell even thoush the "yublie" was always only, on¢
or twe anti-Seisntoliogy bums. (Lonﬂon could have been saved earlier twice by this ar
Joharmesburg twice and Washington once i{ this paint had bsan used rather than more
obvious syriptoms seen and ecrrected months later). : :

5. Articles or letters by othor persons on teoh. This is a sure sxgn of an org
about to do a swan dive. The area of the mag is doing Ecrevhall tech becsuse it dost
think there is standard tech or isntt apulying ite

6. Méntlonlng creditably people known to be rank squirrels. This 1s‘an'org:the
can bolt for it has a lot of squirral tonneations, is therefore squirreling. A powe:
push will develop from the arsa 1f rapid invegtigation ;ﬁ not undartaken an@ the facts
acted q;;_,svlftﬁy. ' .

7 Minors with big words in them.

f, Majors that have no appesl at all to old timers.
9. Mags deveted entirely to loeal leaders.

10. Departures from by-line pollcy¢

11, Limited or curtailed dietribution (for reasons of eacnomy or others).  This
last is not detectable from the mag, s0 the Executive Director should require a circu
ation figure as part of his reports for both Major and Minor issues, PABs and Auditor
28 well &8 number of address plates cv*rsnt‘v in CF en@ number of brochures furnishad
feenchise holders each month. - : -

ok ™ ymmo

The mimec lines of any org are overusad, Lack of planning causes heads of
Departuents to fail to meet deadlines {or printed nags. They then want to send mime:
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maiiings to everyoue. . S ) o
Sometimes it -has_ to be aone. But generally the Dxecutive Diveste. wiv! » to curb it.

Ok to mimeo by Executive Director-before anything tan be mimeced £6 unresl for-
digtant orgs. These should submit a ‘copy of sverything inimeéed- ¢o"the Int Org Super-
visor 'so that the Ekecutive Director can Ocoam.mlly rovisw 16 and saution fhﬁﬁ#fﬁf it
is very costly and poor. ' Receiving these ‘aed”teils’ on¥ whién poijeies dPelbaing -
"interpreted"” or local policies ave being issued in divergence to msin line ponéiééc

In the org where the Exeoutive: Diream is ‘1osated;  thig- is ensy.!  Thevefvve the
order is that nothing ocen be mimeographed:ty mimeo in' the EMseutive Direot«bae ‘Bearest
org unless it has "Ok to mimeo" and the" E:tetm‘biva Tifeoton?s initiuls on'4b<met be
enforced.

Thig is sometimes gotten around by an Executivwe Direotor‘a despatch saying "Rewrite
before mimecing" and they them rewrite and miméd without:the"astial ebw . revieued
or okayed. Thus the initial mugt be on the actual copy to be mimeoed. - '

| This permits review and- so-ordinmtion’of! rélédses; curbsielh’ ovossiadvioes and
forces promotion into The Auditor oy PAB and seyes jsnming. pinge liness. ~Mjmeo.ds too
sostly for wide distribution use end oan get out of hand very quickly. . .whep.widely.-
used in hundreds or thousands of copies, it is pmhibitive in mt - a, thiug an inex-
perienced org or exeamutive never: rkotioes.

. Henee, everything: swimeoed- im: m& neateat oxg m u.ll~ Wﬁe af exis#»ins stencils
require Exeoutive Director normission befm:e being aut or: mm Leelem e
The Executive Director's comm lines’ inciude books, Sbleetioﬁ ot what boaks to
reprint or push is the main part of this line. Indexes of what books are selling, what
pooks obtain org traffioc ere points of witel analysis by the ixeocutive Director. This
is the primary comm line of Scieptology and it is. regulsted snd- reinforeed by the
Executive Director and i3 one of tie moré vital portioms of the hgt, .

- ADVERTI gj<ﬁ§m'"¢§ Cn ol .:': Lt T
As only Book Advertisements are placed, one i limited as ¢ wfmﬁ ‘ong cen shy, but
this advertisement copy is an Bxecutive Directoy Comm Line apd: is waiched eayefully and
siraightened out when it goes wrong. op-sfarted agam if it ceases to. enst,, It is &
Jefinite Comm Line and an mportart one. , _ i

N
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The SO"’I line (formerly only fer LRH addressed mail) is the public and genml

incoming mail 1ine to LRE, MSH and the Exe«sut*ve Director a.nd is- watehed: and kept i:n
order by the Executive Director. »

It is & very ;.mportant line in thet m ;9}: __g_g Eeglgd ggg ever M g;ygou
being preceded by enthete S0%¥ 1 mail from that area! - -

One can-estimate the condition of servioe, admin and teoh, (dam&antly the latter),
<pom the character of S0% 1 letters from an arves .

A year before the Victorian .?.nqmry 30 *1 from the Melb(mma ares went’ ba& m&
stayed bdbad.

Thus this S0¥1 lina, we 1eam from thts end other instances, ia an mpomt
index of the chsraster of Seiwntology operation in an ares, -

The SO#1 line is used by the Executive Ds.rector a8 an alerting bell, not as 8~
subjeot to be responding to direetly.

SC® 1 aengwers are severely regulated by policy “the maxim is “Give them w!ﬁt they
want and keep them happy." . D R :

Respond cesually to entheta, or non-comita.l]y..

Forward compleints received to the org or suditor involved tor their or Qia or her
comment. - Forwerd the response fram the org or auditor to the originstor, vhen it -
comes if it is politio to do so or condenae it if it is not,- 88 & sqcom! let;tez, the
first written at onoe.is only an ack. - - Never let Orgs use the.SO%1. line as a sales
line. [Never let a critzcal letter go to anyone in amswer %0 an . SO%®1.. Just listen
and understand. Ask S0¥1 writers for elarifjeation if you don't understand and want to.

Keep the line itself all "Good Roads and Good “Weather® (which everybody is in
favour of). Never critioiss an auditor or an org in .responding te S0¥1 letters.
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Pezce aad Understandi g is the key-note of responses 0 people writing 8041 letteva.
Save the thunder for the true source of entheta in the ares such .as & bad D of P. but
even then only when the evidence of his guilt is in plain view,

This 30*“; line ig & deteatlor line. One never regponds to originatora 4in any. |
r wsy then Peace end Understanding. One uses the condition (theta or entheta)
of 30% 1 letters from an ares o get & view of now well the field, franchﬁae and oxge
wre practising Seientology thereql

There is never bad 80’3*1 from en area where the fa.eld, frmchise and arg m doing
thelr joba well. Sc it is e reéassuring point whew S0% 1 is all theta fuom an areaa

But o SO et all from an ares ir an ingsx that that avea i mot pushing ua.
It mey eved be active, but if no SC#L arrives then that eree is xuah*ng Joa Squirrsl
2t our expense, 0 worse, running us aow; to the pablie. .

})Uu“‘.}\i l‘a'..);\‘." : ?L
RGN gl B gee

Great regpest is geriew }l; shown on cormercisl lines to Saint Hill and the Exécutive
Mreoton. :

tiere it is not, somebody in some immortant staff poa*tion 18 goofing like mad.
Tt eould be said somebody amongst ue is being outrightly destructiva.

For we ave commercielly very well regarded and respected.

One »Jm@g uges the commercieal line answerd from the Evecutive Director (cr ng
E&ﬁs Hevs, t0 inerasse ovedit one way Or another « not by asking i@r it but by casu&lﬂ
semerling how well we'rs doing, how we'lre expanding ete. :

ﬁiﬁﬂﬁ pull a Ypoor mouth® in a business Yotter. WIi'g too costly for ue."
e are & chaiitable organizetion so we should be given favours.”  Be Lold in all suoh
replles, be the immge of succese end expausion at the slightest pretext - which ie, of
course, the truth, o ' :

. FLATIUN
. G A R

Precutive Director stadtionery must always be top grade., Never use vegular org
payar Lo deepatches - use spenialﬁpaper with a printed captien.

mify use airletters if you cott posgidly halp it.

Fand laid snitigue pepsr, heading emhosgsed, for lst and 2nd shaets end anveloues s
g wagt for all commerciel letteys Irom ihe Iecutive Dixector.

o it e

, @ . :
‘Waver let out of slignment typewritovs, faint ribbons or emrased messes go out on
the Lxecutive Director or SO %1 tines, . metter who is going to meseive 1t.

Credit and importance is estimated by the only view they have of you - the letter
in hand, Letters arve smell anbaszadors.

muul

- .

The ﬂcéd of Comm Lines throug%ou+ bcxnnuo7;gy s’ dependent on the Executive Director
L ertness.

Scientology comma contein ARC. ‘They awre familiar.

OQur lines are too wide open o put much entheta on. It arrives like a bullet when
it was meant 2z a small tap. : :

.

 You car blow up our comm lines with énnbyance; mick less anger on them.  So
diacourage anything but ARC. :

1f a long dictence comm line starts -acting up, be very.very oareful how its handled,

The safest course is dontt replv directly to smarly or eritical despatches from org
persommel anywhere, Consider the line temporarily wrecked. Do something about it but
use another line or spproach. It's too risky in args to try to xun off somebody's
cverte 12,500 miles away wi+h a despatch to that persom. Use it &s a symptom and explom
it carefully. How nuch of the org does it represent? Call for other filed despatches
available to you at ¢nce from other persons in that oxg. Do they sontain any mise-
emotion? Trase it all down without gending a single cable or despatch back. Never
surrendar to an impulse to lash back, Use & misemotional despatch to correct an org
condition and be very sure that you reslly know the axaect condition before you try to .
ceryect it.

When you're surc, act., The action parhaps will be gstting somebody audited, or a
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transfer, or ge‘ating somebody retmined or fin:nng &'new Orgfﬂsm 3&3 oas petidrg i HOE
Sec's hat on. But dom't renly - just handle. : T

In his or her owm turh, curb nisemotional m&terlala cr originﬁ fxam tha"Exacutive
Director area ox aelf,

S s e e e

You can be critical only if you have a vemedy that will work. Exﬁmple; Viplg
of P should never § and 4 with suditors; one recantly messed up & c&ﬁa ‘q..o..,..,“
Never "You messed up e ocasei Stop your Q and & coeceaced!™

It's & tolerant sometimes tongue-clucking attitude. Not & bull charge.

RESTIMHLA LLON

in Execeutive Director (or any etaff member) ie liable to resxxmulation by reason
of comm lives or nats, :

This nearly alw gx ocomes from beiug fcxced 1o wear somabodg ¢lse's hat without
noticing it

To remain sweet tempered, refuse to wear other pevple's hats for them end &l
check up at least once & month to see if you are wesring sonebody else's hate Otherwile
your origins msy become misemotional, whether verbal or by despateh.

Analysis of your comr lines will rapidly show whuse hat you're wearing. Lots of
doppatenes will coneern thet hat, not your ovn het. Exsmple: You have & mail clerk
but you are always sorting mail or querying about lost or migrouted msil.,  You ere
wesring & muil olerk or & Communicstor's or an HCO Sec hat,  You will soon be furious
with somebody, not always the right person. - BExemple: Keokuk is always - involved with-
3G&Cuhiﬁg you have to solve. Reedgnize you ara wearing the Org Sec Keokuk hat or the
HCC irea Sec Keokuk hat long before you start getting snarley, end act, not by wearing

the hat but getting it wom by the incumbent or failing that, finding somebody who can
vear it

Bxgeutives who Sweep doorsteps instead of chewlng up janitors are already in deep
apatily from having had to wear, without noticing ii, somebody else's hat too often.

It affects your comm lines this way: You sre working t0 poy & jsnitorts salary,
You are alsc being the janitor vwhich detreeis from the time you must spend to eaxn enough
te pay the Janitor. Thus you double work, both to cover the salary and to do the work
being pais for. Thus you must either get the janitor to do his job or trensfer dr fiye
him, thus redusing your load hy twioce. Even if you only fire the janitor without
replacement and sweep up yourself rou have still reduced your load, te the degree you -
had to esrn his pay. So net noticing vhose hot roulre wearing vhen one is foisted
off on you, increases your work loed double aend will shorily pull you off your routine
lines which then again reduces income. The end produst is a feeling you have no time
to do your job. ind this messes up Comn lines remarkebly by causing one to. short cut
and omit which in turn develops new szituations which fuziher reduce one's available time.

So to handle a set of Comm Lines one wust be very wary of inheriting a hat from
aomewhere. '

This, as Executive Direetor, is very easy to do as one is respongible for such a
miltitude of things it seems natural to weer a lot of hais to the neglect of one's own
hat of co<ordination end supervision.

VERBAL COM:

Exetutive Director verbal comm, by phone or in persony is ususll y denied ccmm and
causes trouble unless speocial actions sre taken.

The deaisions or arrangemenis made by the Executive Direator verbally with one or
twe people are unknown then to other staff and ect as a withold.

Always record conferences and originate at once orders that come out of them.
Piseoursge staff body traffic:

Also write down and publish any verbal order given.

Conf;rm zrrangements made by letter or despatch,

PUBLISH DATA

If only the mxecutive Dlrectar knows ity that's wot enough. It will eripple staff
members and Orgs,

Hidden data and information, particulerly estimetes of situstions and reasons why
must be published se staff can see then.
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Releaze lots of. information, particularly by pesting on boards., Staffs try to
hide data from the public. Dont'bother to hide anything. .

. JAWHHED LIVIS
The Exeeutive Direetor lines can be jammed by:

1. Too complex e report system.
2, Letting others use Executive D reetor Lines.
3., Fail*ng to ‘police Dev-T. ' '

If you outflow a.lot, put it in & general form to reech meny and den't make it a
concentrated despateh line to one, person. Thus people can read it at leisure vhen thei:
orm job lines are cleared., Use bulletin boards, Exec. Ltrs, that sort of thing for
the release of news and info. Keep such aut of despatches, Never write newsy des-
patehes or more than one subject per despatch. Write newsy Exec. Ltrs. instead.

It is doubtful if you ean jam your outflow lines by general releases in this fashion

as people,arc interested and vant the news and if they don't have to answer it always
6o a despatch it will scep in somehow. ' So the amount of outflow’ an FExecutive Director
does would have to be huge before people totally ignored it.

However one éan jam one's own lines by getting too report form happy. . . When
getting up report ‘forms rementber it's you who must get data off them so make tuem awfull,

plain, concise and few., If you add & new type of fcrm, always dlsoard an 0ld one if
¥ou can.

Regularly review report forms wmth an eye to dlscardiag ‘some or con&ansxng them. -
vhat forms being sent directly to the Ixecutive Director are really useful to the
Ixecutive Director? is the main‘ques*;on. _Amputate those -forms or data that are not.
3till, dontt fail to uske up & new .report line if you really can use the data in the tim
you nave to study it. Ané don't fail to kill it when you no longer want it. ‘

Letting other more junior stzif uembksrs use the Executive Director lises or eign a
T po of Bxeeutive Director Coma (such ag an HCC Exec.»Lettex)'is a certain way to jam
1ts line and confuse everyone. » ' ;

Ty letting Dev-T exist and nout policing it you jam everyone's lines, Por not
only you are gettlnb Dev-;ed from a Dev-T source.

CHEQU” SIGNING

Never sign isolated cheques‘offered_one by one. ’

Hever €ign cheques unless you have: ,
1. A tape adding up the full sum of 211 cheques offered;
2. The bank statements in hand' to moke sure you ean cover;

- 3. Ccpies or orlb Aals 0f the sietements or bills being peid;

.h

. Assurance that "this packef” is all thp cheques 16 be sizned for the next
30 days. ,

AlwaJs do "dateline paying" no matter what the account liné is.

Never be eager to sign chegques. I0 demanding better preparatlon oy nocounts
will consume time, consumne it. :

In disbursement, 3veurac and saievj are Senior to speea.

In ' all secounts matters don't be afreid to overucrk acvountants and never 1msten
to why it can't be well done., Just get znother accountant.

Always -eause to be transferred or sacked any aseounts personnel who (a) act like.
it's their money; (b\ who wen't dig-up funds for LRH or Lxecutive Dlrector concerns;
(e} who get you into danger by poor or false submissions, or (@) +he won't enforee PO
layatems. Sueh have 100 much wrong in their units to set right under their sontrol.
It just won't ever go right under then.

The above also applies tc orgs who make the mlstane of (a) to (4) only in. this
case investigate the senior executives for any cne of a dogzen possible crimes or
delinquencies and don't be afraid to act once you heve the straisht 1nformat10n on
vhat'ls what. . ’

" In 14 years T have never found eny of the above (a) to (&) attitudes withoiit also
finding hidden nsolvency or, usually, theft. That is what those data (a) to. (d)
alwaye 8dd up to when investigation is complete,
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n/Org Secz and HCC Secs who o l at you about your money requests or orders
should be promptly looked over and usually should be demoted ang transferred. ‘They're
too parasitic or too proprietorish of cur money to be trusted, R

Lazy accounting units are ejually dengerous, - In this case teo, doing the work
is always substltuted for by a 1lie of some sort. So iccounts lies add up to either
crooked or no accounting system,never to overwork.

With these above data one can hendle sccounts comm lines edsily without sudden shoeks
er financial emergencies, the two most detrimental things that can happen to an Executive
Director. So preventing the shocks and emergencies when the symptoms absve are first
noted will save literally tens of thcousands of pounds es well as Executive Directer
overwork end awerloaded comm lines and getting all Scientology at risk.

‘ ~ SLOFPY LINES
Keep'all Comm Lines and Comm Procedures taut and crisp.
The time to police sloppy lines is not when emergenciés 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 nceded, the
Comm lines are available and in working order. . And you never know when you'll need them.
Thay may be unused for months and then bang! they're vital. ICOs or orgs that don't
answer up or properly should be inveatigated at once,

THE VASTNESS OF EXSCUTIVE DIRECTOR LINES

One can easily be intimidated by the hugeness of expange of Executive Dlrector
territozy and lines.

Tro errors can be made:
l. Fall back 1nto specializing in some and ignoring the rest;
2. Try1nb t0 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 arsa of linos_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 find out what clandestine hats are being worn there or what makes then
seem so important so as to exclude Frapchise lines. Sort it out .ind re-generalize
ones coverage, It's routine and common %o be sucked into tech reports or finanee and
neglect other zores. The orime is not to discover it, find out why, act to handle
the real czuse and exteriorize.

In getting too much comm from too many places one get3 to a point of being able
to handle none of it, Tais happens only when one doesn't grant existence to relay points
on ones lines or vhen one loses confidence in the ability or effeectiveness of a lot of
relay points- or of really fauliy releys. The thing to do is work on patching up relay
points, not going on handling the huge volume as the wmore you handle it the worse it
will beoome.

- SPHERE OF INFLULMNCE

The Executive Director's sphere of influernce is too large to be handled on a'part
time basis. It is & full time job even when its commvlines are pre-digested to next
$o nothing. '

Therefore, an Executive ﬁlrector must not take on speclalized posts "in addltzon

tO ucc.oca.a“o

;_ The symptoms of not handling the post are al1 to be found in:

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

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

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

After any nevw programme is put into action, in any activity, be alert for drepping
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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 programme, It's best to pretest. Use it in Jjust .
one org before going all Out in all orgs., Saint Hill sometimes serves to pilot.:

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

when org incomes drop and Executive Director incoming traffic increases go into the
files and trace the first recent symptom of failing incomes in orgs gemeral to all orgs.
Then go earlier by & few weeks and look for any new programmes or changes. You will
often find it easily. Act accordingly and very fast to get it straightiened up (the new
¢ne out, the old one back in.)

This done very broadly over a lorng time pericd wiil spot up all successful general
programmes subsequently abandoned and could inecreas. org income everywhere,

LOCAL TRAFFIC

Give local comm trafflc less attention than exterior trmffic.

Because an Executive Direetor is in an org the drg will pull him qrher cnto 1ts
lines for various functlons. Seek to avoid this., - - SR : o

Concerns of the local org where the Executive Director is looated should occupy
the following fraction of Dxecutiva Director traffic one over the total number of orgs .
in Scientology.

If that prOportlon is violated {*aking into account reports from ocutside condensed
or relayed by the local org for the “xecu+xve Director) then the loecal org has put one
or more hats en the Executive ,1rector. If these are not spotted ané removed,
Executive Director comm traffic will increase internationally end” internntional gross
income will reauce (2lso redueing the lochl org's income.)

PURPOSE OF CORI LINES

The main reasons the Cumm lines to the Ixecutive Director exist are:

1. To disseminate Jcientology ss widely as possible through standard channels;

2, To inerease the international (as opposed to local) zross income steadily
and stably; ‘

%3, To co-ordinate Scientology activities;

4. To keep top org éxecutives cn their toes and funbtioning;

5. Tc hzld a high tech standard;

6. To hcld in peliey;

7. To detect new policy when really necded and gelt it formulated at boa;é level;

8. To catch the bsll when it's dropped at high executive levels (Org/Assn See. ,
ECO See, ) ‘ . o ' .
2.

To design new promotion, test it and get it gmoing if successful.,
10. To keep Scientology research and compilaticn well finaneszd.
1l. To keep everycue in the knovr on current Scientology actions and nevs.

These (not in order of importance) comprise most of the funetions of the office
and therefore regulate the character of the Comm lines,

One oan 30 these things only if one keeps his Comm lines going and within reason
az to volume. :

Vhen feeling one isn't getting anywhere, the first place to look is at the Comm
Lines and the first thing to do is sitraighten up the Comm lines so they can be used
eusily without strain, ‘

Probably the first thing one rutices about ixecutive Director Comm Lines i that
cre isn't origireting anything, one is only answering up. If one is doing this then
the whole c¢f the Lines have tc be gone into, Dev-T rooted out, clandestine hats shed,
slack personnel demoted, transferred or sacked and actions +aker to get pollcy angd
TrogTrammes back in. :

If it has gone too long, one ades tnc above on 2 gradient, no% all &t once, startin
with crisp new premotion or a furious carrying outof old premotion, getting Devel, gwtting that
spotted and its chroniec orifinators nendled, looking for hidden hats on ovne's head and
shedding them, and so on.
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I hava found that when the Executive Director Comm Lines had me backed off from
origin, 1 have slways . had to abandon the whole lot for a bit and, by pessing them,
get promotion going fast, . Because. when lines get that way, income has dropped or will
shortly drop and,always, part of such a picture has turned out to be a forthcoming
finencial erisis, After furiously promoting and getting pramotion d0ﬂe, one wsuslly
can look back in view of what'one now knows and say 'hew! That was close! If I hadn't
gotten promotion. started in Decembe«, we'd now be vwiped out "

Promotlng 1nto a ¢omm lide overvhelnm is nonsense, - One scts by by-pass of ‘nis
in-basket, Then, having scted, one straightens up his lines by analysing and tabulating
every despatch as he enswers it. Then one shucks the eaccumulated hzdden hats by
getting them -.0orm where they should be.

And all turns out well.

The only genius required is fest reliable promotion action. Sometimes: this _
requires a lot of inspiration. Exemple: 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 peoplet!s hands but duriv those 4 months a lot of the other above
actions vere also taken., By the time it came out the org hud almost collapsed, owed
thousands and thousands. But it was cut and the ball was cdught. At the moment I
started the promotion the only visible symptom cf trouble was that I could not find
tize to originate anything and was smeshed back intc only answering. . Things smelled
bad but not cne single cause could be isolated and little dats was known about whet
night be wrong. I promcted, then found what was wrong. So always take that order
of precedense of amtion, Get in ©ld 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
teke eight or nine months. The finaneial emergency whieh will oceur after a period
of sour, flooded Comm. lines will oecur before the effect of streightening up comm lines
will correct the financial situation. Hence, promote and then straighten up comm lines
any time there has been a prolonged period of Executive Director overwork or non-origin.

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

In this respect, I never abandon kiaovm income in favour of hoped-for income,
So the promotion done must tzke that into account,  Example: . A promotion scheme
advanced by executives consisted of selling a lot of different memberships instead of
receiving Franchise 10/)8. A lot of reasons were given as to why the Franchise 107
idea vwas poor and how much money would be made by memberships, I looked up Franchise

inceme and found it was one-tenth the ineome of Saint Hill! Flithout Leihg worked on
£t all. It offered great potentizl inerease.. I did ncl therefore abandon Franchise
but arranged promotion te improve it,  The sadvice tc abarndon it, if follewed, would

have blocked the 1964 Book-id vromotion!

So no new promoticn should be allovwed to knock out suceessful funetion. The
thing to do is increase suoeesaful functions by newly promoting them, not something new.

»lso, never o outside Sciéntology for income.. That's a symptom of sure flop.
wvery Scientologist who does lays an egg. Use Scientology to produee income alweys
and despatches or comms advising other courses should be put in File C and igncred.

Reports will tell you vhat actlons are produciug inocme where. Use tho§e actions
for increased promotion.

Example: The failure to senrd Certa1ntv to the whole list and a vradual decay of .
content and abandoning hard sell was coineidemt with London inocome decline. - Pepping
up Certainty increased London income.  Therefore publishing the iauditor was based en
cid known promotion. So it didn't regquire vast genius to dream it up after all.
in@ that it would swwe the bacon 2t Saint Hill by .pril 1964 ves a foregone conelusion,

Relieble 0ld promction prettied up and done is usually best.

s+ So prom:ction takes precedenoé over the condition of Comm lines on.the Ixecutive
Director (or Assn/Org Se¢) posts.

Thus there is some*hlng routine comn lines are Junlor 1o - pronotion.

If you try: to stralbhten up comn llneo and the org or orgs in the face of threat-
ened finaneial “disaster, you will alwevs be toc late, ihen finaneial slumps are in Vleﬂ
or ferecast always Promote first and ¢ast, ignoring the lines and orgs and stralghten
ur Comm lines and orgs af*eruards.

If you know this and do 1t, y)u wbn'% eve:,havg’a complete financial.disaster.

If you tried to siraighten up the lines and org or orgs in crder to use them to
promote, the disaster will be upon you befl o:e you have a siraight set of lines and an
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org. 30 the résult is alwoys a smaller org if you reversc the eorreot sequence of
action. .

Orgs that grow smaller have not promoted first and re-organlzed second. . They re-
organize first and so can only save themselves by reducing staff. They should have
promoted first and then reorganzzed 1n the time thus bought. ~

. You buy time with promotion and 1n that time you can etralghten up the house.

Never, vhen promoting orgs out of & threatened financial disaster, consider whethex
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 neocessary Qver any
number of dead bedies, get it executed.. Then revive or bury the corpses. ‘Héndling
things othervise when the future goes grey will ruin everything.

Years ano it was obvious to me, as Ixecutive Director, that orgs elther could not
or would not promote and that I had to do all their effective promotion. I ueed to
wait in vain for orgs to generate promotion. hen they didn't,. diaaster would loom,
then I weuld grab the promotion bsall, promcte like.mad, save them and then wait again
hopefully for orgs to promote..

I never realized why., & Kow I know. Orgs (any organization,-nof enly a>Sci¢nt0104
group) *tries to handle everything by administration first last and alweys. They would
promote rout1ne1y but when "organized for it."

Thus, when things were close to disaster fineneially. (bzink close and b;ll
collectors' calling, which alerted even the dullest person present), they sought to-
"change registrars" or hire new typzsts or sit around and try to find out where the
breakdown had been. . 4

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 earthguake to alert them,and Pwo, being intro-
verted by threatened catastrophe sought to remedy thelr org faults as the only solution

True; if they had 2 smooth org the inherent promotlona¢ actions of &epartments
would save them. -

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

Promote, then repair the lines and personnel ma‘functlons or 1mproper plaoementu.

This is a new idea, The world of business and governme“v does not know it. They
sometimes accidentally use it. Some dymamic director or manager might instinctively
do it. But the high incidence of busiress failure (1 in 19 fail in the first year)
and ohronic govermmental failures and insolvencies show the datum is not used by Man
even if known. Big businesses vith hwuge sinking funds alone can use the system of
"make it solivent next year by improving cur siructure" suecessfullg And ‘even many
of those miss and o bankrupt. '

The shrinking empire has =lways (a) expsrienced but failed to hendle finaneial
emergencies; (b) sought to resolve the situation by administrative changes and econom:
measures, ’

Nobody cen save himself or a country out of & slump. You caep't save what you
haven't got, Therefore enforcing econowmy is aimed only at keeping outgo from deing
more than income. Enforced eccunomies is no solution to a2 slump, Vhen it is used as
r. scle salvege measure everything gets smeller and the former position is never regzin
hen politicians start ialking economy more than they telx of prosperity, the country
is going to shrink in its sphere »f influence.

England has done and is doing just this, 1Its empire shrék for no other reason
than that it sought to re-organlze itself out Of too many financizl erises and failed
to promote.

Telk econcmy, 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 wrong order - (1) Eeconomy, (2) More administration, and (3) some
promotion: They shrink beeause ‘they never regain the former position by ndmlnlstratl
management alone and the economy has nothing to economize on.

The Scientology empire must continue to expand in order to live at all. - Therefox
one (a) keeps promotion going, (b) administers intelligently, (o) practises necessary
eoonomies in that order. And in emexrgencies one promotes before one even thinks ab¢
re-organization. Doing that maintains the expansion.
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“here an org has the sane income year after year they will soon begin to have 1ess
income. They are handling their varlous ¢rises by administration and economy only.

1f they watched theixr comn lines and evexry executive kept on his executive het
and cerrected all Dev-T, they would never have to do frenzied promotion as by the design.
of orgd they would he promoting constently. - And if they hendled bad crises by every-
one grabbing some old tried and true promntional projeot and meking 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 expangd.

You use Comm Lines to detect areas of ‘potential dump. By analysis of Dev.T, by
observance of non-ack, by watching volume of action, quality and content of magazines,
the Executive. Tlrector can acourately 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, . One has bought. time. To
do this one has to be very alert in Comr Analysis, believe its maximg and not "be
reasonablé about it" and ast on what one finds when he really establishes what he
thought he observed. ”hls buys tine, '

®
]

YVhen Comm Analysis and reports are not given close attentlon or when falsified for

‘some time or bad spots don't come to view in spite of it all, then one approaches

finaneial disaster.

~ “hen income itself starts to fall in an org or orgs, one then uges this datum -
Promote first and ask questicns 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 nersonally or doing it yvourself) start getting lines and persomnel straight.
If the promotion idea is big enough and practical encugh it will pull through the period
of re-organization 2nd the resultent income siiould 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 cepawle of rendering the service sold.

Promoted business always has a delay., It takes 6 weeks tc get the first response
to & magezine 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 promste 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 pateh them up so they can deliver,"
Wow it's "make sure they will meke enough and hide some of it and meke sure they
deliver so they will make even more,"

Intelligently observed and hendled Comm Lines will buy encugh tlme to make
frenzied promotion unnecessary. Orderly promotion over 2 long term can them be-done.
It's the shiort term money necessity that makes promotion genius level, The shorter
the time available, the more genius it takes.

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

4ll this - the prevention of shrink and the conylnuatlon 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 iBxecutive D1rector or the comm lines
to and from tha+ het.
Csw

. Completed utaff Log& is always demanded by the Executlve Director when asked to make
any decision or okey anything.

This prevents errors.

However, rcquests for authorlty to depart from the usual are dangerous when okayed
as they then set up areas of difference and cause nolmcv to wander ald mlsfit at the
joints.

Given 1ntelllgenu ex1sting org patterns and progzammeab one would be right more
often than wrong by far if ore turned down all requeuts for authorities or changes

¢ in aetion.

So while one always demands completed staff work (C3w) on requests for decision,
one tends to say "No." If one begins to say '"Yes' the whole progrezme begins to
slide into some unworkable hash.
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Many requests for decision from a post means either (1) the post is improperly
held, or (2) the hat of the post ien't understood, In either case one should origina
despatches or Lxec. Ltrs. to cbtain data about the person and the hat and shculd
either rewrite the hat or educate or transfer the person.

SUMKARY

The Oxecutive Director Comm'Lines aie the carriers of data and commamds and must
be well handled. The traffie must be policed and kept grooved,

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

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

Bmergencies, on gocd 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 frem incomplete or
random reports and a failure to welieve the raw data of inoome and stetistics in
some area and act when baed spots are consistently observed,

LRH: jw ’ L. RON HUBBARD
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