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(No, 1 is the Key Ingredients
HCO Pol Ltr 1& September 1959)

(See also HCO Pol Ltr .28 Feb.,
1966 on ¥hy Orgs Stay Small)

An expert on Admlnxstrutlon, called in to sfr31ght»n out or develop indmin
for- a company can ALMAYS be surc of one thmg. IT WILL B JAMMID AT TH. TOP

Thus he can aluays do one thing very effectively: HE CaN UNJAM IT .7
THE TOP, . .

Cld time bus1neas »ff1c1uncy experts scmctlmes knew that the Jaa wao at
the top but considered this meant it was necessary to retrain the top wan
and this being infeasible and unpopular, went down into the plant to do timow
motion studies, As it rcemnined janmed at the top the firm seldom got wore
efficient,

Many talcs arc tpld about haw the top necded retraining, was old fashiomed

and hampered things and almost nonc of them wers true. -,

- All organizations fhat are surviving at all are driven directly frou the

Lop or by a strata of cxccutives immediately below.the top and scnior to any
onc else,

the first action in ony attompt to improve an organization is of course
Obscrvation. Thne fixst thing to obscrve is who at or mear the top in executive
capacity is driving the organizotion.

Someone, at the top or scveral someones just bclow the top are averloaded,

This will be the onc or several most important log jams o bundles of
stop;:d flows.

A jam or inefficicpcy can cxist on very low stratas of an organization
without greatly impeding much of anything. But when such a jam occurs higi
up it can reduce efficiency, r:venue and threaten the whole organization,

The one -or more at the top are trying., They arc trying hard, Cthervise
- pothing would be going at all. ) .

To cven hint that any retraining is necded at the top ia an invalidaticn.
Further there is no time available there for retraining.

what ‘18 wrong and what causes overwork and despair is. that§the statf
type persons serving the hign level people are not trained or orga..az«.cl
to handle the abundance of actione .
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This is well lltu-d the kr vince »f An uamznlstr ‘tive expert to handle,
dere he is dealing with secret:ries, tysisto, paone operators and junior
eecutive types who are only too wiiling to learn how to expedi te the nction
for the high level kcy peorle,

411 one needs to tell tihe wney peréon is that pe needs administrative eln
w:d that you'll see that he mets it to take the load off.

Then you organize and groove in those who dircctly serve him.

He operates actunlly on a. % Liv 27 Dept systen as a person and ns an
executive. Those services arc fully listed on a standard crg bonrd.

The larger the orgonization beiag hended, the more numcrous must be the
service corps that serves Lic i exgcu.xve.

If the organization is gedl or he is o very junior-exec he eoftun aas
a secretary but reaily docs uct hrve a cormunicator. If he can't nave nore
than one person, onc woull souvert the secretary tc a comrunicater who is
troincd to be aware of 2ll tie functions invelved ia a 7 Div &1 Dept org
board, When his secretary lenrns a1l this well, in terms simply or bisic
duties, the load will come off, ’ : :

‘But let us go muci bigger., In a millior fan organzznt*ou, the personal
st .£f of the upper oxec who cirrids the loud would have to be severrl dozei
voeple who comprloc his norsonc® sdmin stalf only.

All the trainiag the top mi~t wo.ld tieed would ‘eome when the restswcre
orgrrized and truincd and wdwiddééhsist'anly‘df‘"This is your personsl stafr,
For these functiong (division:l) ‘ure is who you call." You give hiu the
personat org board like » acw phore ‘¢nrd and let him play ‘with it unbil he
1n-rus it in actual usc, ' o :

ine load would cowe off, iz iinws would speed up and the rwsu]t in
rroduction or nccomplishment = onld be fﬂn Q8t¢u. .

This personnel stxil woila
‘basiness but simply to haudle oo

z2 traincd by the admin expert, not to run the
d uxpudite all the actions cf the top eioce

Overloadad excces who nroe nor the top shculd alse have an srgasazaed
arsonal staff, less numercus, but still with the bwsic org board fully
covercd, .

Training thesc purson~7 staff members is not hard. They are usually
very willing and very amcucd tio .t order cen exist and that thore is o .woy to
haln, ' : s : o ,

Unless one has s~t in or rear a top Gpot he might not have any idea of now
overloaded these arce Or Lou t4.8 overload can delny or prevent . exnangione
ihore every interview is .ersoncd qnd where every action contains minar
confusions, the brilli=nce and conpetence of the mast well mcaning hih
excvcutive is drained into minor chaos. ~ - S

~ The president of the "nitced States usunlly agus twenty years for cvery
four in office. They go in louking well, they come cut of office a wrocke
Look at their pictures bufore and after. [ This is the toll of a rclatively
fficicnt if poorly orj-uizea “eraomnal staff,



Therefore, to handle tiiic, =2 real, an officient, a fully trained puersonnl
staff that is groomed tc uuar vewfection is vital.

The jammed conditicr is at the top.

Ir the top is served by people who fully understand admin (as por Key
Ingredicnte, an org board bascd on natural laws instead of whia, precise duties
and arts) then the observations ond inspections bring in the data, plons go
out, gct followed up, gut cxecutued, the lines fly, the users arc satisficd
aud the load comes off,

The exact adaption of th. st~ndnrd ory board has to be worked out on
a bisis of what the top =xec or cxocs have to handle. .But it will cont-in
every division and cvery departnent and will be capable of scrnding nul observe
ation or supervision missions :nd survey users or voters and cdoing 21l thw
other things expected of that ocxccutive,

The idmin expert will fini, with onc look At the top execs in almest all
comparics and countries wiere tuis has not been dene that no one man can
possibly carry the loads cad functions required of his post. Yet in almost
a2ll cases the job is soumchow being done,

What an admin oxpert hos to de is study and list all the functions -
unobtrusively - of that pust and roeruit and train a personal 9 Division
27 Department type staff for it, cven though it is as fiew as one or three or ac
many o8 hundreds, depending on the organization size. .

-
The result will be magical in its offectivencss throughout the centire
organizations Plans beccae actuality, confusions vanish and the statistics
riSc.

You can thereaftcer work out weys to unstop lower cxecutive postse Dut
you bepin and moke your bi.pest increase at the top.

They nued'hclp up thurce
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