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ADMINISTRATIVE KNOW HOW 

Executive and Governing Body Errors and Answers  

Anyone in an executive position must be in possession of information concerning his 
post and the functions of the organization or unit he is heading. Lacking it he becomes 
the effect of post and organization and begins to create unreal orders and situations which 
result in down statistics all around. 

In principle anyone in charge of anything should know the workings and functions of 
every unit, item or action of which he has charge. If he lacks such he should be careful 
to take advices from his juniors before issuing any order to make certain it can be carried 
out, is necessary and conforms  to workable practice. 

Anyone while learning an executive post and yet acting as that executive should spend 
the bulk of his time in study and should issue NO orders and approve of NO orders until he 
has taken up the matter with those who will be affected by those orders before they are 
issued. 

Eventually as one learns his post, after months or years, he or she can begin to 
issue orders independent of taking advices first from those the orders will affect. 

In this way an .executive not yet well trained or experienced can keep things going 
while he is studying his position and those things under him. 

An  mecutive ,cannot call himself fully competent  or, informed until he has studied all 
literature, psst orderssand policies which affect his position or any activity under him and 
can handle any 'Machine or operation in any unit of which he has charge. 

Until then he had better adhere closely to the rule that before he issues any order, he 
had better consult with all those it will affect. 

However, in doing this, he must not at the same time issue-only popular orders or 
orders tending to break down the existing structure just to reduce labour or hours on the 
job or raise pc fir. 

A great many persons fail as  executives solely because they: 

(a) Do not proceed as above on a new job or promotion or 

(b) Fail to hold together and control the activities in which they find themselves in 
charge or 

(c) Use their position solely to buy popularity or 

(d) Form a clique for their own eelf protection against the mob. 

It takes a very sensible person to succeed on a new job as an executive without 
previous experience or previous study but it a person follows this advice .  as given herein 
he or she can win and hold the statistics up and even raise them. 

GOVERNING BODIES 

Any Council or Conference or Board becomes bogged only for one of the following 
reasons: 

(A) It is inactive or 

(B) It seeks to solve the wrong problem or 

(C) It fails to notice and nullify arbitraries that have been introduced. 

(A) The Inactive Council or Conference or Board may be inactive for a number of 
reasons. 
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It  can simply be inactive. 

It can be inactive as a governing body while individually very busy issuing  orders. 
This is quite fatal as such orders will conflict with orders issued by others members of  the 
body also acting individually. The consequence is  that the  activity so governed  will  then 
seek orders elsewhere  to  resolve tile confusion of conflicting orders  from  members  of  the 
governing body - this is how mutinies and  revolutions occur and also why  some activities 
will suddenly create diptators. To use one's status as a member of a governing body as an 
individual authority and yet not see that it is  the body that goVerns will surely bring about 
mutiny and revolt and new leaders. 

The remedy is of course to permit no orders  not agreed to in the actual conference of 
the governing body and to reprimand and cancel  any  orders  issued independently .. 

If the  body  is simply tractive and won't become active 4all,:desPite'everYthing, it .  . 	. 
should  be  disbanded as.  a governing body and its powers delivered to a single individral. A 
body inactive that  won't act as  a  body must not be permitted any power. For example, if an 
Ad Council is  actually inactive  it  should be disbanded  and  its powers individually delegated  -- 
to its individual Exec  Secs.  However,  if this  is  done no powers may overlap. Some 
"governing bodies" exist  only to  satisfy  the lavi and  have  no power at all. 

(B) Solving  the wrote problem means also neglecting to locate  the right problem. 
There is  nothing wilder  than orders to remedy situations which are not the  real problems or 
the vital problems of  an  activity. 

When  a  governing  body is bogged,  a well  schooled  administrator should be able to see 
if the  body is  working on the  right problem and if not, to shift that body's attention to the real 
problem  they  should be solving. 

An  example  would  be a  government seeking to resolve heavy spending when they have 
no earning. The real  problem is lack of money. Conversely, a government can seek only 
to earn more money  when they may have a real problem of fantastically foolish expenditure. 
In either  case  by working  on  the wrong problem that government can fully crash a country. 

A  governing body  can ride  prejudices rather  than handle existing problems, which is 
another  way  to solve the  wrong  problem. 

(C) Arbitra•ies can be introduced  which thereafter require constant and changing 
s 	wIlich even. then C..o Aiot )111.[!r , . ,va things. 

When this happens  one  must locate  the arbitrary itself that is causing the need of 
solution and abolish it. 

The only mistake one can  stake is  calling any  rule an arbitrary, thus destroying form. 
One  has to isolate a real arbitrary that is causing needless solutions.  When found, it should 
be removed. 

However, one can be so sweeping in doing this that it simply gets  unseal and wrecks the 
lot. For example,  one's laziness  or  unwillingness to confront can condemn something as an 
arbitrary  which when removed  causes  one  to collapse.  It is not then an arbitrary bit a  form 
or  riccessitY. 

An  arbitrary by  definition  is ant  interjected 'law or' rule or detision which does not fit or 
is unnecessary. 

Such things can cause a  governing bodY to  bOiratiout  for  years  and  eventually fail. 

Here is an example  of  an  arbitrary that catised endless solutions and which when not 
removed destroyed a  nation.  "Our currency must not circulate beyond  our borders."  This 
was kept unwittingly in force.  As  money depends for its value  on  its  scope  of  potential  cir-
culation the money became worthless  and  the country caved in. Literally  millions of govern-
mental  and  individual  solutions became  necessary-  after that one arbitrary was introduced. 

So an "arbitrary" can  be  said to be  Son:Yet-WI* which actually violates; natural law  and 
which becomes, when held in  place an enforced. lie. This causes endless board or governing 
body  trouble wherever it occurs. 



Here is another example, "Unions have the right to strike". This was assumed and 
is not part of any law code as it says, "A bOdy of men has the right to injure business and 
property without at least civil recourse for damages by the business". Protection racketeers 
assumed the same right. This arbitrary is a lie since nobody has that right. It laid France 
open to World War II , for instance, as France through the 1930's was one long strike. True 
unions have improved pay and working conditions. But there is no right to damage businesses 
which support one. By introducing this arbitrary without seeking sensible means the Western 
world was opened to inflation, unrest and conquest by lawless political elements. 

So an arbitrary must be something contrary to the general scheme of things and while 
a lie is yet held in place by law or public ignorance. 

Arbitraries are usually introduced by those who aren't quite bright enough to achieve a 
result through wise measures. And otherwise  Wise  men, thereafter can spend decades and 
invent whole law codes trying to handle the problems so set up. 

BOGGED ORG 

When an org is bogged after a period of success it is almost always true that an earlier 
programme or order has been dropped or forgotten. 

I have always been able to trace bogs to skipped orders. 

An example is the Qualifications Division programme order. Outer org recovery was 
planned so as to improve (Alai in each org, then to get staff training in and then to improve 
the Tech Division.. This order was at first executed, then was  not followed  up =tithe 
beginning recovery sluraeo -3 again. The remedy was to re-institute the original programme. 

Ordinarily one doesn't need new programmes but needs the follow-through on programmes 
that have not been complied with 

When f see a slump occur, I first ask what programme wasn't executed or got dropped. 
I always find it and when re-instituted, things surge. Then find who dropped it and 
reorganize personnel with non-droppers. 

In this admin tAlure the droopt,A programme is seldom a little one. Recently. a.t Saint 
Hill when statistics Aumped I found the programme that was out was selling the Saint IIill 
Special Briefing Cou:rse„ It was being taught but never mentioned. Yet it, not Power 

{Ts?, 	cxf 

Look for the prograrrirv, or orders that were dropped or forge: tten before you start 
originating new ones. You may find the dropped one is so huge that nothing could remedy it. 
In many orgs the drooped programme was the original one - to put an org there: Of course 
no other order will revive the place 	the org wasn't put there in the first place and people 
think they are running an org whercao tht.7 didn't finish up putting one there to be run. It's 
often as simple as that. 

DEV-T 

An admin5str Aor (any executive) who does not know and enforce Dev-T policies is 
letting the or;: town 8 everely 	II isn't just 	own basket or office, it's the fact that Dev- 
Ters are annoying other staff too if they Yrf nto an executive's hair. 

A towering In basket is always a sign of as executive not enforcing Dev-T policy. The 
whole org will sag if executives don't enforce these. 

WiTOSE 

Once you have Dev-T in hand your basket traffic shrinks but you may still be over-
working by reason of another factor  -  wearing, unknown, the hats of others. 

I always look up every month or so 1. see whose hats i am wearing besides my own. 

If I find I am wearing bats not mine, I lbegIn to look around the people and areas that 
should be wearing thos e hats. 
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If I find the people whose hats I am wearing have seniors below me but above them, 
I then examine the work areas of the seniors. 

I always find one of two things: 

(a) The seniors are not active at all or 
(b) The seniors are doing something else than their own hats. 

On the staff whose hats I am wearing I usually find they are doing something else 
:i-prt.thrp 

I then examine the statistics involved. And any finances. 

I can then clean up this area by reorganization. 

As the seniors are being by-pasf;ed I have to assign a Danger Condition to them and 
apply the Danger Formula (Ethics action vital). 

I get the statistics up and things going in that area and then get the hats worn. 

In this way only an executive can wear his own hats and do his own work. 

So if you are training an executive or if you are seeking to get a governing body or 
council or committee to function, or trying to make an org recover, you can use these bits 
of know-how. 

They are vital senior data which, properly employed, can make organizations run 
despite lack of training by executives and even very strange governing bodies. 

Just apply the data contained herein and magic'.  -  all will resolve. 

LRH rd 
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