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ALL DIVISIONS

We have Jearned.the-hurd way that an ind:.vidual frnn the public must
never be asked to DECIDE or CHOOSE.

Examining experiences we have had, I.finally eew thare - .3 a hidden

datum we had not beon aware of in our orgs and pariigularly. in handiing the
publice I finally dug it up and here it is:

TO DECIDE. QNE HAS TO UNDERSTAND,

Examining our big org chart you can see quite, plainly: that,
Understanding is higher than the point of public entrance into proceasine.

Example: Mr. J. is offered Particle A.. He oan accept it duat
because it is offered., He does not have jo even perceive it ox talk about
it ar recognize any condition., He needs. to see. only two things - (a) That
it is being offered by somebody or something (source), and (b) that
Particle A exists., All you have to do. is show him wherc to obtain it apd
that it exists, This is acceptance without decision., Thgrefore he can
have it

Example: Mr. J. is offered Partisle & oxr Parficle B.  Now we have
an entirely different situation. Mrs J. must o compare Particle A and
Particle B in order to soe which is best. Therefore he must see where each
comea from (msource), that each azists, establish the gondition of each
particle, communicate with and about them, perceive them, ralate them to
each other (Pocome oriented), wnderstand them, bc enlightsned and finally
decide (establish own gv.rgase). If he cun.do this ¥rs J can choose vhich
he should have, A or 3. If Mr, J, can't do all those things, Mr. J, is
overvwhelmed, gete oonfused gmi takes ngxtlxar. one.has paked Mr. J. to Jump
up o lot of lovels, Actually the ordinary Mr., J. when raw peat and even
not 80 vraw would have to have a Grade IX Certifiocate to obtain a Grade I
Cortificates And that of coursé is impossibla.

The door, then, is barred utterly for the swmjerity of people into
any department or function or org. -t adona-the promotion and accounts
functions,

The moral is very plhin. Nover ask apyone in the public or field to
Decide or Choosé, '

Erase from our org patter "Vhich do you want, Mre J.?" Don't ask
which course, or whad pin or what book ar which auditor or what door or what
tine ho or she wanto to start anything or which door or which road or which
membership.

Cultivate totally oa a staff & didnotioc but pleesant approgoh. "Your
intamaive storts "s "This is your next bock e "Your next
oourse should be taken oa ", "Go to the third door." "I seec you're
a po, You wo up to tho seoond fleor _ . *

Erase cven the banal *"ihat do you wish?" or "ihat can I do for you?"
ag even that throws ooxfusiady futo it,
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. Example: Miss N. had hecrd of prdcemsing., She wints some. She
never did decido to waat some. She Juct Lants some., Now to ask her to
decide anything cbout it bluily shes prrpose. It e o thin purpose, It
quivers: Don't ask her doos she wart & book or want trainiing or want a
pin or want anything elso, Say o7 "Ahe You won' urocescing, That is a
good thing to want. Be herc on H..ny chd b¥ing £ 8." That's all. For
heaven's sckes don't sell her protussing or_bock» &y oltornote schedules
or askk her if she can puy o« anything, That wani is frail at best., Don't
crush it! If she suys timidly "I only have funds," say "Good.
Bring them, you eon owe tho.rest, Be here on Mondiiy.*

In short MAKE Misa li, RIGHT for WANTING, thus intensifying tho want.
Make her RIGET when sho talks aboub moncy. 7Then, boing righs, .she gan
come in Monday. Sirple. Chances arc, even if sho warks, sho'll stili ccne
in. ‘

When she comes in she soys "I'a Miss Ne I'm heve for my procossing,”
Reception MUST say, "ik. You're Miss N. Goode Th..o's the Accounta
window, .Sign up thers."  Thc Acoounta eays, YHer:': tho-siip. 8Sign horo.
Take the slip to Room. _ ", Recoptovi ways "0 . woy Misas N
Estimations says, "JLot me have your Accuiuts recei: >, Good. That's fine.
Huve you been processed befocre? No? VWelly you s:va will ba.. This way
please. Your auditor is weiting." The auditor B<; 3. "Over. hexre, plenca,®
Adjusts the po's chair eto., and sits doyn and says YEtoart of Seassicr."

At its ond e says, #Be in $his room at * for liiss N's next. And so
on, When sho geto her Grade Cortificnte sho's told, "Thai means you're a
Grade I preoclear, Got tho book down in reception., Jt will tell
you all about Grado II." Miss E, throughout is never anything but. 8Ced,.
The genercl promotion told her whrt to want by scying she could have it.
She expresses the wont, Tne org poopie say, "Thut's 2 good thing to want,
You can have ite" And givos it to hore :

That's all.

Jugt as you'd ngver ask a po which command ho wanted, you never ask
the pudblic individual. to decide,.

You <un teach thou anythaing, porticularly the truth. Bup never ask

By processing up through the gmdea this porson %ill soan begin to
8#oc and be thore und understand and decide. and sho'll surely decide she's
o Scientologist as it's true all the way! :

This i3 new Admin Tech.
You will sce us knocking oui ngw all reguests to choose in 2ll

promotion and in 211 reouting 6f thoe public ih ar org. If wo do 8o we will
succeod berutifully.

Thero is on ovamn: deoper fundomental at work hero. It is quite
startling.

You cannot got a flow without ngreomemt, Bxamine your ARC triangle
and you'll sce vwhy.

Thic is why an org wen't flew itraffic whon Policy is out or not
formed.
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Thatt's why eny policy, agreed upon, is better than points of
individual decision on {low lines,

It's not that peopie can't decide in orgs. They can., But when a
staff member makes an individual decision not laid out by policy, the
flow stops.

Thus all flows and traffic lines including people and money and
despatches will flow snocothly and rapidly only so long as the decisions
that can be made are also part of policy and are simple decxszone.

THE RAPIDITY OF FARTICLE FLOW ALONE DETERMINES POWER,.

Thus an org's strength and 1ta aphere of influence and domain are all
regulated by the gpeed of flow, both inside and ocutside an org!

And an org particle inside .or outsxde an org (promotion, books,
people, money) flows as fast as 1t's free of independent, unagreed~-upon
decision points,

Example: A flow line can go to A or B, Unless policy says "“If it's
above 80 il goes to A. If it's bolow 80 it goes to 8", then that particle
becomes the subject of a decision that is not covered by policy and the
Liow 8tons,

You can bave a lot of choices on a Comm line or traffic line but
none may ba readoil choices made by an individual at that moment. The flow
will stop, not becaguse tue decision is wrong but because the next point on
the flaw doesnit know what it really is and sc can'j handle it except
slowly or vy stopping it ot lsast to think it over,

An org full of individual decision points not .coverad by group
understanding is no org at all and nd will fail, It-t% a bunch of individuals
working at cxuss purposes each person okay, but the coubined strength of
the 'org" is only that of one persen in a state of confusionl

When the pubIzc is also be;ng asked to .docide about coming into an
org full of individual decisior pofmts you get a total collapse.

- The new Org Board overcomes all this. It Les the choicqs laid out
by policy and org form and formula., So it cun grow, will be easy to work
in and will remain a happy.placq unless”aomébody puts in some new decision
points not on the chart.,” The result will be stopped flows, no traffic, no
nongy, né org

Never .put ih’aq,“lnaividual random decision point" on a chart!
That's the morale.

Then all staff can look over and ste eesily on what's decided where,

A multiple decision point can work providing only that all the
decisions to be madw are already lkyows to all, Taze a Communicator. She
has to malke many "decisions" that gre kmown in advance. Which basket doos
what dispatch go into? That!s an easy multiple "docision" providing the
Org Board is oasy to read and Stuffﬂunderstauds it avd i doing the Joba
for which they arc vostol, The line stope vhoa the poests cross or aron't
being handled, o at ca Stindividual decision point" not then easily
knovable to the gtufl,

This was tie main problom in working out the 1965 org Board, For
the first time evan my own post was boing clarified by the nced for know-
able decision, Evcry post on the Board is like that, And it was all
workod out. It could not have been worked out at all unloss I had found
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somo of the most fundamental formulae of this Universe, The type of
pattern used kept one org going for 20 trillion yoars, bolieve it or not,
And ‘to that was added some very basic laws that had deen overlooked by
that :utfzt ‘and which causod:its oventual decay, It couldn't corrcet
itsolf! :

' We aren't actually radically chanzed by tho 0rg Board as all our
own customs are functional on it also.

But it nll flow and prosper as long us tho decisions to be made
are lmown alrcady. Example: A bill disputod decision = deposit sum in
Reserved Payment Acoount and got the bill straight then pay right cmount,
Example: Poliocy says Blue Students, ‘They scem to be aquamarine coloured
not blue. Report it to tihie Inspection and Reports Dopt-with all data.
Inapect:.on and Roports inspects and reports to the Office of LRH and policy
is-adjustod everywnere. Now we can handle acquamcrine coloured students -
or ‘soc ‘that tho 0ffice of EBstimations is forbidden to wear sun-glasses
while estimating! And while the policy is under adjustmont we stick by
known policy until adjusted.

Prankly. the 1965 Org Boerd pattem, as posted, g¢ives all the routing
hats and thereforc the "decisiong" are already visible, If a flow stacks
up or o basket fills, or trouble occurs, we have an ovcrload or an
absenoo or an injectod "individual deci.;ion pomt"

‘ For from robbing anyonc oy self dotminism, the 1965 board is
welcomed by sigha of relief, Even I was glad to get ny own work onto it.
The whole room went bright when I cognited, "Goe, this is what everyone
is trying to do to mo; make me an individual decision point!"

One puts onc's baskots and one's "hands" into the lincs and acts on
the lines. One doosn't put his decisions on the lines a8 tho lines then
hit him? A postuloate or a decision is too clogo to a thetan's identity' ‘
It confuses him and makes him fecl hit porscaally by the Communications
when he has to nowly decido on cach ono. If the docision is already there,
A or 3, he can then rouic with his "hands", not -with himself. If he is
always newly and rm randomly deciding he gets carried oventually on down the
9omm lino himself and goes off post! A thetan can handle a vast volume of
action so long as he docsn't have to make a strange or fresh docision in
oach aot, We can tell in orgs who is making frosh individual decisions as
‘that person has to bring each of ¢ his own desgpatches in personally. (We
0all it, "bringing a body".) He routes himsclf tool Only a Communication
runnor who is involved only with whe und whore can do this safely as hor
decisions are known beforchand., Thus she cun move on lines with impunity.
Note that she only stops when she has to figure out who hcs now gone whore
and why she was not informod! Othcerwisc a Communications runnor could go
through fire and war with impunity vithout a pause so long as the who and
whero are kmown, Thus on investigation's personnel camot also be a
communications persamel without going half mad! But an investigation's
personnel with hor set of "who to look for and where" can have entirely
difforent previously lmown docisions to make., Both are who, wheres, But
tho eomm who, where is thc comm station of 2 known person. And tho -
investigation who, wherc is composed of ‘types of whos and reported whores,
The purposes are difforont. Tho comm porsonnel sees to whom and whore and
delivors, The investigation porsonncl stes what and finds out whom and
whare and roports, Other staff must know whnot decisions those two will
noke, Othor staff sces a jam of traffic and will foul comfortablo if a
Communiocator prediotably seuds an expoeditor to help cloor tho jams Also,
soeing a confused arcn, othor staff will focl all right about it if an
investigator pops up oad finds out what cnd whom and reparts it zccuratoly
for a prodictablo docision., Thus o staff trained in tho pattorn of -
decigsions that will bo taken by the various departmenté ‘only complains whan
somcbody groan puts somobody clso's traffic on thoir linos or lcaps in
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investigoting the umninteninmee mon whon itt's o bulldog & pe brought to
sesoion that's howling. Thiuge sotb predictablo, One sces a pile of
troffic growing, onc xmows un vxneditor will chow upe One sces o studont
blowing, onc knows an invostigntor will show upe Onc can live in a
predictable environmant. Onc gets nervy only in the prescnco of
unprodictoble decinions. Wod to Mnow way wog courts make people nervy?
Who can predict o wog court decision? Jho cun oven predict the sentonce
man to man for tho same crime? If's net knoving thot mokos men stupid.
Part of knowing is "Ia a given situction what should be decidoed?®

Only 2 ncw lmowledgo of universal lows has made it pousible to moke
such an org paticrn, for its d:cisions are then basie in cvery person and
the wniverac in vhich we live, Wo necd only ovoid bank dromotizations
to own the hat.
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