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In past ypars we have had many probloms rﬂsultlng in programmzs
as follows: : :

The sequence of major programmes ‘at Saint Hills

To provide a home for LRH and family in Commonwealth aresa so
CommonWﬂalth area could bz organised and made self—supportlnﬂ.

To prov1do admln facilities for LRH in CommonwLalth area.

To make Commonwealth area self-supporting rejgardless of
US funds or customars. (Jot yet resolved.)

To train technical and admin staffs for Commonwealth orgs.

To make Zommonw=2alth outer orgs run on thair income without
thieir using all the bills sums owod SH or Ron as part of theirx
oparating funds.

To find financial auoport for SH act1v1L1es resulting in the
SHSBC which also accomplished tha next above.

To handle Commonwcalth activities and organisations and also
handle US activities. (Solved by Telex and OIC and later the
Bxec Div "W.)

To =2s3tablish 5H general broad promotion.' (Solved by The Auditor.)

To provide facilitics for adﬁ;n;stering critioal high level
Tech such as Powar Processces. (Solvad by SH HGS.)

To orJanise SH 30 it could be administered (made naedful
by 'G3-'C” collapsc of multiple corporative set up)., (Solved
by 7 Div System completed by end of 1965.)

To refine the Oual Div to prevent all “failed cases”,
train staff and improve Tech.

To get Reports of Tax, etc. off continual crash programmes.
(S0lvd by Treasurer but 1ncompl=to of any guaranteu of charterad
accounuant compllance.) : .

To get field audltora to cooperane and stop conflicts with
orgs (Fsu programmu). :

To refine th =ch DlV. (Finisﬁed about AuJjust 1966.)"

To get in smooth operatlon 6n Ethicg system.
_ TQ oPMratc the Cl;arlny CourSo and to, aascmbly line
Clears. (8till under roefinement -but more or less complete.)

-To zstabligh and operate OT Course. - (Just now undor
developmant.) : .
) r
To beat back continuous attacks by suppressives in the
3rd and “th. dynamlcs. (solved by establiching Intelligence
Branch.) o :

To train up staific a
r

SH and in outcer orgs by Staff
Status and Org Eixcc Coursc

T
3G .

To improve the Casgh-Bills ratios of orys.



B A_ 2 -
To safeguard income once earned by better financial planning.

To reform-2d-Councils into ropresentativo bodies (now complgt»
with the formation of an 3..ecutive Council).

To assemble all 3cn materials. (Floppad by reason of non~
conpliance hut lately re-ihgtituted.)

. Dictionary PrOJect to’ prevant misundérstood words. (In
sporadic and jerky action-to this day.) -

To handle '1djal situations which built up by non-COmpliance
by attornays internal and external in org. (Under solution
by forming Guardian Legal B:anch.)

To improve. and maintain affluﬁnces..(Just begun ) |

To help Sciantology dissemination and attack more broadly
to pravent such quantitics of legal defensa. (OT rctivities
programme just begun.) PRl e '

To safeguard, continu@ and cxpand all Scientology orgs:
("lorked on a bit, not really concentrated on excapt for Cash-
Bills and Staff Status.) |

General improvament of finances. (OT,Actiyities.)

Buildings for Scn orgs. (OT Zctivities.)

.. To astablish botter audio-viaio educational facilities.
"(3arely ‘bagun.) -

e - D - v i . .

These have bean and arz the major pro;ramme steps which have
been implemented or are under develorment at Saint Hill since 1959 and
forward to tha end of 13¢U.

Some. of. the ywars covered acquired names such as:
1965 - The Year of Orjanisation.

13¢G - The Year of the Clears
‘1967 - will probably ba the Yaar of thu o. T. s.
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It'will be noted that cach of these programmys solved a sulf—
avidant problem.

. It must bs roalized then that these problems did ‘exist. .

If the problems exist ajain, remember thare was already a solu-
tion programme and ugually it has ounly bubn dropped and the problem
reappeared bocause it had buen dropped. © Thé’ propur difpctive accion is
to ro-implement and improve tho solution which 1i# to say in the caase of
SH, the garrying out of tpg_suqqessﬁul programm2s noted abowve..

.-l-—-—--—q———.-

’d Councils. are always advancing new programmes and often it is
only an old programmg dropgud out that negds re-instituting, not a new
solution. <Certainly anold proplem hds cropped’up again.

Thard have baen othcr pfogrammes of course.” Maﬂy solucions to
old problens and of major importance, are found in Policy Letters. Some
projrammzs although necessary have naver been successfully implemented.
There wags tho motion picturec programmg but it is dogged by technical
bugs and bacame part of the Audio-Visic projramme now being attémpted.
There has baan tho re-write of all books programmc but I'va -been too
ovarworkod to attempt it. :
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Other. future, self-evident programmes will come into being. Thoey
will only fail if earlier projraumes) dropped out or not givien reorjani-
sation when neaded, bring old problems into view by exposing them. 211
the problems underlying the projramnme solutions aoove.stlll potentially
exist, held in. abeyance only by the programm,g; ‘ :

The bpat way to form programmbs is to icolats actual probl=m
at any level of operation and solve them cithar by removing clcments that
make them or by 1nst1tut1ng a programma. - Sensible planning tends toward
both actions. '

2n unsucc~ssful programma usually will be found to be'solving
the wrong problem or is itself an improper solution to an actual'problem.

If you want to establish the valldlty of a new programme of fored
by someong, ask him what problem it is sesking to solve. You can then
see if you already havé a solution to the problem, but most often you
will s2e that no clarified idea of thu problyﬁ exigted and so the solu-
tion is poor or inadequate.

The common problem of an orj is not the development of programmoes
but failure to ecute ewisting Onuo. )

Enothor difficulty with orgs is that they often alter the exzist-
ing programme so that it no long2r resolves the problem the programme
was set up to handle. A current example is maga71ncs.._Maga21nys exist
to solve the problem of public unawareness of an'org. »2n org has no
space unless it is sending out anchor points to make it. 2nd it is in
non-eas lstbncg for its Scicntology public unless it mails magazines regu-
larly. Magazines do not develop much new public -"that is anhother
large ly unsolved, problem. Mazazines exist to continue the’ awareness of
the existing Sc1untologv public. Now as these people arc already awarae
of Scicntology, the awareness one is trying to dévelop is that of the
org and its services. Recently Continental majyazines began to issue only
Sci2ntology data. The ads making the bc1nntology public aware of tha org
wera toned down and omitted and the Cash-Bills ratio worsenad in orgs.
The orgs started toward non-existence. Significantly the trend was
bzjun by a somecone who did not like orgs but was in favour of bcientology.
Igssue huthority erred in not looking at o0ld magazines and comparing them
to the current layout. There2 was a vast difference  No ads in the
currznt oncs. The programme had been altvr@d.

Irtists are taught to b2 "original" and to alter. Yet successful
artists painted tha same picture their whole lives under differcnt names.
These "just seemad naw : ‘ o

To change, alter or drop a programme oné must know what the pro-
gramnz was there to solve. Just change for changa's sake is mere
aberration (making the 11nbs crooxed)

It's a good ciercise for a senior ehecutlvn to list the problems
the org rcally does have. To know the programmes of an org that are in
is to see what problems an or3y would have if they were dropped.

It's healthy to revert a programme now and then by meticulously
examining how it was originally when it was very successful and then put
it back the way it was originally. This is dona not by adjusting line
but by lookinj up old majazines, old policy, old despatches and issue
pieces, even old tapes. %hat 4id it used to consist of° If it is no
longer successful:

(a) the programme was altercd or droppéd and
(b) the org will have a problem it cnce had 1ong»ago,'or

(c) (rare) the caus of the problem have been removed:
and the problum no longur‘e'lbtu.

Thera's lots of trial and orror in devaloping a programme. That's
why any new programme should only be a "special project" for a while, off
tha org main lines really, undor special managoement. If a “special
projcect” starts to show up wall in finance (and only in financ2), then
one should includ: it “in" with its new staff as an org standard project.
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To run new programmc3 in on existing lines is to disturdb (by
distraction and staff ovarload) oxisting projrammes and even if good
‘tho nasw will fail and damage as well existing programmes.

: Provido, than, ‘staff and money to pionzer a new programme as a
“special project". If you don't havc wmonay -or staff to do thisz you
would do far, far better simply looking over the problems the org faccs
and g3t in the.old’ programmes that handléd. thani.  These are known winners
and don't forget, they cost:ad lot to find and provo as the thing to do.
‘?nd thoy took a’'long time.

Take the Coentral Filas, L:a:tter Rej sot up in orgs. That's a
standard programno. DaveIOPed in London and D.C. in the mid '50's,
If vou droprad it out, an-‘org would fail, Phe problem: is "how t6 achiave
_spocial individual contact with existini clientele and maintaln gxisting
-alraady “developed business, - One lar ye firm; I'was told the other day,
that has put ‘in our 7 &ivision systed was gtunned to find they had naver
contacted their existing ‘business ¢tlientsle. They only had done buginoss
with new clientela. ‘This cost ‘them ‘perhaps 200,000 sales a ‘year! They
prolley put in our CF - Letter Registrar system with a véngeance. '

‘In’ thatr case (as'in a forning or reorganLSQd org)’ thay weren t
aven cware of the problem and so had no programme-for- it.

It is oftan the casa "that one can de volop 2 programme ‘that
recmoves the need of soma othar” programme. If one rémovas the’ factors -
‘that make the problon. one can dispense with the programme that solvos
1t. ‘But thio is o) rare it 15 nonmhunan 1n moat instancaes.- :

For ingtance, doctors arg a public zoln,ron to -the problom of
human body illness. If onec removed this problem, ‘oneg could  remove the -
"doctor programme“ safcly. That's why doctors somotimes fight us. T2
ars thou;ht to be working to remova the problzm to which they are a :
programma, One would’ have' to have more’ than a ‘better cure. One would-
have to rcmova in the ith Dynamic (Markind) th. causes of illnéss. These

‘would not bs what people think they are as thc problem persists and so
does tha "doctor programme"” in the society. It can 't be the right pro-
blem. Only enough iB known of thg causes of ‘illness to make the problem
appear to bs handled. . Actually tha bad statistic of ill people is rising.
"o hava entered the field in rese arch only far ehough to know that sup-
pras sives make people 1ill but that’s a sufficient’ doporture to make it

an Ethics problom, not onc in trzatment! By ai:tension of this thoory

one might find this problem not caused by Pasteur's germs but by sup-
pressive groupo. In that casg ono ‘'would increcase ethits programmes.
Bvantually, 1f this solved it, tha “doctor programm*" would bo diminish a
as no longar the only solution.

Tho above is not a statame nt of intontion or plan, It is an
exampl2 of how an old standard ; rogramme can become less important
Note that once would have to a) atato the problom batter than it had:
been statud, b) isolate causes of the recal problem, c) institute a
'""poc1al krOJact" to handle thos2 ‘causas, d) sée if the problem was
now buiter handled, 2) abandon it if it didh‘'t handlc the problem or
f) make it a standard projramme if it did prove offbctive, g) diminish
the old Programme. , .

B3O Just dropping a provan programno (W1thout going ‘at it ag;“
abov,,(g) to (£)) can be a catastrorhe as it can 1let in an old pro—
blemn ﬂhun one alrzady has quite =nough problﬂns alr‘ady._

2bandoned programmes that ware successful ara currently tho
main cause of orgs bcing in any difr Lulty.

. You can always make an org run better by studying old successiul
programmas and getting them back in.

If you were to take the above list at oaint Hill. tha naJor 58
projrammas since 1959, and simply revort them “(make them more like the
original) and,roinforcq,thom, income would probably doubl:. |

If we abandoned as few as five of thase the SH org would
undOUbthdly COl*ak‘sbo v : B o ’ o ‘ .
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I; W addgd six new programmes dlructly into the org without .
szeing the probloem -to be solved we could distract staff to a point
where the gld .standard prograrr1 3 woqu suiffegr and the org would
collapsc. co : , :

Sometimes, ovan in our or,u, we cntor new arbitraries which make
new problems we don't need. Those arce the sources wa 'can do without.

If we didn't routincly aoollbh such org-generated problamo we would
fade away in a vear. :

Thercfore we chaorish and forwafd the existing programmzs we have
and study them cuatinually to be sure they don't “go out'.

This is not a list of the g_gal»ms faced at baint Hill, it is a
list of solutions. For these programmas may acc1dentalLy b solv1ng
problems we cannot vet clearly stata.

This is not a list of all méjor programmes in Scientology. These
are found in the Policy Letters of past years and particularly 13¢5,

This is a list of the major SF programmes for use by SH execu-
tives and as an illustration to othars on how to programme and to show
them that as Scientologists w2 use our knowladge of the mechanics of
life, probloms and solutions, to govern programmcs.

If 211l the problcus we faced wore only ours only we could of
course slmply audit them out. But we GYlSt in a 3rd and 4th Dynanmic
which is not merely aberrated but quitc batty. This thrusts problaoms
on us (finance, international ignorance and intolerance, religious and
psychiatric cults, suppressive governments, recarded or misused scionti-
fic technology, lack of human dignity and a host of other factors).

We anist theraforc in a rathor madly tossing sea, baset hy
nun2rous counter currents.

A8 we grow we¢ can remove vicious causes that maka our problems
problems. Only then can we begin to drop certain programmzs as th2 pro-
blems will cease to exist. But at this writing those problems do exist
and holding tham in check are numcksdus golutions we call programmas.

. “here one of our standard érogfémmes fails through lack of
raecognition we then sae a problsm charging in onh us demanding crash
procramiming by higher esccutives.

*hen we let uninformed or worse pcople put in new arbitraries or
solutions that solve no problem we disturb old programmes and soon hava
hesavy troublzs through unnacessary programming. (“atching a new inexperi-
enced "d Council proposs "programmes" is a painful oexperience to a trained
and cffcectivae executive. These proposad measures look silly becausa thay
confront no real problems of tho org and are dangzrous bacause they will
distract th2 org from corrioct existing programmes of which the naw 4
Council scoms blissfully unaware.)

7hén an org doegsn't know its programmas it can get pretty silly
and decply in troublc. IS it also knows its probhlems it is fortunate.

But any Scientology org is rich in programmes already proven and
tzsted and in cixact drill. If it just keeps thesc going it will win
aven i1f it doesn't see the probloms.

2s it wins the ory crpands, can afford more assistance, is liéss
under durcss. Then it can bejin to cxamine thoe problems themselves
(s3till koeeping the solution az a programme) and possibly remove: some of
the causes of the actual problem. Only when the problem is gonc can one
drop a programac.

2 3cigntology org is best fittoed to 4o this as its staff is going
up toné by proccssing and is mor: and more able o confront and sec sourca
Thercfore it eventually can romove tho causocs of its probloms since it
can a) sec the problewm and ») sa2 the bad sources which make the problem.
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Until it can see, it is not safe to drop any of the solutions.
’nd as -orgs - ara a ~channal or a- way in themsolves they always will have
a bottom strata of people who cannot yot. seé thé problems and 'so need
e:plicit programnes to follow. 238 tha lower strata movas up, a now
lower strata, by oxpansion, takas its placa so there is no real end
to pro;ramm’s until thu day comes whxn the UniverSu is sane

o Pnd that 8 not tOﬂorrow or cven the -day after. _
But we are making gtaady, ralentlass progress in Lhat diruction.
Mainly bccausu of our programmus. wcll applied.

!
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