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This PoLLcy Letten has been revised to fully
clanify the cornect method of reading stat trends
under the sections "Backlogs” and "The Dangerous
Gravh® and to neference the main Policy Letters
contaan&ug data on &cadLng Atat4 and stat tkend&.

The subject of making up statistics is probably well known.
_How one draws one, But the subiect of what they mean after they

are drawn is another subject and one which executives should
know well. : :

Things are not always what they seem in statistics.

BACKLOGS

A backlog caught up g:ves one a high soaring statistic
which promptly slumps. To call the soar affluence and the
slump emergency is an executive error.

When you see a leaping and diving pattern on somethxng
that can be backlogged you can be very sure it has been.,

This activity is working in fits and starts, usually
only occasionally manneqd. ’

For a long time, nothing is done or counted, then suddenly
a month's worth is all counted in one. week.

So when you see one 06 these, nealize that the one surge
in stats 4s averaged out with the smaller peaks and the de-
pressions. You have Lo visually average the peaks -and valleys
and note the taend the entire stat is taking.

CAUSATIVE STATISTICS

In any set of statistics of several kinds or activities,
you can always find one or more that are not "by luck” but
can be directlyv caused by the org or a part of it.
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An example is the "Letters Cut" and "Completions". .

Gross Divisional Statistics. Whatever else is happening,
the org itself can improve these as they depend only on the
org, not on "fate".

So if you see the gross divisional statistics generally
down or goinpg down for the last couple or three weeks and yet
see no baginning upsurge in the current week in "Letters Out™
. and "Completicns", you know that the org's management is pro=-
bably inactive and asking to be removed, For if they saw all -
stats going down they should have piled in on "Letters Out" .
and "Comple*ions” amongst other things as the least they
could do. They can push those up.

So amongst any set of statistics are those which can te
pushed up regardless of the rest and if -these aren't, then
you know the worst - no management. ;

ENROLLMENT vs COMPLETIONS

1

If you see a statistic geing up in "Completidns" and see
a falling "Enrollment® statistic you know at once the body re-
peat sign-up line is out. - : : <

People who graduate are not being hanced their Certs and
Avwards by a Registrar but are being given them by Certs and.
Awards or in mass meetings, or in some way repeat sign-up is
not being procured.

Thus the 40% to 60% repeat sign-up business is being lost.

This also means, if continued over a long period of time, -
that bad technology is present as peoor word-of-mouth advertising
is going around.

Look in such a case at a third statistic, Qual Collections.
“If this is poor or very, very high, you can be sure that lack of
enrollments is caused by bad tech,

A very high Qual Collections statistic and a low enrdéllment
statistic is a terrible condemnation of the Tech Division. =~
Gross income will soon after collapse as tech service just
isn't good. ’

COMPARING STATISTICS

~ Thus you get the idea. Statistics are read against €adéh
. Othe!‘. : .

A statistic is a difference between two or more pericds
in time so is always comparative.

. © Also two different statistics are comparative such aé in
- examples above, ’

PREDICTION

You can predict what is going to happen far in advance of
the occurrence, using statistics.

‘- High book sales mear eventual prosperity. Low book sales
mean eventual emergency all along the line.- ‘
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High gross income and low completicns mean eventual trouble
ag the org isn't delivering but is "backlogging” students and
pes simply by not getting results. Carried on long enough this
means evéntual cmv&c and legal trouble. : > .

Low FSH. commissions may only mean no FSM programma But
if there is an FSM programme, then it may mean bad tech.-.So a
low Completion and low Qual will mean an ‘eventual collapsed~
FSM statistic also as the F5M's own area is being muddied up
by failed cases.

High book sales, hlgh ‘letters out, high Tech and high Qual
statistics mean the grose income statistic will soon rise. If
thege are 1ow then gross 1rcome will fall.r :

, BiIIs owed and ‘cash 1 hand are rcad by the dlstance be-
tween the two lines. If it is narrowing, things are improving;
if widening, things are getting worse. If they are far apart
and have not c*osed for a long while, with the cash graph below,
the management is dangerou° and not at all alert, .

THE DAncnpovs GRAPH '

w&en atl atataatica on one sel. 05 aaapha ahow a Aéuk&ng
t&end t&ue xt &3 a daugeaana 64tu4£&on.

B

A 3 o

: Taend meanA anﬂincttna ”puvéi tendsncy towuad a general
cournse ox direetion., Thus Lo get the tuend one wouzd took at
Aeveaat wezks wvath 0f Ataxa. :

10 read the stat trend, one nzeda to u&auattg avzaaga;tbc
peaka and valleys oven a specific time pi g%od on Lhe gnaph £ 2
48 done with The eye; there 4s no interna system o4 Lines zhat
can be drawm Lo assist Lhisy One 8418, back and £ooks at the
pattein ad a whole and thene (s & deé&n&te piteh ox slant tkax
one can determine bu this. That Lis the stat trend,

T4 all of these stal tnenda on most of them are down, the
managewent is 4nu¢£406. ' .

‘ ra&sn COMBINATIONS

M
B4

Whep a Contxnental Org 1nc1udes its own Qrg on: 1ts com=
bined graphs for area orgs:it can have a- very false pzcture.

: Its own org' s stats obscure those af the area orgs wh*ch
may be dying. ‘ s o

L Th&%\xf you 1nc1ude a big functxon w1th a lot of small
ohes oh’a comblned rranh you can get a very false idea..

Thus, graph bxg functions as themselves and keep them
out of small functions of thc same kznd. :

The Continental Qrg should not be part of a Continental
‘Exec Div's ¢t&t£5f1qs Slmzlar1y SH stats should not be part
of WW's, % Gosesnou B S B “

A combined: statistic$zs of course where .you take the same
‘stats from several finictions and add them up to one line. A
very large function added into a combined graph .can ‘therefore
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obscure bad situations. It can also obzcure a totally in=
active cenior management as the big function under its own
management may be wholly alert and competent but the senior
managenent is masked from view by this one going concern,
whereas all its other points except the big one may be .
collapeing. .

 THE BIGGEST MISTAKE

The one big godawful mistake'an executive can make in
readlng and managing by graph is being reasonable about graphs.
This is called JUSTIFYING A STATI This 18 the single
tiggest error in graph interpretation by executives and the
one thing that will clobdber an org. : :

One sees a graph down and says, ”Oh vell, of course,
that's ..cev-..." and at that moment you've had it,

I have geen a whole org tolerate a collapsed Completions
graph for literally months because they all "knew the new type
‘process wasn't working well”, The Tech Sec had JUSTIFIED his
§raph. The org bought it. MNone thought to question it. When

t was pointed out that with the same processes the preceding
Tech Sec had a continual high graph and a suppressxve was
1looked for it turned out to be the. Tech Sec! -

Never JUSTIFY why a graph contlnues to be down and nevér
be reasonable about it. A down graph is simply a down-grarh
and. somebody' s goofing. The only explanation that is valid
at all is "What was changed just before it fell?.. Good: Un~
change it fast!" If a graph is down it can and must go up.
How it is going to go up is the only interest. "What did we

go gacﬁ time the last few times jus?t befora it went up? - Good.
o it! ,

' Justifvxng a graph is saying, "Well, aphs are alwaya
down in December due to Christmas." That doesn't get it up
or even really say why it's down!

And don't think you know why a graph is up or down withoyt
thorcugh investigation. If it doesn't stay up or continues
down then one didn't know. It takes very close study on the
‘ground where the work is done to find why a graph suddenly
rose or why it fell.

This pretended knowledge can be very dangerous. "The
graph stays high because we send out the XY Info Packet" as
a4 snap judgment may result in changing the Dissem Sec who was
the real reason with his questionnaires. And the graphs fall
‘suddenly even though no Info Packet chanye occurred.

GROSS REASONS

Graphs don't fall or rise for tiﬁy; obscure, hard to find
reasons. As in auditing, the errors are always BIG. :

Book sales fall. People design new flyers for books,
appropriate display money, go mad trying to get it up. And
then at long last one discovers the real reason. The book
store is always shut.

A bLig reason graphs fall is there's nobody there. Either
the executive is double hatted and is too busy on the other
hat, or he just doesn't come to work, '
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STICKY CRAPHS

Bad graphs which resist all efforts to imnrove them are
made. They don't just happen.

A sticky graph is one that won't rise no matter what one
does, ’

Such a graph is mede. It is not a matter of omission,
It is a matter of actYom. ‘

If one is putting heavy effcrt into pushing a graph up and’

it won’t go up then there must be & hidden counter-effort to
keep it down.

You can normally find this counter-effort by locating
your bigpest area of non-compliance with orders. That person
is working hard to keep grarhs down. ‘

In this case it isn‘'t lazznesa that's at fuult. Itts
counter-action.

=1 have never seen an org or a division or a section that
had a sticky graph that was not actively pusling the graph down,

Such areas are not idie, Thoy are not doing their jobs..

They are alwaye deing something else, And that something else
may sudderly hit you in the teeth,

So beware of a sticky graph. Find the area of non-compli-
ance and reorranize the pcrsonnel or you, as an executive, will
soon be in real hot water from that quarter.

Those things which sudﬁeﬂly reared up out of your In
basket, all clawz, happened after a long period of stxcky
graphs in that area, V

Today's grief was visible months ago on your stats.

SUMMARY

Tre. simple ups and downs of graphs mean little when not

watched over a period of time or compared to other graphs in
the same activity. .

One should kncw how to read stats and what they mean and

why ‘they behave that way so that cne can take action in ample
time.

- Never get reasonc™le abouc & graph, only reason it
or its trend is down ls that it is down, The ing to <o s
get it up. .

L. RON HUBBARD
FOUNDER |
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