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When you are trying to get somebody to do something he should do, you
ere in effect trying to get him to wear his hat.

In trying to get things ddne you often feel you are running into
"Counter-¢ffort", (Contrary action or effort to your action or effort.)

The most usual Counter-effort is NOT willfulnese or mutimy or out~
sthics, Most people consider these are the reasons they get opposition to
vorthwhile smotions,

The most usual Counter-effort is lack of & hat, defining & hat as a
write bp, checkshest and pack on which the person is trained,

It looks like wilfull stupidity, waywardness, lasiness, mutiny,
thacnntlm'or what have you,

Whittever the reason for it may bs it must inolude lack of & hat,
The variations ure enormous, slmost infinite.

Exémple:s Itr A is trying to get Mrs A to be a good wife., Mrs A is
fn outright mutiny, Now it could be that Mr A does not have or know his
hugband hat or Mrs A has no wife hat or the neighboure or friende don't
have nefghbour or friend hats or Mr B has no social het and is trying to
eatrenge Mrs & or he has no husband's het of his owny but whatever it is it
is a matter of hats, SOMEBODY (or all of them) in this is not wearing their
hat,

I had somecne in marital trouble Jook at me thoughtfully once and say,
"I don't have guy idea what aye the rights or duties OF a wife."

Exemples A Course Superviser having trouble getting a student to study.
He pleaded and argued and wore himself out.

He never realized this student DID NOT HAVE A STUDENT HAT. He could
bave saved sll his energy spent in arguing and applied it to making up a

student hat and getting it assembled” and ‘studied and would have gotten
somevwhere. A

)]
So we draw up an org board for an activity for several people.
It is all cbrrect as to function and flows,

We put the names of the several people on it where they sesm to be
fitted,

The activity doesn't go,
So we explain and drill the org board on the people,

It comed up o A flubBy Bort of copes
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The mieaing point now is HATS. Each one has to have and know his
own hat and something about the hats of .otherm.

Things will promptly get much better! The activity and the inter-
personal relations and the lives of these pecple are zreatly improved,

Porsonally they are running into much less oroes-flow and confusion,
So they have a happler time, 1has effort and more production.

4 badly organized badly hatted bedly traihed group is at each others
throats oontinuallys To get anything done at il they have to operste at
the level of correction instead of production,

Any ripple of emergency in such a group operates as a major impact,

FROGRAMS

There is still a miseing élement when one hds org doarded and hatted

and specialist trained an activity. This is PROGRAMS, .

The seéquence of flows and the changes or actions at each point plotted
againat time are in fact the major sequences and programs of a group.

MARAGEMENT _SUCCESS

Given a desired product a fully successful management can ouly be
founded on the actions inherent in

1, A good Org M.

2.} Hats an ﬁrite‘upn. checksheeta and packs,
3. Hats treined in, |

4. Sequenoces and Programs known and followed,

IT IS FAR FAR BASIER TO WORK ON AND. ACCOMPLISH THOSE POUR THINGS THAN
IT I8 T0 COPE AGAINST THE COUNTER EFFORT GENERATED WITHOUT THEM,

Neturally while getting this done, anyone has to oope to keep things
going.

SINGLE HANDING
"Single=handing" means to handle things by yourself.

You cen single-hand when you-are.all alone or you can sgingle hand in
& large graup that 13 supposed to be working or helping,

When only one man, senior or junior, is doing all tha oontrollina
and work of an activity he is seid to be "single~handing."

The term derives from the mea (like so many English words), Single
means “one only" end "hend" meane a sailor., "Handjipg" is the verd form
of "single~hand’,.

No other activity expresses so well the idea of "one man vorking" or
"one man controlling". ‘

It is of coursme derogatory to others who are eround and not working.,
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The phenomenon coimes about by having noneorg-boarded unhetted and
untrained pgople. , :

Now the oddity of it is thet it can ocour (a) when there are other
ople who are also supposed to be working (b) when there is an org board
fg) when there are hats and {d) when programs exist,

This of course looks like "bad morele" "apathy" even "mutimy™.
The misaing elements usually sxres ' .

~{(a) The other people don't know the purposé of the activity or
whet's really going on,

(b) The org b& is unknown to them even when it exisis.
(6) The hate are not checkshcets and packs and have not heen trained in.

(4). The mequences or progrems that should ocour are not drilled in
and if they were the no-hat situetion would wreck them,

The point is even more amazing when & group with_a,pqipoaq and an
excellent potential product WILL BE POOR AND WILL FAIL if org bd, haim and
sequences and programs sgre not fully known and drilled.

Groups are like that,

Thie is why men and his sctivities succeed only in the presence of huge
effluences or extra ordinery personal leedsrship.

Lacking org bds, hets, training, programs that he kpows end m 40,
man flounders,

UNEATIED LEADERS

Leaders who are not org bosrded hatted and trained and programmed can
meke a fantastic mese ocut of a formerly well organized group.

- It takes some doing. But no one oar knook the known org board’apart
faster than & senior. No one cen knock off hats easier than sgmeone 1in
authority who deoes not himeelf lmow they oxist,

Nero end his ilk destroyed the whole Roman Bmpixe, That civilization
wes about es well org bosrded and hatted es any civilization on the planen
in recent millenia, Neroc thought he was a lute-pleyer and composer and
charioteer, These were the only hate he ever wore aside from that of
marderer,

A few emperors like him and that was that,

The Christians had an org board,member hats and staff hats, post hats
of & sort and constant trzining., And that was the end of the Roman Empire
and the begining of the EKoly Roman Empiras,

Wey up in Pope Alexander the Fourth's time (the days of Lucretia
Borgin) when Bishoprics were for sale and the member hats were forgotten,
the Holy Roman Empire failed.

So there ie plenty of history and example, even the full tech was not
even developed. You cen see the dim counterparts of org boards and hats
weaving their way through all man's yesterdays,
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The history of the world is not written by wars and violence. It.is
written against an unseen baokground of beneficisl products, org board, hats

The fantastic administrative ik:fll of Arthur Vuunioy the Dules of
Wellington and the rigid org bd of Nicholes of Russia defeated Napoleon
vhose only ‘skills were military genius and personal leadership and luok,

So vhen the hesd of something does not kmow about org bds and hass and
programs he can single-=hend things perhaps into temporary power but will wear
himself out with oops and soon decline. ’

One cant't just run things. One has to put something there and the
something is a desireabdle product, and org B hats and progrems and see
they are grooved in properly.

And looking over history the most valuable product of an executive is
holding the form of his org and providing his steff members vith hats and
programs well grooved in, ‘

It takes so much more time and effort to Mmild up.an org in terms of
org bd and hats and get it to hold its form that ons might not at once see
its benefit. Trying to get a result without also duilding an organization
inevitably winds up in single~handing, coping, overwhelm and eventual defeat.

The ZAfht, answer is single-hand while you train up your pqopla.

For one will wind up single-banding arny post be has not org bded and
hatted and programmed.

And that is true of even & junior member of a staff., If HE doesn't
henmer away to get in org bds and hats and sequences and programa HE will wind
up single~handing all) his section ~ while they stand around making life
misersble with inefficiency, goofs end flubs and obvious counter-effort.

It isn't labor against management or the people against govermment.
One or the other or both aren't on ovg Dds and eren't wesring their hate,.

And in an interdependent soociety or a complex activity the final result
of no org bd, no hats; no programé known is ecbaos.  And very unplessant chaos
a8 well,
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