BOARD POLICY LETTUER

30 JANUARY 1969
REISSUED 30 APRIL 1975 AS BPL
CANCELS
HCO POLICY LETTER OF 3G JANUARY 1969
S5U IT

Remineo SAMZ TITLE

DEV-T 9! S ZJIONS

#dds to HCO PL 27 Jan 69
(Add to Deve~T Policies)

An actual example of DeveT (Dgveloped Iraffic)
followss .

A warm wind came'up and the heating system on the
"MY APOLLO" was no longer required to be on. A message
was sent to the Engine Room %o "turn off the heat",

The orderxr ﬁas not complied with.,

The order was repeated some time later to a steward
1o send a messenger to the Engine Room and tell them %o
"$urn the heat off the fans", The messenger was not sent
E{ the steward, but the steward instead told the I & R
nspections and Reports) of the FEngine Room who was
making his inspection rounds, to turn down the heat.

Again the order had to be repeated this time to a
messenger who went to the Engine Room and gave the order
gct"?urn the heat off the fans" to the Engineer of the
WAaATCY e : 0

lie replied, "We turned it down a short while agot"

The messenger accepied this ALMOST and reported back
0 the senioxr executive, who again had to send the
nessenger to repeat the crder to "turan off the heat",
This tlme the messenger returned with the compliance that
the heat had been turned off,

FOUR TIMES the message had to be repéated before
compliance was reported, : \

Developed Traffic,

From the above some néw forms of Dev-T can be
isclated, :

36  ACCEPTING AN ALMOST

The messenger accepted the AIMOST of turning dowp
the heat, The order was to turm it Qff.

"ﬂn éiecufive'of communicator or meesen%er who accepts
1d forwards an "almost" is permitting DeveT.
Orders given are to be executed and reported DONE,
not to he nearly done or almoest done. '
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A gogmq%;g@tog can often be tripped up bty thic form
of Deve., 1t is most easily spotted by insisting thiat the
oricinal order or orders e returned with the conpliance
so that any terminal on the line can tell at a glance

what mas grdered, and what mas done.
37w Uk 70 GET AN ORDIR O

Upon cuestioning it was found that the messenger had
not fully uwnderstood what was- required and passed this
uncersainty on to the Engineer of the Watch.

38, IRRELEVANT INFORMATION

The Engineer of the Watch, when told-to "turn the
heat off the fans", gave the messenger the irrelevant
information "We turned it down a short while ago".

). later check revesled that he did indeed comply and
turn the heat off but failed to inform the messenger of
this, giving her only the irrelevant informetion that they
had earlior turned it down, : , - -

- This form of Deve~T can also take the form of .
forwarding to a senior large quantities of irrelevant
infornation, jamming his lines, and reducing his
productiveness. The opposite of this of course ig failure
to inTorm one's seniors of relevant .data (see P1 27 Jan %9
DeveT Swamary point 6}.: e

35. K BLENESS -~

4 staff member or executive can be "reasonable' and
accept reasons why something cannot be done, accept
incomplete cycles as completes, and fail to follow through
and get completions. f :

All of which results in further traffic. This form
0of Devel is best handled by knowing and applying HCO B
19 August 67 "The Suprere rTest,

TV i SUPRENE TEST OF A THATAN IS HIS ABILITY TO MAKE

THINGS 30 RIGHT.

406 JATIURL TO

The only tremendous error an orgenization makes, next
to insnection before the fact, is failing to terminatedly
handle cituations rapidly. 7The fault of an organization's
woffle, woffle, wcffle, Joé won'%t take responsibility
for it, it!s got to go someplace else, and all that sort
of thing, 18 that it continues a situation. :

What you should specizlize in is terminating the end

of a2 situation, not refer it to someone else, Complete
the action now, : C - o . :

41. FAILURE TO COMPLUZE A CYCLE OF ACTION AND REFEREAL

One of your-mostvﬁrui%ful gources of Dev~? is your
own doutle work.
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You pick up a despatch or a piece of work, look it
over and then put it aside to 4o later, then later you pick
it up and read it again and only then do you do it.

Thie of couxrse doubles your traffic just like that.

If you do every piece of work that comes your way WHEN
i% comes your way and not after a while, if you alwaye take
the initiztive and take action, not refer it, you never get
any traffic back unless you've got a psycho on the other end.

' You can keep a comm line in endless ferment by
pretending that the easlest way not to work is to not handle
things or to refer things, Everything you don't handle comes
back and bites, Everything you refer has to be done when it
comes bhack to you.

Complete the actiong do it now.
42, EALLURE IO RECORD AN ORDER

Falling to make an auequate record of an order given,
losing -or misplacing the order can result in endless Devel,

The original orders heing lost or not reﬁorded at all,
wrong items are purchased, incorrect actions are taken,
cross oxders are given, and a tremendous waste of executive
time and money occurs straightening the matter out.

This 1s one of the most serious sources of Dev-T;
43. INCLEAR ORDERS -
' An executive giving an unole¢r order puts uncertainty.

and confusion on the line right at the very veginning of
the cycle of ccmmand.

The safe way on an important programme or action is to
Target it. . :

Orders m131nderufood by the recipient will not be
properly complied with as the order was misunderstcod. The
incorrect or no action following will require further
traffic %o correct. :

L3 an executive, origzinate clear precise instructions
and orders.

A & Junior, duplxcate the order. and never fail to
clarify 1f you have misunders tood.

45

Communicaters and messengers can create Devel and foul
up acstions by poor relay of information.

460 CLEAJING C 1S

Doing somethiug that is already done or orderlng
scmething to be done already done.
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The sams traffic repeated to the same executive is
Devel. Often takee the form of information or compliance
renorted by telex and then the ﬁgmg information teing sent -
bty despatch. There are times when a telex is fcllowed by
& more lengthy deapatck or report, but this should only occur
when gxtra Information is really needed.

48. FAILURL T

A pcrson'cn one post not doing that post but doing
gvery other post creates endless DeveT, all despatches and
origins. being off-crigin and he covering the hole of his own
poste. ‘ ‘

The peréon‘himself is the Dev~T,

49, HUGUAL SOLUTIORS

) Requests for suthority to depart from the usual are
dangerous when okayed as they then set up areas of
difference and cause policy to wander and misfit at the
joints. :

. ‘Juniors who propose unusual solutions generally don't
know the peclicy or orders anywaye : :

‘The proper thing to do is order a-checkout on the
apprepriate policy.

50. REMOVING PARTISLES OFL 1THE LINE

-

Apert from being a serious offense, tsking comu
particles off another's desk or out of their In Basket or
off the comm lines causes DeveT, and lost time in searching
for the missing particleg and can sabotage projects or
acticns, vital data being miszing.

COILT
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) Decvetches held up on lines cause other despatches to
oe orisginated about the same subject, causing Dev-T to both
sender and recipient.

“ The power of an organization is directly proportional
to its)speeﬂ of particle fiow (letters, despaiches, telexes,
bodies) .
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