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THE FA4AST FLOW SYSTEM

We have introduced many nev principles in administration in recent policy
letters. Here is one which if left out would cause mystery.

. This is the principle of traffic flows we now use. It is ealled the FAST FLOV
SYSTEM OF MANAGEMERT., ' c ’

A being eontrolling o traffie or notivity flow should let the flow run until i
is to be reinforced or indicates s turbulenee will oocour and only then inspects the
part of the flow tkat 45 to be rcinforced or is beeoming enturbulated and inspects
and aets en only that one flow.

This principle would operate on a conmittee of 3 in this fashion: the

nemmittee does not act a8 a body. Each member asts individually in three spheres

of influence (three types of flow). There is no gommittee (collective} action until
one of the three members wants concurrence from the other two on greatly reinforcing
a flow or until the other two, by observation, see the third is going adrift. Only
in these cases does the committee act as a Committee. In other words all 3 members
g0 about their work independently until theére is a change in one of their thres

spheres and then they act, Otherwise the flows of orders and actions are
independent. T Net doing it like this is why Committees have gotten the reputation
of being unable and 2 waste of time.

To do this one, of course, needs another principle: that of Indicators.

An Indicator is something that signals an approaching changé rather than finding
the change is already present and confirmed.

We get this from auditing. An auditor audite so long as things go.evenly. He
knows when they will bezin to deteriorate or chunge by an Indicator. He acis on
seeing the indicator., He doesn't wait until the eollapse or total change of the pe
to occur and then look it over and aet. The po could be run into the ground or a
goed prooess that was bettering ilic case could be neglested if an auditor could not
PREDICT from indicators how it was goins before it was gene. .

In supervising a number of sections or departments, it would work this way:

The person in charge does not examine every action or decision on the lines.
If all despatches of ell the activities went through his or her one pair of hands
the volume would be too grent and would jam. The .executivet!s "plate" would be too
full and this would halt any expansion of the activities as the executive would feel
overworked, yet in actual fact would be getting nothing much done. The flows which
needed watching would be buried in a huge volume of flows that did not need watching.

Instead; the prineiple of flows tells us that the executive should have
statistical INDICATORS such as 0.I.C. charts on every part of the activity ssch week
and should act only on the basis of the charts' behaviors.

If a chart went down the Executive would not wait for that area to collapse
before inspecting it. At a dip point the executive should go over all the plans
and traffic and despatches of the area dipping down and unearth the real reason vhy
it did dip. If the matter needs minor remedy, it should be carrected. If then
the graph still dipped down, the exascutive would not only Ye advised of it by the OIC
Indicators but would know, having inspected earlier, what had to be done on a more
drastic scale to get the graph going ur agsin.

The OIC system must be used and all data pletted and ciroculated to the
Executives in an org before this system will work.

If the OIC system is put into effect fully the executive can then (aﬁd gglx
then) let go the comm lines and let the txraffic flow.
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He then only needs to:-

(1) Keep slert for and correct Dev T“(off—line, off-poliecy, off-origin and
non-oompliance );

(2) Keep an eye on the weekly OIC uharta.

(3) Find from OIC the upvard trends and inspect and find out what's working
so well it can be reported; : E e

(4) Be slert to any down dip and inspecf tha‘aotivitxeitsélf and correct the
matter; and

(5) Spend most of his time getting his own job done (since nxeeutivas do
have jobs besides supsrvasion)

The one thing he mustn't do is "get reasenable" about.dips er aaoma and not
act to really check the decline gr to reinforce the rise: -

(a) Thinking one does know when he has not gotten it 1nspected closely,
() Yot believing the graph and TIndicators; and
(o) Not acting, are the fatal errors.

Doing (1) to (5) tells us who's an executive and domng (a), (b) and (c) tells
us who shouldn't be an executive.

If this system is in effect the org can't help but boem.
Vie will call this the FAST FLOVUV SYSTEM OF IMIAGW

It is a very precise art. It's like auditing. Ons predicts the slumps and
reinforces the tendency to boom. _

It can't miss, If it's done conpletely.
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