
In Charge 

HUBBARD COMMUNICATIONS OFFICE 
Saint Hill Manor, East Grinstead, Sussex 

Remimeo 
Exec Dir Hat 
HES Hat 
HAS Hat 

HCO POLICY LETTER OF 13 SEPTEMBER 1970 
Issue II 

Org Series I 

BASIC ORGANIZATION 

What is Organization? 

Most people have so many associated ideas with the word "Organization" that 
they think of one as an identity or a being, not as a dynamic activity. 

Let's see what one really  is. 

Let us take a pile of red, white and blue beads. Let's organize them. 

Now let us draw the org board. 

Let us dump them all on top of In Charge, all mixed up in a confusion. 

Obviously In Charge must route them to dig himself out. So we get 

I In Charge   
1 	 I 	 1 

Red 	White 	Blue 
Beads 	Beads 	Beads 

Thus we find out much of what an In Charge does. He routes. He separates into 
types or classes of thing or action. 

This so far is a motionless org. 

We have to have products. Let's say its products are drilled beads, strung beads, 
boxed beads. 

We would get 

ed 	— Driller — Stringer Polisher 

White 	— Driller — Stringer Polisher 

Blue 	— Driller — Stringer Polisher 

Oiwe would get 

Red 

I In Charge 	White 	— Stringer  —  Polisher 

lue 

Or we would get 

I In Charge I 

1  
1 	 1 	 1 	 1 

Bead 	Bead 	Bead 	Bead 
Separation 	Drilling 	Stringing 	Polishing 
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It is not particularly important which pattern of org board we use so long as it 
handles the volume of beads. 

If we only have I person in this "org" he would still have to have some idea of 
organization and a sort of org board. 

If we have any volume to handle we have to add people. If we add them without 
an org board we will also add confusion. The organization without an org board will 
break down by overload and  cross  flows and currents. These in conflict become 
confusion. 

All a confusion is is unpatterned flow. The particles collide, bounce off each other 
and stay IN the area. Thus there is no product  as  to have a product something must 
flow OUT. 

We can now note two things. We have some stable items. These are posts or 
locations. And we have flow  items.  There  are  things undergoing change. 

So an org's positions change flowing particles. 

Particles flow in sequence. 

Things enter an org, get changed, flow out of an org. 

An org with  one  type  of  item  only  (red  heads) is  less complex than one with 
several types  of items. 

I In Charge 1 

1  
1 

Red 	 Red 	 Red 	 Red 
Clay 	 Bead 	 Bead 	 Bead 

Procurer 	Moulder 	Boxer 	Shipper 

Any activity has a sequence of actions. It has to have stable points which do not 
flow in order to handle things which  do  flow. 

It  is  not necessary to have a stable  terminal do  only one thing. But if  so  then it 
also has a correct sequence of  actions. 

All this is true of an engine room or a lawyer's office or any organization. 

In an engine room fuel flows in and is changed to motion which flows out. 
Somebody runs the machines. Somebody repairs the machines. It may all be done by 
one person but as soon as volume goes up one has to plan out the actions, classify them 
and put them on an org board which the people there know and abide by or the place 
will not operate well. 

This is done by dividing operation and repair into two actions, making two 
activities on the same org bd. 

Chief Engineer 

1 

	

Storr 	i   Repair 	Motormen 
and 	Crew 	Watches 
Fuel 

The Chief keeps the flows going and the terminals performing their actions. 
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In a lawyer's office we get different actions as a flow. 

Head of Firm 1 

Ambulance 
	

Case 
	

Court 
Contactor 
	

Preparation 
	

Appearance 

Would be a flow pattern, possibly with a different person (with a different skill) 
on each point. 

Or we could have a sort of motionless org board. 

Head of Firm I 

Criminal 
	

Corporate 
	

Trust 
Clients 
	

Clients 
	

Dept. 

But if we did that we would have to put the motion in vertically so that flow 
would occur. 

 

t Head of Firm I 

Corporate 
Dept. 

Contacts & 
Interviews 

Preparations 

Services 

  

Criminal 
Dept. 

Contacts & 
Interviews 

Case 
Preparation 

Court 
Appearances 

 

Trust 
Der. 

Contacts 

Investment 

Vaults 

Org boards which only give terminals usually will not flow. 

A typical Army org board of yesteryear was 

I General 1 

Officers 

Army 

When they got into a lot more men they had to have a llow board. 

I General I 

Recruits 
	

Equipment 
	

Training 
	

Army 
	

Operations 
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So one organizes by 

1. Surveying the types of particles. 

2. Working out the changes desired for each to make a product. 

3. Posting the terminals who will do the changing along the sequence of 
changes. 

The board also must include a recognition of the types in A which routes the 
types to the terminals who change them and to a further routing out as products. 

To be practical an org board must also provide for pulling in the materials 
disposing of the product and being paid for the cycle of action and its supervision. 

A company has various actions. 

It is essentially a collection of small org boards combined to operate together  as a 
large org board. 

The basic principles you have to know to organize' anything are contained in this 
policy letter. 

To plan out any action one has to be able to visualize its sequence of flows and 
the changes that occur at each point. One has to be able to  see  where a particle (paper, 
body, money) comes in and where it leaves. 

One has to be able to spot any point it will halt and mend that part of the flow or 
handle it. 

A proper org board is a perpetual combination of flows which do not collide with 
one anothet and which do enter and do experience the desired change and which do 
leave as a product. 

L. RON HUBBARD 
Founder 
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