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BEst 03 have bheen told‘hﬂat from the top down".

Why? Because the head of a div or org or the product
officer of the org is the one who gets other people to work,

If the Product Officer is not hatted to zet people to
vork there will be no products, the stats will be very low
and that Zet 0 could be very mystified and lock bad as an
Est 0. \

For- 1f he does not do this one thing fir t then what-
ever else he does will be wasted. S

-An Bat 0 who gets’drawn'in and given orders by a Div
head or who cannot confront the Div head will wind up with-
drawing from the Div or just being inactive.

The first mejor failure of an Eat O mould be 3 failure
to hat the Product Officer of the org or div .

g;ggg_gzgyag;gu: There is no head of JiV (or org).
Correct Action: Get a head of Div (or org) fast and ;gglg;*
org board the div. The number of people in the Div {or org
do not matter at this stage. First things first., Get a head
of div (or org). And rapidly org bd- the place. ‘

- SECOND SITUATIQN: You have a heed of div.(or.org)..
Correct Action: Hat him with HCO P/L 28 July 71 Admint&now
How No. 26+ Tell him you will atten& to the hatting if he
will get them producing. He is responsible. for their™
production.’ Get him tc know this P/L.:'(Method 4 WMi) ‘Tell
him he is in Phase I. Solet's see some Production. -

- THIRD SITUATION: The head of Div or org. fliea ahout,.
looks busgy or juast sita there. He: is not- getting out - ‘
Production. He will tell you all about "not being hatted®
"doesn't know the tech" on and on, excuses excuses.  But no’
production from him or staff.. Oorrect Actions - He has 4o
be made to understand that he isn't doing his job no matter
how busy he looks or how many reasons he has. He probably
has net noticed and does not know that-he is faking work.
People with low confront don't gee. If he is really doing
his job and getting out his products and *orcing any staff
to get out theirs, you have'a pearl. Cherish him; and don't
consider doing this third action on him, But one i3 easily
fooled. Only real products tell the tale, A busy exec or
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diviaion is not necessarily & producing exec or div. 3o if
ne products from him or staff for whatever reason, he's below
Danger. You dontt have a head of div or org if you dun't

have products coming off and exchange occurring. Only these,
not excuses or motions, tell the tale. You can get "FR" and
glowing (but false) reports. You can get all sorts of things.
But where are the products. So you bait (tease) and bvadger
(nag) the head of div (or org) to IMPINGE ON HIM (draw his
attention) until he enarls or cries or screams AND SPITS OUT
AX OUTPOINT. You don't ask him like repetitive commands

"Why aren't you working?" You ask in many ways "Where are
the products?" And he'll eventually tell you an outpoint.
Like "But I can't get out any products because they aren't
products until they are back home telling people how good we
are s0 how can 1 ". Or "I just keep running around here
and nothing happens™ Or some other nonsense that ig nonsense.
That's his Why. BSo you tell him, "Look, you don't get out
rroducts because you don't think you ocani" Or "You are just
trying to look busy so you won't be thought idle". And if
you're smart and on the ball, that will be it. The Exec

will cognite and go into simooth 2we at once and you got him
out of the Est O P/L Series 13 state into a confront. This
is "Bait and Badger" to get him broken out of non-confronting.
That's all that's wrong with him really. He doesn't look.

¢ The Exec won't let an Bst O near hinm.
Snaps, snarls. Don't avoid him. Correct Action: Bait and
badger. He's already half way through Situation Three above.
Finish it up.

SITUATION FIVE: The exec goea into shock. This is a
symptom of no confront. He won't fight back. He will
propitiate. But he won't do anything either. .Correct
Action: Get a new exec. Tame execs who wontt fight and
can't work will never get a staff to work. After getting
a new exec, salvage the old one with processing Do steps
one to four on the new one. .

SITUVATION SIX: Having gotten the original Or 8 new exec
this far, you will find he is usually. outpointy in his actions
even if producing. Correct Action: Run Confront in his, area.
Run reach and withdraw in his ares. Then product clear him
on every section and department he has a8 though he's the
head of 1t. . .

:¢  Gets out volume but- quality suffers.
This i3 a general non-confront. (orrect Action: Bring him
personally up- through each dynamic, through the conditions
per Est O Series No. 14. Get him in normal or higher on each
dynamic. Now do Dynamic Exchange, Bat O Series No. 14.

§LI§52IQE_ELQ§2: He is active, producing bdut isn't
forecing staff to produce. Correct Action: Recheck him on
HCO P/L 28 July 71 Admin Knoy How 26 and look for a Why that
he can't pull himself out of Phase I into Phase II. Gat this
VGIed. Tell him "Preach to them that dones come from
effective doingness. If they don't do things that are
effective they will not get o done. Demand DONES."
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U. NE: He really doesn't know his job. Correct
Action: Begin to Hat him, Don't start haiting him further
than an instant het before you have worked it up 4o situation
eight. His gonfront will not be good enough to apply the
material even if he knows it. 8o only at this stage do you
start to really hat. And at this stage you hat by gbgerving
what he doesn't know that he needs to know and you look up
and select P/Le that fit his current state of unhattedness
and check him out on only these, You keep a log of what he's
checked out on s0 he gets credit for it.

oN : The executive skide back. He roller-
coasters or gets ill. Correct Action: Recognize this as a
P13 situation, Get him Interviewed by the D of F. Get the
PTS Situation HANDLED end don't buy "It's just the flu" or
whatever. He's P?3 and that's trouble, (See HCOB 17 Apr 72
¢/3 Series 764)

: U. of : The Bxec doen rot seem to remember
what he's been checked out on or apply what he knows.. He is
glib or he is foggy. Correot Action: Get him Word Cleared.
Method t. Then Word Clear hiam Method 4 on the materlials he
has covered, (Sce Word Clearing Series HCOBs.)

HOY | M
How mach time do you spend with an Exec?
Wﬂll, effec*ive or not his time is valuable..“,

Do not use peak load post time or he'll be zoing mwad
with the PTP of unhandled actions needing to be dere. S0
you won't get anywhere.

Try to do these actions on an exec during his Jtudy
Iipe. . . |

Observe him on post to know what to do in his siudy time.

If he has no study’timé,‘you musf ~gat the Study Correction
List (HCOB 14 Jan 72 Study Series 7) done on Lim and Handled
as in Situation Thirteen. An BExec who can't study can't see
eitberu

If this conflicts with your own Study Time, make other
Arrangements for that prrtion of yourss But get youre iN
too. . . o

JITUATION TYELVE: ‘Has study time in mdaition to working
hours but does not study. Correct Action: 3See that Study’
Time is run per "What is a Course" HCO P/L 16 Mar 71 and "What
%z a Course "Hizh Crime" HCO F/L 16 Mar 72 and IRH 24 174 Int

SITUATION THIRTEEN: Bven though 3taff “ourse exists does
not study. Correct Action: Have a Study Corr List HCOB 14 Jan
72 Study Seriss 7 done and properly handled.
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REST OF JTAFF
What d¢ you do with the rest of staff?

. These Thirteen Jituations cover as well any staff
member,

You could do no worse than do these things on each one
as beginning actions. ‘

There are many Est O actions that can be aone but if
you don't get these done you won't get far.

But on staff below Dept head, Situations One, Two and
Eight do not apply.

T s Major post not posted. Correct
Action: Force & Dept One into existe:nce via the Exec Est O
and get it producing staff and get the post posted. (Zon't
do an incorrect action and use other parts of the org as
personnel pools and dismantle working installatiouns or rob
tech.,) Get the org bd up and the person on it.

SITUATION TWO STAFF: You have & person on the post,
Correct Action: Instant Hat.hime Get hinm programmed for
training for post. Unbug his study time. See that he
studies per Pgm. :

SITUATION BIGHT JTAFF: He is active and producing but
isn't moving his products or is backlogging and or gets in
Jams, Correct Action: Volume O of OBEC Courss, get in its
Comm Sections, drill him on Org Bd and show him the other
terminals he is supposed to be in Comm with., Make him
follow his product physically through lines and then maske
hin follow the routes of things that shculd come to him.
While doing this you will find bugs in the lines or in his
own linees. Smooth them out. Drill the person further,

; IﬂﬁijﬁﬁgAiJLJﬁﬂﬂﬂgiﬁi
You can use this P/L as a checklist.
Get a cardboard folder. Put the persons name on-it,
" Write the persons name in at the top of this P/L.

When each action is done, mark the dates it is being
worked on in the mergin beside the situation with your
initial. , S

When fully dome mark 1t DONE with date. Beware of NOT
DONES or HALF DONBS or BACKIOGS. (See Admin Know How 29,
Executive Series 5, both are HCO P/L 26 Jan 72 Issue I.)

Don't skip about on this one.
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THE GENERAL WHY OF INACTIVITY OR NON-FRODUCTION 1I8:
LOW CONDITION ON ONE OR MORE DYNAMIC3 MAKING A NON-ALIGNENT
WITH OTHER DYNAMICS CAUSING AN INABILITY TG CONFRCNT.

Most beings are not there as a veirg as they are below
existence, A8 & being plus body they have gccial responses
and can do orders or will do at somrething when attenticn is
called to it, Otherwise they are blind with their eyes wide
oper. They are not malicious. They just don't 3JEE.

If they are not there they wen't have to ba responaible
for what they do, will they? They do not think they have
lived before or will live again, which is Whv the population
is fixed on a one life idea.

As a result the gbove situations do occur. And the
handling has been tested and works.

Do not say "Why haven't you seen " thisg or that
outness., Say "Do you see this " outness. And they
will look in that direction., 3But sometimes have to be shown
further evidence., Then they gee it. Until the above
situations are handled, you are working with socisl
machinery.

When you have handled these situstions as above correctly
as noted, you will get toward full application of HCO P/L 5
May 1959 "Policy on Sec Eds and Hats" Page 64, Vol O of CEC.
Call the above "Correct Actiona™ the Modern Processes plus
meny other Est O actions and you gan bring the Exec to CAU3E
so that he CREATE3 his post.

Until you have handled, using hié social machinery a3
per the Situation handlings above, he is not being bad, he

“Just gan't see.
This is how you get an Exec functioning.

It is no overt act to get him functioning as only until
you do w;ll e have any morale a%t all,

'TON PCURTZEN: An Bxec cr staff member may try
to uge the Bst O as an Org Officer or to get the Eet C to
get involved in the divisions products. BCTH are fatal Est O
errors. Correct Action: Bxplain Est C functions to them
briefly so they know the Bst O0s product is. THEM.
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