HUBBARD COMMUNICATIONS OFFICE
Seint Hill Manor, Fast Grinstead, Sussex

Remimeo HCO POLICY LETTER OF 4 NOVEMBER, 1970
All Exec Hats
HC Checksheet

Although HCO Policy Letter of 19 December, 1969, copy of which is
attached, cancelled the concept of getting people to get the work done, - As
it was found to result in some Executives believing they were not supposed
to work, this policy gives in detail how an executive should groove in
porsonnel on post and related org board functions and for this purpose it is
re-issued,

HUEBARD COMMUNICATIONS OFFICE
WASHINGTON, D.C,

HCO BULLETIN OF AUGUST 27, 1958

- Executives of Scicntolo rganizatio -

By definition an executive is one who obtains execution of duties, programs
and actions in an organization to further the aims and purposes of that
organization,

To forward dissemination of Scientolory, to increase the income of
Scientology organizations, and to accomplish what we are trying to do, it is
vital that we have good executives who know what they eare doing and who do it.

Basionlly, the work of the orgenization does not depend upon the executive,
It depends upon his supervision., The work of the organization depends upon its
staff personnel end their performance of duties in exact complisnce with their
hat folders to eccomplish the purposes of their posts, Howsver, it is very
difficult for staff personnel to accomplich their duties when they dé not have
good executivee to provide overall supervision and liaison nmongst posts.
Therefore, it is only necessary to have a bed executive who has a poor understand=-
ing of what his work is all about to reduce morale, cause turnover of personnel,
to impede dissemination and to lower the income of orgenizations,

Understeanding this I hove completed a considerable study of the subject
of being an ecxccutive. There is niore to it than one would ordinerily suppose,

In the first plece, an executive should be nble to perform better every
single job in the orzanization than the personnel performing it. In this way the
oxceutive will be effective, since he will know what these posts erre doing, Thus,
an executive is selected primarily for his knowladge of the organization. v
Another attribute of the sxocutive is an ability to get along with people and to
aid them to understsnd their dutics, the whys and wherefores of their posts,
rnd their relntionships to other posts and the communication lines which connect
thom, Lnother attribute is the ability to get something done via enother peorson,
These threa attributes are easily the most important, They are followed by the
other side of an executive's activities which consist of plenning, orgenizing and -
promotion, as well as either setting up or geining complirsrnce with organizational
policy, ~

The steble deta on which most people operate in a Scicntology organization
is "Get the work done", This is as it ehould be. FEowcver, this es a stable dntum
in an executive is fetal, - His stable detum carmot be otherwise than "Get pcople
to-get the work done",

Let ys teke a contrary view of this situation, Let us suppose we have an
"executive" who can himself work hard and who has the dztum "get the work done",
This is what he docs, He pulls off some odds ~nd ends of orgnnizational duties into
his lap, eits at his desk and in a strte of exmgperntion tries to do everything
thnt comes his way, Under such an exocutive income will decline, morele will tumrn
sour, and there will be a large staff turnover, This "executive" simply rcgards
himself as a workhorse who is too overburdened to pay ettention to detsnils,
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He mckes mistekes, he does not execute policy, and no matter how hard and

how well he works nt these Jjobs he has cut out for himself he nover hends up

or runs an organizetion and he never builds snything of any size. At length,

he will begin to discourage business end sctivity on the part of the orgenization,
pince the work is alrerdy too burdensome for him to handle, Now he was chosen

as an executive becnuse he could do the job better on any post in the

organization given thnt post, then the people present, He trkes this as a license
to "show peorle up" or to "show them how it really ought to be done"., let us

look 2t this closely., He would not be an executive unless h¢ could work better than
each and every person on staff, He would not be there if he did not know these
posts better, But let us add up for him the following activities: Director of
Training, Director of Processing, auditing all preclenrs, keeping all eccounts,
writing all of the dissemination materials, running the mimeograph mnchine and

the printing compony, building and painting all of the querters, personally writing
on a typewriter all of the letters received by the orgznizetion, and a long time
before we get down to typewriting we see that one person on a Mest Universe time
span could not perform all of these duties, Therefore, we draw the conclusion
that we need many people to perform these actions., An executive who tries to
perform many actions himself =nd does not "get peorle to get-the work donc'" creates
e leaderless organization, He is overworked, he cannot cope, he eventually goes
out the bottom, Even more importently, the pcrsonnel around him go out the

bottom, a thing he commonly fails to observe.

We see, then, that an executive mokes a mistnke every time he takes into his
own hands any portion of any job in the orgznization, There sre two ways a "bad
executive" can do this, The first way is quite obvious, He simply tries to do
several posts, thus leaving many posts unsupervised and leaving meny details
uncoordinated end depriving staff of necessary lisison and supervision amongst the
various posts, The other way is less obvious, He tekes the juicy tidbits which
require "command decision" away from the posts and leaves each post a naked
drudgery of petty detail; in other words, he scoops off the creem and does, to a
slight degree, each one of the jobs around and thus brings. about a state of
irresponsibility on the various terminals,

Furthermore, an executive who is not doing a real job of executing, '"get
people to get the work done", will not be in sufficient contact with the various
prosts in the orgnnization and know which ones sre underburdened and which ones are
overburdened, Fosts which are underburdened and do not have enough to do, who roam
around inside the organization like billiard balls against the banks and break up
other work, Posts which are overburdened confront the personnel occupying them
vith such a tremendous pyranid of work that they go into apathy trying to regard their
Job at all, and so cease to function, and quite ordinarily leave the organization
(this is the primary reason people do leave an organization: they cannot do their
work well snd become convinced that they are badly placed).

Chaos and confusion are the result of an executive's (1) inability or
unwillingness to simply supervise a post and do none of their work, and (2) inability
to grant beingness or confront the good sense of other people,

Now let us see what a good executive really does and we will find that he isg
busy enough if he actually does his job., He does not call peorle into his office
and have them stand in front of his desk while he explains their Jjob to them, In
fact, he spends very little time at his desk. In the [irst place, such a procedure
has the earmarks of "being called on the carpet" and makes for ARS breaks, Further,
outside of the familiarity of the staff personnel's surroundings the executive is not

in effect running 8C, To_know anything about the gost he would have ngsge the

actual equipment, ma&erialsI files, etc,, connected with that post, shus, any
e

good executive spends much ss time at hie desk than he does in various parts of

the organization, A good executive actually goes to the post and looks it over., He
does not work with the post with the aim in mind of showing the post how much faster
and how much more expertly the post can be done, Acmittedly he is an executive end
the person occupying the post is ocecupying thet post because the executive can do the
the post better then the person occupying it. Thus, an impatience and an intolerence

is too easy to demonstrate,
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The executive looks over the post on the site of the post by going through
the individual's hat and finding out whether or not it really matches up to the
exact duties of the post., He will find if he is patient and a good auditor, that
the post is quite routinely confused about his duties and this confusion mrkes the
duties look too big or too hard to do, or he will discover that the post is not
covering all of its duties, that it is mpecializing in some of them, This last is
particularly true in an overburdened post., The answer to an overburdened post which
is actually overburdened is, of course, not for the executive to t-ke on some of the
duties or to try to whip up the person doing the job but to split the hat along
some natural division and put another personnel on the post in addition to the
one already therae,

Just as any Director of Processing is always being bombarded by the auditors
to give them a new) fast, wonderful technique which will solve all of their own
goofs, so an executive is always being asked by some staff personnel to do something
new, wonderful and strange with the post hat. ' Tho hat, of course, containing all
of the duties of the post was usually written up with great care and any real
ro=arrangement of it or derangement of it will discover that some of the functions
or liaisons of the organigation will be lost, Therefore, a good executive does
not succumb to the idea that something new, wonderful and strange must be done
with the post simply because the personnel handling the post do not understand the
procedure connected with it,

It is quite interesting to study the amount of explanation and the frecquency
of explanation nocessary to put some perconnel on post and to get them to
understand and exccule the exact duties as stated in the hat. Personnel usually
try to run a more complicated post then is necessery. It is a natural instinct to
complicate something which is simple. Thecrefore, the simplicities of the post,
its purposes &nd goals, must be observed at -all times in any smoothing or re-
arrangement of the post, For example, it took three full days in one instance to
put the Membership hat on a personnel, The personnel was willing =« and you will"
discover that nearly all personnel are - wsnted to get the Jjob done, and was perfect-
ly happy with the routine’of the job, But - for three full days this personnel
attempted to complicate the job of lMembership, rearrange it or twist it about in
gome fashion so that it was more or less unworkable., This personnel could not
understend the simplicity of the Membership routine until an oxecutive hed spent
three full working days with him, At the end of that time it was possible to
have good membership response and good membership handling. This condition
continued from there on, If the exccutive in this cnce has simply said "well, this
fellow is stupid” and if the executive hzd bccome impaticnt, the Membership job
ne:ver would hzve gotten done. It required good ARC, it required good patience, If
an executive doesn't have three full deys to spend putting on such a hat or if he
cannot hzve in the next four or five weeks the equivalent time of those thres full
days, then he is never going to have a Mémbership hat worn promptly and properly
for the simple reason that the personnel available to him is the personncl
available to him, He should not think that he is going to get out of the brow of
Jove,springing fully armed, perfect personnel, It is cmazing, the confusion of
many personncl on their post, particularly on a new job, They are being asked to
vnderstand the whole working principal of the organization st one gulp, as {ar as
they are concerned, They connot sce thoir role, they cannot sece how they fit into
the acheme of thinga, they cannot gec where their communication lines are going or
what they arc supposed to do. The exccutive, of coursc, being able to understand

this, nevertheless has no licensc to do anything whatsoever but straighton up the
prost and gct the hat worn straight, end get the work done.

In working around nnd about the organization it will be discovered that there
are certain holes in the organization or therc are missing communication lines
or there are needful liaisons. But at this time Scientology organizations have
been worked out to such n fine point that an executive would be much safer taking
the posts as primarily put together on the oviginal organization board and
putting that structure beck together agein than in attempting to patch up some
new and strenge organizationsl pattern which has had no prior test. The patterns
of Scientelogy organizations have been worked out over a period of many, many
yoars. It is highly probable that wu have made almost every misteke possible,
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Wo ere a very complicated organization in that we have many posts. We have

many comnunication lines, We have many functions, We have worked these out over

e period of iime and have come up with somethins closely approaching n perfect
answer, Thus, it is only at this time that I can tell executives to follow that
ansver and to keep the organization running as it was planned to run, There is
really not much reason for an executive to dream up something new, wonderful and
strange to teke cere of some particular activity., However, a word of caution, All
pr:rsonnel on all posts will attempt to drive him into aomething new, wonderful and
strange in the way they complicate their jobs end in their failure to understand
those jobs,

Giving the inspection of a post a lick and a promise and passing on, with
some impacionce, to another post, is not being a good exwvcutive, One should
view tho orgnnization or hie depertment as o wholes He should see what it is
trying to do. Then he should try to get it to do what it is supposed to do., To
accomplish this hats have alrendy been written up for these various posts, If
they arc lacking in some respect, then he should have, in the case of a department
head, consultation with his superiors and in the case of an Association Secretary.
correspondence or contultntion with myself., Ho should then get the department
running on soma minimum ncceptable hasic by spending a short time with each one
of the personnel and giving them that part of their job which they can underctand
to do and accomplish, Having done thiz, he at least has a partially going concern.
Now he should go back through his department or organizetion end make sure that
each set of duties is fully understood and apprecinted by the personnel holding each
post, He should not be impaticnt, ho should not look for the ceme level of
understanding which he himself has for the post and he should not look for the snme
level of porformance with which he could execute the post, The primary mistake an
euditor can make is failing to estimnte the case he is trying to process. The only
thing which can give an auditor ervors is to fail to estimz2te the cnse he is trying
to process. The only way an auditor can be wrong is to fail to estimate the case
he is tryins to process, Therefore, the only w2y on executive can be wrong is. to
fail to estimate the personnel he is trying to got to get the work done, With
patience, with good ARC, with good understanding, he should repeatedly go round
and around and around these posts and instesd of making the decisions (and thus
skimming the cream off the post), he should show how the decisions to be made stem
from the actual activities of the job, He should mske the personnel occupying
the post make the decisions relating to thet post, These decisions in the main
ere minor to the executive, but they may appear very mejor to a personnel occupying
the post. Only by getting the person to make his own decisions will he ever have a
responsible occupntion of the post, By seizing little pieces of the post to do
himgsalf, by running the whole show, decisions and all, the executive will wind up
doing all the work himgelf becnusc he has gradually forced .the person for whom he
is making the decisions off post, Little by little that personnel has been pushed
off into an irresponsibility for his post, This is exactly contrary to the actual
function of an executive. For instance, the Dir, of Processing, given a well-
trained euditor should not go on forcver and ever and ever dreaming new tricks end
Rinmiclke which will "solve the preclesnr's cree". In the first plece, the auditor
probably is not starting srssions, resolving pt problems, patching up ARC bresks
and running a smooth session - that is why the case isn't running. The Dir of
Processing should just go on putting the hat - thel general hat known as staff
auditor « back on the staff auditor's heed. Auditors conferences are actually
totally unncceesary if auditors have been placcd on post and if they are supervised
on post and if thcy arc given some fceling of responsibility and understanding of
their post, . '

If an executive finds himself doing some particulsar job, he must realize that
this job is either missing out of a2 hat or thet he docsn't have s hat to cover
thnt job, Where the idrn of policy-mnking or enforcement becomes mnking sll the
decisions for tho personnel, the executive has erred. Policy-making and enforcement
is definitely his job, just as promotion nnd plruning in general is his job, But
if he finds himsclf doing some routine task, if he finds himself pinned down hour
after hour, d~y after day, by some concern, then he is missing somawhere in putting
hats on peoplet!s hends, Occasionally an executive is cnlled upon to put o hat on
the heed of some outside firm, 28 in leanl work., With what glce an orgnnization's
attorney will try to pass the hnt back to the hend of the orgenization., This is a
task just as a staff post is a task of putting the hat on somebody's head, The
attorneys of the organization, even occupying an outside office, should have their
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het put on with regard to the orgmrnization so thot all legel matters are

£imply referred and routed to thcu, If they do not act on this basis, then he
either pute the het more firmly on their heod or, as in any case, despa2iring

of this, one finds some new attorneys just rs he would find new stalf personnel
if, efter an investment of 7 or 8 dnys of patient work he still connot get
somebody to go throwgh the routine of the job, '

There are certain epprovals an exccutive has to give, as Advisory Council
minmites, There are personnel chenses which an executive has to meke, and
therefore there are personnel files which he has to keep. If he is the head of a
department he still keeps personnel files for that particular deprrtment end he
still handles the personnel for that department, If he is a higher level
executive he certainly cennot do otherwise thon handle personnel ns a hat for
the entire organizeation, But the personnel for an entire organization hat is
actunlly not as big a hat as per~cimel for a single department eince it doeen't
include procurement, Any dopnrtment head has the right to do personnel procurement,
this has to be okay'd by the exccutive, of course, end to be posted on the Org
Bd actually requires my okay,

Now, in a smnll organizrtion it will be found that three or four or five
people working together can get quite a bit accomplished. The moment this goes
up to 8 or 10 people, you heve necd of an executive, That executive, if he
doee not know his job as it is sct down here, end if he thinks his job is some-
thing else than getting people to get the work done, will actually restrict and
impoverish the organization. He will not permit it to grow, since he is still
trying to run an orgsanization the sizc of thrt which can be handled by four or
five people, while in actuality he has a much larger area,

An executive doing good promotion and planning will, of courso, drive in
a grent deal of business, All he has to do ig to meke sure that his shipping
department gets books outj that his P.R. jplaces nds; that his organizrtionel
gservices are of a quality to invite public confidence. He doesn't reclly need
any bigger tricks of promotion than this, The big trick of promotion is to get
everybody to do his job, If this is done, then you will see all manner of
promotion being eccomplished, Promotion dreamed of is not promotion eccomplished,
An executive dreaming up promotion and working hard himgelf is not nearly as
effective as an executive getting promotion accomplished and getting people to take
care of the resulting traffic. In a large Scientolosy organization, he caunot
get buginess up to speed while trying to do ell the work himself,

Naturally, there are exccutives who, by thcir personnl presence, giving
lectures, talking to people, crn accomplish a y¢reat deal of promotion, just as I
accomplish & grent deal of promotion by writing a book. Put my book-writing hat
is not my executing hat and 1 do not get them confused. An executive can wear
other hats than being an executivc, But boing #n oxecutive ig an express ond an
explicit hat ond its duties consist only and entirely of pettins people to get the
job done,  If other hats are being worn along with the executive hats, then those
duties should not be permittcd to slop over and occupy and wipe out the executive
het since it's the more important of the two,.

An examplo of this in a central organizrtion of Scientology on another
continent shows us that some organizatione insist on leorning alweys by theoir
own experience, not by slrerdy won oxpericnce., This organizoation presents the
picture of Scientology orsganizations in the United States in 1952 = everybody was
wearing all the hats, nobody wess trying to put on any hets other than his own, but
his own was all the hats, The resulting confusion, the leck of coordinantion, the
failure to undorstand that an organizational pattern, orderly terminals and
communicetion lines are vitrlly necessary to good progress of an organization,
resulted in very low income mand very hard work on tha part of everyone. Contrast
this with the 1958 orderliness and income of Scicntology United States and we find
the only great difference is that we heve learned the proper pattern of orszanization
necessary to carry on our job and that we are executing that proper pattern,
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You can toss all this aside and work yourself to death and compliment
yourself on believing you are getting the job done, but don't wonder why the
staff doesn't give you a pat on the back or why I don't give you a pat on the
back, because I'm not interested in how mony hours you put in. I am not
interested in how many documents you handlo. I am only interested in the
executives who get people to get the work done, On a staff level I am perfectly
content with people who take the easier course of simply getting work done.

That is the eimpler thing to do. These posts are interesting, To handle
administration for an Academy is quite & job., Being a Receptionist in the front
office is an interesting post - look at all the people you meet. These jobs

which go many hours of the day and occasionally late into the night are interesting
jobs, they are interesting nnd necessary torminals. Remember that they are the
easicr ones to do. Being an executive requires one to get the.work done on a via,
and that is one of the more difficult tricks demanded bf a thetan in this

universe,

let's see if we con do it.

L. RON HUBBARD
FOUNDER
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