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It is an observation that personnel, by critical definition, is "that
function which creates havoc in one place in an org by trying to solve a
personnel mess in another",

Example: We have just gotten i our Div 6, It has two people, The
org has been suffering for lack of Div 6 sotions. Now we've finally got two
people there and they are being trained up, Meanwhile there is a shortage of
staff in CF, TPersonnel "solves" the CF problem by transfering those in Div 6
to CF in Div 2, There goes any progress on Div 6,

By asolving one problem, ancther is created,

Also there is the fact that it tekes a while to trein someone on & post
end get the post in order. So repid transfera defest any post training or
competence,

We call this mction "Musical Chgirs". That ip a game in which people
rapidly change positions. '

So these transfers defeat not’only the‘org on;the 3rd dynamic but also
the individual on the first dynamic,

An earlier action similar to this wsnt on, = Then whenever Tech got an
auditor trained up, personnel would tranefer the suditor to an admin post.

As the auvditor was tgch trained and not OEC trained, you began to find
auditors in charge but they didn't have sny admin training, thus shattering, by
ignorance the org form, and defeating the org's production,

Itve just meen g cese where a staff member went on full time training
Claas VI (vury»expenaiva) and ‘was made HCOES on his return., But had never had
an, QEC.

 Using the Tech Divs as & "Parsonnel Poel! and. taking tech people for admin
posts thus defeats twice - defeats the org as & producing activity and defeats
ite form by not training people in Admin: ?030) when they are going to be used in
admin,

Thesé personnel errors (or crimea) ceuse every staff member to cuffer in
terms of lowered income, lowered pay, lowered facilities, lower wsuccess, I -
doubt there is any org where these errors {or crimes) are nct current af -
writing,

To give the HCOES candidete full time training on the OEC or FEBC would
make sense. Not Class.VI! If you reverse it, you'll see what I mean: we
give a new eteff member sn CEC only and put him onto auditing. Of course that
would be disa.i:ous. It's just se disastrous the other way sround - taking
an auditor who is o Clzss VI but not en OEC grad and making him the BCO Area
Sec!
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There is ar optimm executive who ie both an experienced irained v
2drinistretor (OEC and time on org posis) and en Auditor, But an org would
have to Ve in high production witkh lots of suditors before thet ~ould happen,

EER0R8

These errors are of long duration. They happen over and over. And
they do more to destroy an org than any other action, '

A. Yeking = hole in one place Lo remedy = hole in another,

" Be- Treining 2 person for tech but not 2dmin and putting pim‘in admnin,
Ce Todng the Tech Divsvaa personnel pools'ftoglwhich to men other dive,
De PRepid shifts ef pos?, |

F. Leewving aveas in an org vrmenned,

The reeson why these things are dome all come under the heeding of
fallures to recruit and properly trein,

Org expansion orten geis pinned by false economy in pergonnel. "If we
hired anyone else we would get less pay".. This completely overlooks the fect.
thet if the oxg doeen't hire more paople it will go broke, An org hes %o be
of 2 certain size to bYe solvent; it has certain desic expenses guch as vent
whick mskes it cost Just =0 tmuch to run, Vet personnel van be so poorly.
thought out that the org is kept at staxrvesion level,

I heard ome not long ego which %akes o prize, "But we don't need 2n
Advance Registrar, We can't afford one anywey. You see we have pes booked
in advance for 10 weeks already-as wo don't heve enough euditc.ss so why
ghould we heve eny further promeiion?" An idiot smile wept with this of
course. 3acklug beceme “advance megistresian”,

Orgs in verious weys fix their income ahd prévent ite increase, First
end fovemost of these is persomnel,

In every org where I heve acted as executive director I heve had &
Personnel procuremert prodlem, In sach onse the prodlem was §
oreateds First I would get, "Well, units are low..." or "nobedy ever spplids”,
I would take it from there. I fimelly became very clever at these impasses, -
"What", I would ask the receptionist, “"do you tell people who come looking for
"2 Job?" Tuming.  "Oh thém!™ I would get, "I %tell them we aren’t hiring of
course,” I would set up 2 line from a specislly appointed. personnel person to
me only axnd would ghortly have emough peoples, I have xun 2n org from & people
to 63 in 30 days end its GI from £50 to £3,000 in 60 days, Just by doing the
usuale, I% created gwful prodlezs of course like avditing rooms, classrooms,
hand grooving peecple ‘onto posis ~ it wes busy, The fevorite greveyard calm,
80 adoxed there before %hey zot shatiersd Yo hell!.
- I concluded mavy times then and conclude now thet it is o cheracteristio
of en oxg 4o xefuse new persomel znd 10 .Xeep them off. In approaching this
/prodien in sn oxg I en alxzid expexienve has 4aught me to begin with that
sgsumpiion and handle it frdm 4hat viewpoint.
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Se I normslly set up & line that can't be etopped and get people on
post. Then I force in treining on posts, And I personelly inspect end telk to
every seotion every day about what they need and how itts going and keep up
their section production, ,

LRH Comme tell me they gan's get execs to inspect their areas deily.
Ard personnel shorteges show that others do not blow the linss open. on
recruiting and even prevent handling.

So here is one area where I do soms thinst in manasing a production org
that not meny others do.

1. Force recruitment.

2, Train on post.

3., Daily inspection and comm with everyone in the place in his post area.
4. Concentrate on section and individual production.

5« Lat people finish the job they are on,

The result of all this has uniformly been eky high stats, sky high pay,
huge reserves and excellent tech produced.

So these are the magic solutions,

I do NOT empty out tech to fill admin, I do NWOT encourage transfers.
1 do NOT create problems in one ares by transferring to enother. I will NOT
accept that no one epplies for jobe., And I don't wreck one project by
grabbing peopls off it to start another, I FIND NEW PEOPLE.

DYPOSSIBILITIES

Behind every "Imposeibility" lies some great htig WHY whioh if not found,
keeps things messed up. One area that "couldn't get any auditors” had expslled
so%p of the field from the church! Another ares had dismissed 50% of staff
every time the income dropped. Another area cut the staff's pay very low and
then mede it go lower each time the gross income fell. Another “never oould
find the right people".

Sometimes intermal squabbles are given a much higher importance than
the org itself.

Some areas use "social acceptability" instead of stats to handle
personnel.

Whatever the reason an org isn't getting on, it is internsl. It ien't
soms other org or some senior manogement body. It's right inside that org.
Further it has to do with personnel mishandling,

Any org at any time has pot given as much quantity of gervice as the
public demended. If you continmued to expend at the rate of demand, giving
very high quality of service mind you, the org would expand to hundreds or
even thousends of staff members,

Somewhere, when that doesn't happen, personnel mishandling has cut off
the expansion.
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So when we look this over we find that quality of delivered product
determines how much it will be in demand and that the only thing which will
limit an expansion to meet that demand is personnel procurement, training
and stability on post, getting the staff to produce and holding the form of
the org and meking it go,

When personnel commite the errors (or orimes) mentioned here end when
management fails to do the 1 to 5 listed above that I do in an org, there will
be & halt,

True, on org is complex. True, quality is hard to maintain, True, one
has to work, But unless personnel procurement and handling is IN all elee will
feil, So that's the weak spot, ‘

An undermenned division will empty.,

An undermanned org will pay badly end go down,
The point to handle is personnel,
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1 Septembexr, 1970
To: LRH COMM sesescasee

From: LRH Comm Flag (CS=-9)

Ploase correct HCO P/L of 29 August, 1970 Issue I “Personnel Series
No. 1 - Persomnel Transfers can Destroy an Org" on Page 1 Paragreph 1l,
5rd line add "this" at the end of the line so it reads "I doubt there is
any Org where these errars (or crimes) are not current-at this writing."

and

HCO P/L 29 August, 1970 Issue III "Personnel Series No. 3 - Recruit
in Excess" on Page 2 2nd Paragraph, 3rd line -~ change first word from
personal to personnel so it reads "Failing to establish these things first
and getting it oll understood, you can find yourself with all such funds
expended and no highly trained personnel either,."

Your cooperation on this is appreciated and I apologise for any
inconvenience that this has ocaused.

Love,

Jill
JCint LRH Comm Fleg
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