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DANGER CONDITIONS

INSPECTICNS BY EXECUTIVE SECRETARIES
HOW TO DO THEM

An Executive Secretary who does not get around his or her divlslons now and
then and see what ‘is golng on can make a Tot of mictakes.

Inspections are desirable. But when an Exccutive Secretary makes one he
or she commonty issues an order or two, and if this Is done without that
division's secretary being present it is a by-pass and willy=nily begins the
formula of the Danger Conditian and can unmock a section or department or even
that Division. " '

A senior can inspcct, chat, advise, but must never Issue an order on a by~
pass unless he or she means to handle a dangercus situation and start the
formula. For the formula will run, regardless, If a by-pass begins.

The way to Inspect, then, is to collect the seniors and go around, and
issue orders’ only to +he nvx+ senior on thé commana channel, never to his or hsr
sTaff.,

Example:" HCO Fxec Suc wants to see if books are stored safeyy ~ The HCO
Exec Secan nip out and look on his or her fonesome providing nc orders are
Issued. Or the HCO Exec Sec grabs the Dissem Sec and the DIr Pubs and the head
of the books section and goes out and locks. And if the HCO Exec Sec wanfs a
change in it all, the order Is issycd to the Disscm Sec only

It is a great ftemptation to tell Books-in-Charge how. and where to puT what,
for an HCO Exec Sec is ono normally bocause ha or she is smartér and ‘more
knowlédgeablc about orgs. But if one Is to advise Books~in-Charge, one had
better have the rest of the command chain right there and talk to fhn next
senfor below HCO Exec Sec.

‘You would be surpriscd how many random currents a senior type senior like
an Exec Sec an set up with a few comments that skip the command channels and
what 2 mess It can make for a Socretary or Director, no mattcr how wise the
commehits. ’

Secretaries who order a director's 6fflcers in the abstcnce of the director
or, much worse, section staff without Director or Soction Officor thereby court
and meake Troublu.

You can unmock a section or a whele dcp&rTmenT by slcppy command |ines.
It s not merely the "correct” thing. It's the vital thing *o follow command
channels as*nobody can hold his Job if he is being by-passed by a senior. He
feels unmocked, and the Danger Concdition formuta bcglns to unroll.

The corroct way to route an order fec a person two or three steps down the
command channel Is to tell the next one below you to order the next, and so on.

1¥ you have to tell thé Director of Tech Services tc have his-Housing
Officer post a2 list of houses on the bulletin board, you really don't have a
Director of Tech Services anyway as he would have done it as the na*ural _thing.
So an order in such an obvious case is net the rith comm. The right comm is
an Ethics chit on the Dir of Toch Services for not posting thc available houses
on the butletin board.

A smart senior is a senior because he is smarter. But when this is not
true and The junior is smarter, you geT an intolerable situation where the
senior Inforferes. |If a dujl seniorinterferes continually on a by- pass, it's
a surc way to start a mufiny And 2 senior who doesn't Inspect or got -
Inspections done does not know and 'so looks dull to his juniors who have looked.

The safe way In all cases. is to Issue orders that.are very standard .on
policy and obvious and te issuc them to the next one on the command channel and
then in the future inspect or get an inspection. |f on the inspection one
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finds non-compliance with a standard on-policy oéder, one promptly calls for a
hearing on tho next onc down thc line who received the order.

Hore's » terribly simple example: Org Exoec Soc sces statistics for Tech
Div down. Issue order to Tech Sec, "Get the gross divisional statistic up at
once”. Now nothing could bc plainer or mere standard. In two weeks the Org
Exec Sec looks at the statistic, sees it Is even further down and calls for a
hearing on the Toch Sec for non-compllance or a Ccmm Ev to get all tho evidence
in about the matter.

This is zbout as basic as,yéq’can gét;wjfh§an-inspecficn, an order and 2
further action all by a senior, the inspoction being done by OIC and reported
by graph.

Lite in actual fact !s very slmple and’ an ord is today a véry elemantary
mechanism,

I+ Is easy to rur an organszafion providing one makes 1+ run and handles
Thlngs in It.that refuse to run.

" Whero an Exec Sec ts baffled on occasion s the apparent unwiitingness of
a section to function. Now this is so far down the command channel that info
on it does not easily arrive back at the tep.

The Thlnc to do where possitic is parsonally Inspect. Or get it Inspected.
One offen finds the silliest things. AR '

-Example: Book Shipping statistic is revally down, man, down. One orders
and harangues and argucs Trying to get books shipped. One gets the quantity
of books loockad into. 1t's okay. One gots shipping materizals looked into.
Thcy're okay. A Shipping clerk Is on the Org Board. But orders to the
Dissem Se¢¢ just naever got books shipped. So finally one gathers up the Dissem
Sec, Dir Pubs and Books-in-Chargc and goes down tc Book Shipping - Lo! They
have been buflding a machine that wraps books tightly when 2 rock is rolled off
a bench! (This actually happened in DC in about 1958.) |t has taken a month
to bulld it and will require another te fihish It and one and all in that
Division are convinced this.is the answer. The order? "Break that machine
up and start wrapping books by hand and | want that backlog gone In cne weak".
To the Dissem Sec, of course, In front of everyone for hls soul's sake. And
publish the order In writing as soon as possible. ’

Sc you scee, you have to inspcct because what seemsvlogicél and okay tc
Juniors may be ccmplefely snlly Remember, that is why thoy are junlors and
have seniors.. ‘ ’

Frankly you can never guess at what hclds some things up. You have to
look. Often you can solve it for them. Buf solve it with their agreement
and on command channel if you want it done.

" You can't always sit in an fvory tower and Issue ordcrs. You have to
know the ground and the busincss.

Over period cof flffe&n years cf active manag°men# of theso oroanlzafions
| have a pr»TTy good ldoa of: what. can happen in one., And to one.

I Try To be right mOre often than wronq.' I don't Try tc be perfccf as
one's best plans are often goocfed. 1| try to get done what can be gotten done.
And | carry a Ilttle more. pressure on tha org than it can rcally accomplish.

| Tnspect. You would be surprised at how cffen .l dec 2nd what | find out.

I sometimes looks ‘to peapie +haT 1 use a crystal ball in taking fho
-actions | take bncause +hey see .no possible route by which the data could have
reached me.. . : . . .

They forget how many lines | kocp In opuration. 'And alsc, | géhoperafe
on a Mskxth sense", : _

For !nsfnnca all ﬂccounflnq summaries +odav are cdene for governments, not
f3r management. A manager.has to develop a sixth sense concernling financial
status of the org. Ons has to bc able to know ‘when the bills are up, the
income Inadequafe and to know when to promo?e hard and statl creditors even
with nc dzta frem accounts or contrary data.that proved falsc.
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Today with OIC this Is easy. But | ran orgs successfully with no OIC
for years just by sensing the financial situation. In theory accounts keeps
one fully posted. In actual fact they often goot in filing bilis owed and even
in depositing money.

There are many things one can sense, 0IC or no OIC.

The thing to do Is to Inspect or to get the area you sense is wrong
inspected.

} have today LRH Communicators. They are pushing projects home. They
also can tell me why projects won't push home because they have looked.

An Exec Sec or a Secretary has HCO's Inspection and Reports and a Time
Machine to check compliance. And this is how it should be.

But nothing will substitute for inspection by one or for one.

And the Exec Sec whe thinks it's a desk Jjob is being very naive. The
org would run better if Exec Secs had no in baskets.

If an Exec Sec watched statistics like a hungry cat at a mousehole and
inspected like fury every time one went down or stayecd down, the org would
expand and prosper.

Providing Inspection was done.
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