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ADMIN - KNOW HOW
EXBCUTIVY FACILITIES

FACILITY DIFFERENTIAL

When a senior executive has the ability to make mohey
for the organisation or greatly raise statistics and when this
ability has been demonstratad that . executive should have facllxtzes.

This ability is often discoverable by the absence of
the executive from pest for a period or when the executive is pulled
off by emergencies. In such & time the income of the org may sink. .-

The degree the income shrinks is the "facility
differential®™ of that executive. It is worth that much to the org
in facilities to have the executive on post. anmple° ‘With that
executive on duty - income $8000 per week. With that executive
absent - $5000 per wveek. This is the "facility differential” of.
that executive, It is, in this example, $3000 per week., This means
that the org could afford $3000 per week extreme to provide that
executive with facilities for his work to keep him from overload.

For it will lose $3000 a week if this executive is distracted or over-
loaded. Of course nobody expects the org to spend $3000. It just
shows the extreme amount it could spend. One cannot afford mot to
spend some of it for facilities for this executive. . The moment

it does sp spend some of it - providing this executive does have this
influence on income or production - the differential rises as the

org makes more money or as the stat goes up. This trend can be
pushed. up and ug.

Executives don't deserve secretaries or communicators.,
They earn them. If an executive has Bo "fa9111fy dlfferentlal"
he should not have specisl personal help. :

The ”!ac:11ty differential" can also be judged from
other statistics but income is the primary one.

For instance we have just found ny "facility
dlfferentlal" for Seint l1ill Org only. It is, bssed on losses
during a six months absence and gains for the last part of the yesr,
£244,000 per unnum for just this year. Thus the org could afford to
spend £24%,000 per snnum t¢ furnish mwe management facilities.

In this case the computaution is made by the org's
increased indebtedness for the first six months plus the lack of
reserves set back and the rate of dismissal of debt in the last six
months plus the reserves set aside. The increasiprg debt and
reserve absence for six months is added to the debt reduct1on and
reserve presence for the last six months, giving the. totel. . Income
and other personncl remainded similar all through the year but began
to fail and was picked up by me at the half year.

The value is actual cash wasted in my absence and a
beglnnlng failure set up by bad tech and the recovery in terms of
cash reteined and income upsurge. -

Naturelly, this is @& very high sum at this. time
(though quite accurate).

The org however caunnot afford not to glve me every
facility required to keep me con iks lines,

These total orly & few thcusand a year for extra
personnel and edmin facilities, not anyvwhere near g£2hh ,000. Thus,
1f the org (SH only) permitied me to move off its llncs and failed.

Erovlde me facilities, 1% would lose on the current balance sheet,
£2h 000 per annum in actuxzl cash and would in fact go broke. It
can't atand thnat much loss. ¢, the answer, nothing to do with my



wvishes, is that SH must provide me facilities for its own sake.
Pay has nothing to do with it as I don't get paid.  But SH staff
pay would ceas.. entirely as they would have no jobs.

An org is very lucky to have a few persons who can
make money for it, fortunate to have one and in a mess if it has
none., RS ,

Post title may mean nothlng.v A Registrar who, on
post, brings in $5000 & week and off post the org gets only $2000
a week is obviously such s person. The facility differential is
$3000 a week! S ‘ ‘

o A Treasury Sec who on post has & cash bills ratio
equal but'off ost the org, through lack of his Financial Plenning,
gets a gap of 320,000 for the three months he is off means &
facility d1(ferent1al of $80,000 a year a year for that Treas. Sec.

The usual reward is promotion but the org often loses
income by prombt;ng a good Reg to a poor D;ssem Sec.m

The ansver is to give the person facllxtzes as there
is a "facility differential". This may include more pay on post
but must include more. fac111t1es, ‘beyond that of other staff
menbers. :

Just do:ng 8 normal job on post is maintazn1ng income.
It tekes quite an executive to ralse it markedly beyond normal
expans;on. :

Mary Sue, by actual data of times paat, is wvorth to
an org or any szngle executive post about 50% of its regular gross
income. . The fall and rise of about half the income has been .
demonstrated in several orgs over many years. = Had she also been
subtracted from the SH Org, the facility differential added to my
subtractions would have put it out of existence before the year vwas
out. : :

It would be very foolish not to give her facilitien.
Yet she has never been known to aek for any and facilities have
bad to be initiated for her when they occurred. Thus top executives
themselves have to notice this and demand facilities for the person.
If they do not the person at the very least will go off post or
their services lost because of overwork.

So one doesn't have a Communicator because one is
an Exec Sec or senior executive. One has one if he or she has a
"facility differential" beyond normal expectancy.

: And that tells one who has Communicators in an org.
And vho has the facilities. .

‘And it says who must be given Communicators and’
facilities -and vwho shouldn't have them.

"Granted it is sometimes hard to: determine this
"facllzty difrerent1el" in a staff member. But long experxence
will establzsh it.

FACILITIES
‘Facilitieahnonmally include:

(a) Those that unﬁurdén'lineé.

(b) Those that speed lines

(c) Those that gather data

(da) Those that compile

(e) Those that bduy leisure

(£) Those that defend .,

(g) Those that extend longevity on the jobd.



One can think of many things that do -each of these.

The bare minimum are accomplished by giving the executive a
Communicator.

The Communicator more or less covers all the categories above.
Then, as the facility differentinl rises the Communicator sheds
hats by providing other pecple to take over these functlons as
outlined above.

ANALYSIS

The org board pattern (names of divisions, departments and
their code words as per any of our org boards) is an analysls
system which can .be applied to eny person or job. He is light
or heavy on one or more of these and the pattern gives him or- her
a clue as to what is wrong.

Write them down for yourself and you will see. '~ Which ones
don't exist in your actions, which are in emergency, which are
normal and which are high?

Th1s is an ultimate analysis of the state of one'a post. Oor
of one's life for that matter. One can progress simply by doing
this now and then.

These also comprise a total p#tterh of facilities.

However one needn't 8o so far to help an executive with a
facility differential at first. Later such an analysis is
ebsolutely necessary to keep facilities in balance. :

At first one only need give the person a better desk in better
space and a better phone and more ball points.

But a real facility differential amounting to 25% or more of
the org's income (on or off job difference, proven) demands not only
these but also a Communicator.,

WHAT IS A COMMUNICATOR?

A Communicator is one who keeps the lines (body, despatch,
letter, intercomm, phone) moving or controlled for the executive.

The Communicator, when not helped by others, really assumes
all of (a) to (g) above and does nothing else for anyone else.

PRIMARY COMMUNIPATOR DUTIES

The primary actions of a Communicator concern despatch lines
and are as follows.

1. Recelves all written comm for the executive of all xinds
with no by-pass.

~

« Tdentifics and returns to sender all Dev~T The
executive never Bees it. Notes the senderr in a book.
- Attaches the approp Dev-T FPol Ltr to edth returned
despatch. Monthly reports the names of offenders
and the number of times to the executive. (For these
.people are ruining other staff members t00.)

3. Puts all directives, Pol Ltrs, HCO Bs and Ethics Orders
: ond any statistics in 2 folder so marked eoch day.

h, Puts the org despatches in a folder so marked each day.
(If several org arcas or Divisions are being handled,
puts the despatches in folders by areas or D1v1s1ons)

5 Puts the personal decpatches in a folder so marked each
day.

6. Deletes from the lines anything that may be routipely
answered by Jetter and aanswers it =znd puts the originals
and typed enswers f{or signature in a folder 80 marked
each duy.
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T. Presents the folders named in 3 to 5 inclusive in the
executive's In basket at the beginning of the executive's
work dsy (and holds all the rest thét come in after
until the next day)

8. Puts the Signaturc Folder as per above in the In basket
at the latest moment of the day suftlclent to get them
signed for the eVLnlng mail.

9. Lays cables and telegrams in the centre of the blotter on
the executive's desk.

10. Comes in for cable answers when called.

11. Picks up and files properly for the executive all Pol Ltrs ,
' Directives,in the executive's own file,

l2. Keeps the executive's own files for the executive's use.
13. Keeps excess .paper, magazines, books picked up and filed.

1k, Leaves alone things the executive is working on but files
them if not being vorked on after a while.

15. Oversees cleanlzness and arrangement of desk and office.

16. Oversees ampleneas o? pertlnent supplies, paper, pens,
stapler, clips etc,

1T+ Doesn't take up the executive's time with chit-chat or
verbal reports or rumours.

18. Handles by-hand rushes for the executive in and out.

19. Blocks all body traffic until its business is establlshed,
then routes it properly. (Except where body traffic
is the executive's business on post, inwhich case the
Communlcator smoothes and regulates it.

20. Handles 'phone traffic and keeps it very low, lists
abusers as Dev-T.

21. Takes down nameg of staff body traffic that is not a
routine part of the line and reports it with the
monthly DRev-T regport.

22, Takes the entheta off the lines but not 1*ems which if not
handled will endanger tbe org.

23. Notes staff who hand the executive problems but do no
compliance with solutions ordered, and recommends Ethics
action.

2y, Finds out bits of date when instructed to 4o so by the
executive.

25. Keeps alert to malfunctions of lines and reports them for
handllng to appropriate persons. v
26. Does not take up time of other staff or exefhtvves by

unnecessary visits and does not prolong such visits
beyond a crisp minimum transaction.

27. Blocks all lines if the executive engrossed in a project.
28, Keeps own desk and materials neat.

29, Demands & Communicator's secretary if differential great
, enough and lines are jamming.

30. Demsands other facilities as per (a) to (g) above if the

§a¢111ty differential ie¢ great enough end there is over-
oad,

COSMUNICATOR'S TITLE

A Communicetor's title JC alvays his or ber exccutive's
‘ollowed by " 's Communicatcr” To that, when there are more than
me may be added "for ......" heing a function cor Division.
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COMMUNICATOR'C TURCOEY

The Commuaicator is Lo heln the exocutive freec his or her tinme
for escential incoms =arning astions, rezt or recreation,and to
prolong the terim of appointmert of the exacubive by safeguarding
against overlcad.

COMMUNTCATOR EXEC ACTIONG

The Commupicator has his own erccutive sctions. These come
under the Admin Know-How HCO Pc! Itrs of contemporary date.

If a Communicator cam get thesc snd Dev-T Policies grooved in
for the executive the Communicatoer is invaluable,

A «Communicator should know the Dev-T and Admin Know-How Policies
star-rated, '

It should be no surprise to an executive to receive from his or
her Communicator a notice that the executive is violating Admin
Know~How or Dev-T policy. "Mauy I eall to your cttention that you
are wearing the Dir Clearing hat and have been for two weeks," or
"You should request from A.C. appointment of s Board after your

10 July Urgent Directive."

COMPLIANCE

Folicing Compliance for a Senior Execcutive is a vital function
of a Comnunicator.

When an Executive isgues orders and they sre not complied with
then,as this builds up, that executive will suddenly behold a shock
situation squarely onm bis plate.

Non-Compliance lets entheta situations back fire right up to
the executive, The dcgree of non-compliance regulates the pumber
of screaming «mergency messes the executive will have to handle.

The Ceommunicator then keens san LRH Comm type lug and notes in
it the orders or directives issued and notes as well compliance
{using Dept I & R and Hime machine). At length the Communicator
will have a non-compliapbce lict.

This usually involves only a fcw persons or outside firms.

The Communicator should inform the executive of this by
presenting orders veady %o zign nominating Y¥lhies Hearings or
Exccutive Bthics Hearings (or dismicsmsl of outside firm) on certain
persons whe cousistentliy non-comply.

It the executive has a juunior post and a Communicator, then for
nen-compliance one substitates "job endangerment” actions which
harrass iLhe executive and wmust be filed and remedied before the
executive's statistic is shattercd.

Ovly in thet way can u Cosmugicatcer defeud his or her executive
from being hit by suwdden shoeks, Non-Compiiance (or job cndanger-
ment ) lets Lhe barriere Jdown on the whole incocming Yine to a pasty
situs! lon which w111 Lhen, unhandied, hit the executive with no time
lapee left. 8¢ he huar t¢ handle a detericrated situetion in a
gerenming rush, He protably landled it months befeore but noun-
complinnce let it worsen. And joheendangoerment.let it build up,
has the same offect on 2 junior execubive. The amcunt of bad news
an execulive gets ip ic din Qdir ot proportion Lo the tallure of
couplicuce (or job endengzerment) snt L4:e Communicator's failure to
spot it at the time. The sherter the time ove has to handle & bad
mess, the harder and wors shoowiag 15 18,

This is the wole rossen o ceensionl cxecotive grows tired,
wvants to quit, leaves his job, '

It i3 bacically Commurnicator failure to warn him of non-
compliance (or Jjob endowvgc-eoni )} enyly, wo that he cun get people

who will comply {or got 150 = sho endanger his off his back with their
ineffectiveness o nupprorLiGh). Ur owhe will de their jobs and
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not leave them o the ~xecutive or lat the exc:utive suffer from
their deeds cr lack of them.

B e ]

The fashicu of = "private sceretary” for every title is of
COUrs€ nonsense, Ag not =very title by Par is an income producer
or statigtic raisecr.

Giving facilities Lo titles instend of high statistics deuies
the real producar what he needs by sonking up available help into
corners that cannot benefit the org with at.

A normal asction of & posi i3 the usual z2ovcred !not uncovered)
post which if replaced change: nothing. A real facility differeatial
is & large change.

Thus if yow give facilities to those who have no more than
normal (covered post) facility differentisl and those who have s
marked facility differential are given no help, you vill eventuslly
wipe ocut by overwork those whc have the facility differential and
the org will collapse. "

It ie not flashy new ideas so much that raise income but
efficient standard actions.

New ideas are fine, when all the old programmes are 8also
working.

An executive who is brilliantly successful is one who can get
all the formal, standard functions going and then add the garnish
of bright new angles that augment the proven track.

Facilities give a valuable executive "think time" and "consider
time" and a fresh alert attitude toward what ie going on.

If you want to raise your income &8s an org, then :

(a) Get all standard actions functioning and staff working
and

(b) Spot those with "facility differential™ and give them
facilities,

(¢) Don't falsify any "facility differential” for sake of
face or status.

(d) Mak: sure that facilities granted kncw their business
or work., '
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