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TO THE READER:

Scientology is areligious philosophy containing pastoral
counselling procedures intended to assist an individual to attain
Spiritual Freedom. The Mission of the Church of Scientology isa
simple one - to help the individual attain full awareness of himself as
an Immortal Being, and of his relationship to the Supreme Being. The
attainment of the benefits and goals of Scientology requires each
individual's dedicated participation as only through his own efforts
can he himself, as a Spiritual Being, achieve these.

Thisis part of the religious literature and works of the Founder
of Scientology, L. Ron Hubbard. It is presented to the reader as part
of the record of his personal research into Life, and should be
construed only as awritten report of such research and not asa
statement of claims made by the Church or the author.

Scientology and its sub-study, Dianetics, as practiced by the
Church, address only the "Thetan" (Spirit). Although the Church, as
are all churches, isfreeto engage in spiritual healing, it does not,
asits primary goal isincreased spiritual awareness for all. For this
reason, the Church does not wish to accept individuals who desire
treatment of physical illness or insanity but refers these to qualified
specialists of other organizations who deal in these matters.

The Hubbard Electrometer isareligious artifact used in the
Church confessional. It, in itself, does nothing, and is used by

Ministers only, to assist parishioners in locating areas of spiritual
distress or travail.

We hope the reading of this book isonly thefirst stage of a
personal voyage of discovery into the new and vital world religion
of Scientology.
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28 July 1959 Organisation of Corporations (reissued 7 Feb.
1963) 133

10 Aug. 1959 Administration in a Scientology Organisation 283
19 Aug. 1959 How to Handle Work (HCOB reissued as HCO P/L
29 May 1963) Vol.0-122
3 Sept. 1959 S.O.P. on Handling Assoc Secs, Dept Heads
and HASI Staff 137
12 Sept. 1959 Programming (HCOB reissued as HCO P/L 23 Oct.
1969) 284
21 Sept. 1959 Programming (HCOB - addition to 12 Sept. 1959) 286
29 Sept. 1959 Survey of a Central Org (HCOB) 286
16 Oct. 1959 Routing of Communicationsto LRH and HCO WW (HCOB) 287
18 Oct. 1959 Putting New Personnel on the Job and Taking
over when People Quit or are Transferred (reissued
9 Sept. 1964) 287
29 Oct. 1959 Service (amended & reissued 19 Mar. 1968) Voal. 0 - 281



3 Dec. 1959 Scientology Staff Member Code 289

7 Dec. 1959 Former Sthil Staff 290

7 Dec. 1959 Scientology Cleanup Vol.1- 363
28 Dec. 1959 Personnel Departure Requirement 290
29 Feb. 1960 Organization Secretary Hat 291

19 Mar. 1960 Org Board 292
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1 Apr. 1960 Regulationsfor Staff Members and Ex - Staff

Members Vol.4-610
30 June 1960 Administrative Traffic Trend 293
18 Nov. 1960 Executive Time Salvage and Conferences Curtailed 294
22 Dec. 1960 No Overtime 295
14 Feb. 1961 The Pattern of a Central Organization (reissued
20 Dec. 1962) 147
9 Apr. 1961 City Offices- Successful Patterns 158
11 Apr. 1961 How to do a Staff Job Vol.0-73
25 Apr. 1961 Assn Sec Duties 296
28 Apr. 1961 Central Organization Minimum Staff 160

26 May 1961 A Message to the Executive Secretaries and Al

Org Staff Quality Counts (reissued 21 June 1967)
Vol.0-45,Vol.4-25

29 May 1961 Quality and Admin in Central Orgs Vol.0- 46

7 Oct. 1961 Friday Cables Vol.1-223

17 Jan. 1962 Responsibility Again (reissued 7 June
1967) Vol. 4-546,Voal. 5 - 357

4 May 1962 Solutions 296

22 Oct. 1962 Theory of Scientology Organizations (reissue of
HCOB 21 Sept. 1958) Vol.0-31

30 Oct. 1962 Executives of Scientology Organizations (reissue
of HCOB 27 Aug. 1958) See - 263

7 Nov. 1962 Central Organizations Efficiency (reissue of
22 May 1959) Vol.0-71

21 Nov. 1962 Completed Staff Work (C.SW.) - How to Get
Approval of Actions and Projects (reissue of

4 Sept. 1959) Vol.0- 123

5 Dec. 1962 Administrator's Hat 170

20 Mar. 1963 Self - Determinism in Central Organizations 297

23 Mar. 1963 Policiesin Force 297

25 Mar. 1963 A Model Hat for an Executive (reissue of HCOB
19 Sept. 1958) see - 268

10 Apr. 1963 What an Executive Wants on his Lines (reissue
of 26 May 1959) 281

2 May 1963 How to do a Staff Job (reissue of 11 Apr.
1961) seeVol.0-73

29 May 1963 How to Handle Work (reissue of HCOB 19 Aug.
1959) Vol.0-122

26 June 1963 Routing of Communication (reissue of HCOB 25



Feb. 1958) 261
19 July 1963 Administrative Stable Data (reissue of London

Sec ED 4 May 1959) see - 262
26 July 1963 Continental Director Hat Write-up 298
10 Sept. 1963 The Credo of a Good and Skilled Manager

(reissue of HCOB 22 Apr. 1959) 278
27 Dec. 1963 The"Magic" of Good Management 299
9 June 1964 Reorganization 93

9 Sept. 1964 Putting New Personnel on the Job and Taking
over when People Quit or are Transferred (reissue
of 18 Oct. 1959) 287

17 Nov 1964 Offline and Offpoalicy - Your Full In
Basket Vol.0- 125

18 Dec. 1964 Administrative Traffic Trend (reissue of 30
June 1960) see - 293

21 Jan. 1965 Vital Data on Promotion (revised 5 Apr.
1965) Vol.2-4

31 Jan. 1965 Dev-T (addsto 17 Nov. 1964) Vol.0-131

7 Feb. 1965 Keeping Scientology Working (reissued 15
June 1970) Vol.0-35,Vol.4-44,Vol.5-43

8 Feb. 1965 Dev-T Analysis Vol.0-134
13 Feb. 1965 Politics Vol.0-29
14 Feb. 1965 Safeguarding Technology (reissued 7 June
1967) Vol.0-40,Vol.4-49,Vol.5- 48
22 Feb. 1965 Executive Director Comm Lines 558
22 Feb. 1965 Inspections Vol.1-300
28 Feb. 1965 Deliver Vol.2-50,Vol.4-51
5 Mar. 1965 Poalicy: Source of Vol.0- 336
13 Mar. 1965 The Comm Member System Vol.1-204
13 Mar. 1965 The Comm Member System Vol.1- 206
13 Mar. 1965 The Structure of Organization - What is
Policy? Vol.0- 338

29 Mar. 1965 The Fast Flow System
Vol.0-291, Vol.1-326,Vol.5-78

29 Mar. 1965 Routing Despatches Vol.0- 110
2 Apr. 1965 Administration Outside Scientol ogy Vol.1- 372
5 Apr. 1965 Vital Data on Promotion (revision of 21

Jan. 1965) Vol.2-4
23 Apr. 1965 Problems Vol.0- 293
1 May 1965 Order Board and Time MachineVol. 0 - 296, Vol. 1 - 301
12 June 1965 The Foundation - Forming the Foundation 209
1 July 1965 Hats, The Reason for Vol.0- 66
10 July 1965 Linesand Terminals- Routing 652
19 July 1965 Policy, How to Handle People who Quote

Policy... Vol.0- 301
7 Aug. 1965 Suppressive Persons, Main Characteristics of

Vol.1-428

13 Aug. 1965 Foundation - Basic Course Organization 214
16 Sept. 1965 Weekly Secretarial Personnel Report 303
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1965 Dev-T Data- Executive Responsibility  Vol. 0- 136
1966 Executive Division - Communicators (Exec Sec)
(With data on AdCouncils) (modifies 20 Jan. 1966) 41
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1966 Danger Conditions - Inspections by Executive
Secretaries, How to do Them 305
1966 Sec ED OK (Continued) - Pol Ltr Changes and
Origins 659
1966 Appointments and Promotions Vol. 0 - 215, Val. 1 - 101
1966 Danger Condition Data - Why Organizations
Stay Small 308
1966 Attacks on Scientology - Sex and Organizations 313
1966 Policy Check outs and E - Meter Vol.5- 252
1966 Information Concerning the WW Time Machine 56
1966 Admin Know-How - Executive and Governing
Body Errors and Answers 314
1966 Admin Know-How Il - Actions, Executive, for
Handling Disastrous Occurrences 317
1966 Admin Know-How - Job Endangerment Chits
(amended & reissued 5 Mar. 1968) 320
1966 Admin Know-How - Leadership 322
1966 Admin Know-How - Statistic Interpretative -
Statistic Analysis 422
1966 Admin Know-How - Good vs Bad Management 324
1966 Staff Responsibility for the Organization as
aWhole 425
1966 Admin Know-How - Executive Facilities - Facility
Differential 326
1966 Admin Know-How - Intervention 331
1966 Admin Know-How - Expansion - Theory of Policy 334
1966 Admin Know-How - How to Programme an Org
Saint Hill Programmes 339
1966 Admin Know-How - How to Programme an Org -
Corrections and Addition - Sequence of Programmes
Correction 344
1966 Admin Know-How - PTS Sections, Personnel and Execs 346
1967 Admin Know-How - The Responsibilities of Leaders 349
1967 Personnel Requirement 359
1967 Admin Know-How - Alter - is and Degraded Beings
(HCOB) 361
1967 Important Executive Action see - 360
1967 Safeguarding Technology (reissue of 14 Feb.
1965) Vol.0-40,Vol.4-49,Vol.5- 48
1967 Responsibility Again (reissue of 17 Jan. 1962)
Vol. 4546, Vol.5 - 357

21 June 1967 A Message to the Executive Secretaries and Al

Org Staff Quality Counts (reissue of 26 May 1961)



Vol.0-45,Vol.4-25

24 July 1967 Fixed Public Consumption of Product 426

11 Aug. 1967 Organisation - Definition of 199

15 Aug. 1967 Important Executive Action (amends5 May 1967) 360
19 Aug. 1967 The Supreme Test (HCOB) 362

12 Sept. 1967 Post, Handling of Vol.0-74

1 Oct. 1967 Admin Know-How - Uses of Orgs 363

16 Oct. 1967 Admin Know-How No. 16 - Suppressives, and the
Administrator How to Detect SPs as an Administrator 364
18 Oct. 1967 Policy and HCOB Alterations - High Crime Vol. 1- 471
19 Oct. 1967 #2 in Exec Sec Hats Folder - HCO Exec Sec Duties
Org Exec Sec Duties 366
20 Oct. 1967 Admin Know-How - Conditions, How to Assign 430
5 Jan. 1968 Dev-T Series, Part of - Overfilled In Basket -
Bad News Vol.0- 137
5 Jan. 1968 Conditions Orders - Executive Ethics  Vol. 0- 194
6 Feb. 1968 Organization - The Flaw
Vol.0-292,Vol.1-327,Vol.5-79
8 Feb. 1968 Admin Know-How No. 18 - Statistic Rationalization 433

22 Feb. 1968 Ethicsand Admin - Slow Admin 368

5 Mar. 1968 Admin Know-How - Job Endangerment Chits
(amendment & reissue of 31 Oct. 1966) 320

13 Mar. 1968 Statistics Vol.5-75

19 Mar. 1968 Service (amended reissue of 29 Oct. 1959) Vol. 0- 281

28 Apr. 1968 Standard Executive Actions 369

4 May 1968 Handling Situations 370

23May 1968 WW and SH Recombined 75

30May 1968 Admin Know-How No. 20 - Administration 369

1 July 1968 Warning Signs (LRH ED 10 Int reissued as
HCO P/L 21 Mar. 1970) see - 390

30 Sept. 1968 Executives- Training and CaseLevel  Vol.1- 119

4 Oct. 1968 Ethics Presence 371

25 Oct. 1968 Admin Know-How 434

21 Nov. 1968 Senior Policy Vol.0-277,Vol.4-92,Vol.5-49

7 Mar. 1969 Organisation Vol.0- 287

7 Apr. 1969 Org Reduction or Eradication Vol.1-493

20 Apr. 1969 Dumbness Vol.1-495

30 Apr. 1969 Ordersand Responsibility Vol.0- 298

13 May 1969 Raise Y our Gross Incomel 372

20 Aug. 1969 Programming (reissue of HCOB 12 Sept. 1959) see- 284
14 Sept. 1969 Admin Know-How No. 22 - The Key Ingredients 374

Xiv
20 Sept. 1969 Stability Vol.0-4
4 QOct. 1969 Organizational Enturbulence Vol.0-5
7 Oct. 1969 Fundamentals of Administration No. 2 379
10 Oct. 1969 Downstat Causes 435

23 Oct. 1969 Programming (reissue of HCOB 12 Sept. 1959) 284



27 Oct. 1969 Admin Know-How No.23-Dev T 381

10 Nov. 1969 Gross Promotional Errors 383
18 Nov. 1969 The Role of the Central Org (LRH ED 34 Int) 202
15 Dec. 1969 Orders, Query of Vol.0-299
19 Dec. 1969 Executive Duties (cancels P/L 19 July 1963 &
London Sec ED 4 May 1959) 384
5 Feb. 1970 Statistics, Management by 436
9 Feb. 1970 Statistical Judgment 437
3 Mar. 1970 How to Write an Ed or Order 386
21 Mar. 1970 Warning Signs 390
11 Apr. 1970 Third Dynamic Tech Mgmt Series- 1
21 Apr. 1970 The"Magic" of Good Management (reissue of
27 Dec. 1963) see - 299

8 May 1970 Admin Know-How No. 24 - Distraction and Noise 388
15 June 1970 Keeping Scientology Working (reissue of
7Feb.1965) Vol.0-35,Vol.4-44,Vol.5-43

20 July 1970 Casesand Morale of Staff Vol.5-234
16 Aug. 1970 Statistic Mismanagement 438
4 Nov. 1970 Executives of Scientology Organizations
(reissue of HCOB 27 Aug. 1958) 263
28 Mar. 1971 Debug (excerpt LRH Flag OODs) 404
5 Apr. 1971 Service (excerpt LRH Flag OODs) 382
27 May 1971 Service 391
28 May 1971 Service and Work Load 392

22 July 1971 Admin Know-How No. 25 - CLOsOTLsand Flag 394
28 July 1971 Admin Know-How No. 26 (cancels 19 Dec. 1969) 400
19 Aug. 1971 Programs, Use of - How to Save Useless Work 403

31 Aug. 1971 The EC Network Disbanded 82

31 Aug. 1971 EC Network (Additional) 84

25 Oct. 1971 Comm Routing - How to Tie Up aWhole Org and
Produce Nothing 405

26 Jan. 1972 Admin Know-How No. 29 - Not Dones, Half Dones &
Backlogs 407

9 Apr. 1972 Correct Danger Condition Handling (cancels
7 Feb. 1970) 409

14 Apr. 1972 Hatting 412

3 May 1972 Ethicsand Executives (Executive Series 12)
Mgmt. Series- 317

12 Aug. 1972 Bill and Drill (excerpt LRH Flag OODs) 404
1 Sept. 1973 Admin Know-How No. 30 413
15 Oct. 1973 Admin Know-How No. 31 - Administrative Skill 416

STATISTIC INTERPRETATION
STATISTICAL MANAGEMENT

(A study of this section should include CONDITIONS, Volume 0,
pages 189 - 249. See also O.1.C., Volume 1, pages 317 - 360.)

11 Aug. 1960 Organization Information Centre Vol.1- 317



17 Feb. 1961 State of Emergency Vol.1-39
29 Mar. 1965 The Fast Flow System - "Shows WHY of

OIC" - LRH Vol. 1- 326
11 May 1965 Ethics Officer Hat Vol. 1-406
16 May 1965 Indicators of Orgs Vol.0- 169, Vol. 1 - 408
1 Sept. 1965 Ethics Protection Vol.0-173,Vol.1-433
12 Oct. 1965 Advisory Committees 450
26 Oct. 1965 Low Statistics Vol.1- 145
16 Dec. 1965 Organization of the Int Exec Division Statistics

of the International Executive Division 36

21 Jan. 1966 Executive Division - Communicators (Exec Sec)
(With data on AdCouncils) (modifies 20 Jan. 1966) 41
1 Feb. 1966 Statistics, Actionsto Take - Statistic Changes 417
23 Feb. 1966 Appointments and Promotions Val. 0 - 215, Vol. 1 - 101
6 Mar. 1966 Rewards and Penalties - How to Handle Personnel
and Ethics Matters 419
6 Mar. 1966 Statistic Graphs, How to Figure the Scale Voal. 1 - 338
4 June 1966 Board of Investigation Vol.1-569
31 Oct. 1966 Boards of Investigation (addsto 4 June
1966) Vol.1-570
6 Nov. 1966 Admin Know-How - Statistic Interpretative -
Statistic Analysis 422
6 Nov. 1966 Statistic Interpretation - Estate
Statistic Vol.1-305
11 Nov. 1966 Staff Responsibility for the Organization
asaWhole 425
21 Dec. 1966 Advisory Council 466
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5 May 1967 Important Executive Action see - 360
21 June 1967 A Message to the Executive Secretaries and

al Org Staff Quality Counts (reissue of 26

May 1961) Vol.0-45,Val. 4-25
24 July 1967 Fixed Public Consumption of Product 426
15 Aug. 1967 Important Executive Action (amends5 May 1967) 360
15 Aug. 1967 Discipline - SPsand Admin - How Statistics Crash 428
8 Sept. 1967 Statistics and Org Bd Copies Vol.1- 347
12 Oct. 1967 Charges Vol. 3-88
20 Oct. 1967 Admin Know-How - Conditions, How to Assign 430
8 Feb. 1968 Admin Know-How No. 18 - Statistic Rationalization 433

13 Mar. 1968 Statistics Vol.5-75

25 Oct. 1968 Admin Know-How 434
10 Oct. 1969 Downstat Causes 435

5 Feb. 1970 Statistics, Management by 436
9 Feb. 1970 Statistical Judgment 437

16 Aug. 1970 Statistic Mismanagement 438
3 Oct. 1970 Stat Interpretation 440

5 May 1971 Reading Statistics 443



8 Feb. 1972 Targeting of Divisional Statistics and Quotas
(Executive Series 7) Mgmt. Series- 304

ADVISORY COMMITTEE
ADVISORY COUNCIL - EXECUTIVE COUNCIL
(A study of this section should include the sectionsin Volume 3
entitted FINANCIAL MANAGEMENT - FINANCIAL PLANNING, pages 26 - 81,
PRICES, ESTABLISHMENT OF, pages 82 - 90, PRICE ENGRAM, pages 91 - 136,
and the preceding section in this Volume, STATISTICAL MANAGEMENT,
pages 417 - 443.)

8 Apr. 1957 Advisory Committee 444

9 Apr. 1957 Grievances 444

8 May 1957 Advisory Council 444

15May 1957 Advisory Council - Composition of, Modified 445
27 May 1957 Appointments of the Ad Council 445

2 July 1957 Financia Reports, Washington, D.C. 445

8 Aug. 1957 Power of Veto 446

28 Nov. 1957 Power of Veto (London reissue of 8 Aug. 1957) see - 446
9 Oct. 1958 Departments of FCDC 125

5 Nov. 1959 Minutes 18

27 Nov. 1959 Advisory Council Purpose (excerpt) 446
11 Aug. 1960 Organization Information Centre Vol.1- 317

9 Sept. 1964 Purpose of Adcomm 446

2 Aug. 1965 Executive Division 34

12 Aug. 1965 Council and Adcomms 447

30 Sept. 1965 Statistics for Divisions (excerpt) 448

5 Oct. 1965 Routing - Ad Comm Reports and Minutes 449
12 Oct. 1965 Advisory Committees 450

18 Nov. 1965 Appointment of Personnel Vol.1-100

26 Nov. 1965 FinanciaPlanning Vol.3-48

26 Nov. 1965 Financia Planning (excerpt) 452

9 Jan. 1966 OIC Section SH Vol.1-335

11 Jan. 1966 AdCouncil and AdComms Orders, Issue of 451
14 Jan. 1966 Hiring Personnel - Line for seeVol. 3-57

20 Jan. 1966 Division 7 - International Executive Division Offices
of the HCO Exec Sec and Org Exec Sec Described 39
21 Jan. 1966 Executive Division - Communicators (Exec Sec)
(With data on AdCouncils) (modifies 20 Jan. 1966) 41
30 Jan. 1966 LRH Communicator Area Reportsto WW 600
3 Feb. 1966 Sec EDs - Definition and Purpose Cross Divisional
Orders 657
13 Feb. 1966 Sec ED OK (Continued) - Pol Ltr Changes and Origins 659
23 Feb. 1966 Appointments and Promotions Voal. 0 - 215, Vol. 1 - 101
13 Mar. 1966 Orders, Precedence of Personnel, Titles of Val. O - 356
2 Aug. 1966 Graph Change - Ad Council Statistic
Vol.1-342,Vol.3-25
20 Oct. 1966 Admin Know-How Executive and Governing Body
Errors and Answers 314



21 Oct. 1966 Six Department System 192
31 Oct. 1966 Admin Know-How Il Actions, Executive, for

Handling Disastrous Occurrences 317
1 Nov. 1966 World Wide Organisation 57
1 Nov. 1966 Advisory Council 453
2 Nov. 1966 Ad Council Appointments 459
17 Nov. 1966 Exec Secs & Ad Council 464
17 Nov. 1966 Admin Know-How - Intervention 331
15 Dec. 1966 Financial Planning Vol.3-61

21 Dec. 1966 Advisory Council (cancels 1 Nov. 1966 11, 2
Nov. 1966 & 17 Nov. 1966; modifies1 Nov. 1966 1) 466

21 Dec. 1966 Executive Council 469

24 July 1967 Fixed Public Consumption of Product 426

6 Sept. 1967 WW Division Reorganization 63

18 Oct. 1967 WW - How to Comm to WW - Continental Liaison
Officers 69

19 Oct. 1967 WW 7 Divisions 71

28 Mar. 1968 Essence of Financial Planning (Flag Order 588,
ED 1006 Int) 471

22 May 1968 Hiring Personnel - Line for (amends 14 Jan. 1966)
Vol.1-85,Vol.3-57
2 July 1968 Office of LRH WW Reorganization (amends 22

Feb. 1967 & 6 Sept. 1967) 622
26 Oct. 1968 Exec Councils and Financial Planning (LRH ED
32 Int) 471
26 Oct. 1968 Executive Council (amends 21 Dec. 1966 | & 11) 472
16 Mar. 1969 Closing or Combining Orgs (LRH ED 7 Int) 472
20 Apr. 1969 CLO Council WW 77
12 Feb. 1970 ECWW, Primary Duties of 78
20 Nov. 1970 Committee Meetings (excerpt LRH Flag OODs) 452
Jan. 1971 Financial Planning (LRH quote) 452
31 Aug. 1971 The EC Network Disbanded 82
31 Aug. 1971 EC Network (Additional) 84
25 Oct. 1971 Comm Routing - How to Tie Up aWhole Org and
Produce Nothing 405
CONFERENCE HAT

4 Sept. 1959 Completed Staff Work (C.S.W.) - How to Get
Approval of Actions and Projects (reissued 21
Nov. 1962) Vol.0-123

1 July 1965 Hats, The Reason for Vol.0- 66

20 Oct. 1966 Admin Know-How Executive and Governing Body
Errors and Answers 314

24 Jan. 1970 Divisional Officers Conference and Aides
Conference (excerpt LRH Flag OODs) 474

9 Apr. 1970 Conference Hats 473

10 Apr. 1970 Conference Planning Officer 474

17 June 1970 Conference Actions (Flag Order 2478) 475



25 Oct. 1971 Comm Routing - How to Tie Up aWhole Org and
Produce Nothing 405

PROGRAMMING AND PROJECT ENGINEERING
(A study of this section should include the section in Volume O
entitted PROGRAMMING AN ORGANIZATION - PLANNING AND TARGETS, pages
303 - 335))

17 Nov. 1958 Project Engineering a77
17 Nov. 1958 Project Engineers - Three Types 480
17 Nov. 1958 HCO Project Engineer: "Have You Lived Before?' 481

DEPARTMENT 20 - OFFICE OF THE CONTROLLER
OFFICE OF THE GUARDIAN
(Policy Letters which give data belonging solely to the GUARDIAN'S
OFFICE will be found in the hats and training materials of the
Guardian's Office.)

15 Aug. 1960 Dept of Govt Affairs 483

22 Aug. 1960 Dept of Govt Relations 485

30 Aug. 1960 Special Zone Dept 486

31 Oct. 1960 US Appointment and Organizational Trend 486

13 Mar. 1961 Department of Official Affairs 487

13 Mar. 1961 Department of Official Affairs 489

13 Feb. 1965 Politics Vol.0-29

5 Apr. 1965 Legal and Promotion 489

15 Jan. 1966 Office of the Treasurer Vol.3-59

15 Feb. 1966 Attacks on Scientology 490

18 Feb. 1966 Attacks on Scientology (Continued) 491

1 Mar. 1966 The Guardian 494

1 Mar. 1966 Executive Division Organization and its Theory
and Purpose 47

3 Mar. 1966 Attackson Scientology - Sex and Organizations 313
21 June 1966 Appointments- LRH Comm and Executive Secretary
and Asst Guardian and Others Vol.1-118
XVil

26 Dec. 1966 Admin Know-How - PTS Sections, Personnel and Execs 346

21 Sept. 1967 Office of Treasurer WW 500

26 Sept. 1967 Guardian and LRH Comm Division of Duties 617
23 Nov. 1967 Public Attacks - Legal Point 530

14 Jan. 1968 Legal Section 531

21 Jan. 1968 Chartered Accountants Vol.3-353

18 Nov. 1968 Guardian's Orders 500

8 Dec. 1968 Assistant Guardian for Finance 501

5 Jan. 1969 Staff Status Two 503

21 Jan. 1969 Controller 503

1 Sept. 1969 Counter - Espionage 504



16 Oct. 1969 Finance Course - Vital Action Vol.3-25
20 May 1970 Guardian Public Relationships 525
25 Mar. 1971 Guardian Office 506

GUARDIAN PRO - PRESS POLICIES
(See also the PR SERIES, Volume 6, pages 393 - 445.)

29 Aug. 1957 Government Project Stable Data (HCOB) 507

20 Dec. 1957 Clarification of Public Relations Post 507

14 May 1960 Clippings Book 508

13 Mar. 1961 Department of Official Affairs 487

1 Jan. 1963 Objective Three - Celebrities 509

14 Aug. 1963 Scientology Five - Press Policies 510

25May 1964 Press Relations see- 515

11 Oct. 1965 Press Relations (reissue of 25 May 1964) 515

15 Feb. 1966 Attacks on Scientology 490

18 Feb. 1966 Attacks on Scientology (Continued) 491

2 Oct. 1966 Public Promotion 516

28 Oct. 1968 Press Releases 516

31 Jan. 1969 PRO - Broadsheets 517

3 Feb. 1969 Public Image 521

5 Feb. 1969 PRO Actions 523

12 Feb. 1969 Religion Vol.5-288, Vol. 6- 119

23 Nov. 1969 Individualsvs Groups Vol.6-114

20 May 1970 Guardian Public Relationships 525
LEGAL

9 Nov. 1956 Activities of Legal Dept (HCOB) 526

8 June 1957 Valuable Documents, Handling of 526

15 Nov. 1958 Lega Aid- HCO Vol.1-16

15 Nov. 1958 Outstanding Copyrights and Marks
Vol.1- 15,Vol.2-172

4 June 1959 Instructionsto Attorney or Solicitors 527
20 Dec. 1960 Duplicates of Contracts, Releases and Promissory
Notes 527

14 Mar. 1962 Appointment 26

30 Aug. 1962 Genera Form of Release Contract Vol. 2 - 263

29 Oct. 1962 Religion 528

20 Nov. 1962 Instructions to Attorney or Solicitors (reissued
from 4 June 1959) see - 527

31 Dec. 1964 Use of Dianetics, Scientology, Applied
Philosophy Vol.1-45,Val.2-49

5 Apr. 1965 Legal and Promotion 489

16 Dec. 1965 Copyright: U.S.A. Vol.2-173

3 Feb. 1966 The Legal Officer - Purpose (excerpt) 529

3 Feb. 1966 Legal, Tax, Accountant and Solicitor, Mail and
Legal Officer Vol. 3-202

12 Mar. 1966 Board Minutes 553



12 July 1966 Legal Aspectsof Success Material Publications
Vol.2-121,Vol. 6- 139
11 Oct. 1966 Legal, Tax, Accountant and Solicitor Mail
Incoming and Out - going (amends 3 Feb. 1966)
Vol.1-181, Val. 3- 203
26 Dec. 1966 Admin Know-How - PTS Sections, Personnel and Execs 346
25 June 1967 Scientology Orgs- Tax and Balance Sheets Vol. 3- 63

23 Nov. 1967 Financia Linesand Legal Lines 529
23 Nov. 1967 Public Attacks - Legal Point 530
14 Jan. 1968 Lega Section 531
25 Feb. 1968 Legal Statistic 531
13May 1968 Race Relations Bill 532
10 Aug. 1968 Legal and Dissemination 533
3 Feb. 1969 Lega - Standard Waiver Vol.1-582
23May 1969 Parent or Guardian Assent Forms Vol. 2-289
18 Nov. 1969 Dianetics - Right to Audit Vol.5-201
18 Nov. 1969 Dianetics - Right to Teach Vol.5-202
8 Apr. 1970 Lega - Incorporation of Missionsin the U.S.
Modified Vol. 6 - 293
XViii
CORPORATE STRUCTURE
20 June 1959 HASI Ltd 533
21 June 1959 HCO Ltd see - 538
27 June 1959 HASI Ltd 534
28 June 1959 Use and Handling of HASI Ltd Share Funds 536
8 July 1959 HASI Ltd 535
15 July 1959 HASI Ltd (corrects 20 June 1959) see- 533
19 July 1959 New Corp - New Broom 538
28 July 1959 Organization of Corporations (reissued 7 Feb. 1963) 133
19 Nov. 1959 HCO Ltd (supersedes 21 June 1959) see- 538
29 Mar. 1960 HCO Ltd (supersedes 19 Nov. 1959) 538
26 Apr. 1960 HASI Ltd Procedure 539
5 July 1960 HASI Ltd 539

18 July 1960 Information on HASI Ltd and HCO Ltd Status (HCOB) 540
18 Aug. 1960 Dept of Govt Affairs - Shares Instructions 541

6 Mar. 1961 HCO Ltd (amends 29 Mar. 1960) 542

14 Mar. 1962 Appointment 26

26 Sept. 1962 Hubbard Scientology Research Foundation 542
5 July 1963 Sales of Lifetime Memberships or Shares 543
31 Dec. 1963 Saint Hill Reorganization 87

31 Jan. 1964 Corporation Co-ordinator 543

6 May 1964 Reorganization 89

30 Sept. 1964 HCO Corporations 97

6 Nov. 1964 Corporate Status 544

6 Nov. 1964 Corporate Structures Western Hemisphere 548

12 Dec. 1964 Correction - Corporate Structures Western



Hemisphere (modifies 6 Nov. 1964) 550
31 Dec. 1964 Use of Dianetics, Scientology, Applied Philosophy
Vol.1-45,Vol.2-49

20 Feb. 1965 Appointments and Programmes 109
22 Mar. 1965 Current Promotion and Org Programme
Summary Vol. 3-128
27 Apr. 1965 HASI Ltd Shares 9551
21 Sept. 1965 Corporate Names - Group Names 551
14 Oct. 1965 College of Scientology 552
12 Mar. 1966 Board Minutes 553
15 Mar. 1966 Corporate Address 552
3 May 1966 Reserve Fund Vol.3-169
6 Sept. 1967 WW Division Reorganization 63
15May 1968 Reserve Fund (reissue & amendment to 3
May 1966) Vol.3-175

DEPARTMENT 21 - OFFICE OF LRH
LRH
Author - Executive Director - Founder - Individual

Aug. 1951 An Essay on Management 243

6 Nov. 1957 Duties of the Executive Director of the HASI
(FC) (Org Info Sheet) 554
14 Oct. 1959 Acting Executive Director 555
16 Oct. 1959 Routing of Communicationsto LRH and HCO WW (HCOB) 287
29 Oct. 1959 Orders During Absence 555
17 Sept. 1960 South African Trip 556
31 Jan. 1961 Spheres of Influence Vol.1-35
5 Oct. 1961 Repairsand Cleaning of my Office 688
18 Dec. 1961 HCO Standing Orders Vol.1-42
2 Aug. 1962 Accounts Information 557
13 Mar. 1963 Amnesty o957
20 Mar. 1963 Self - Determinism in Central Organizations 297
31 Dec. 1963 Saint Hill Reorganization 87
20 Feb. 1964 Regulations 31
2 Mar. 1964 Contracts and Services Vol.3-192
20 Mar. 1964 Technica Reports Vol.4-39
30 Dec. 1964 Arrangements During Absence of Exec Dir & Org Sec 106
22 Feb. 1965 Executive Director Comm Lines 558
1 Mar. 1965 Genera Amnesty 573
6 Mar. 1965 Amnesty Policy Vol.1-369
7 Apr. 1965 Amnesty - Cancelled Certs - Justice
Comments Vol.1- 387

8 May 1965 Cancellation of Assorted Directives 651
20 Aug. 1965 General Amnesty Vol.1-431
7 Nov. 1965 Autographed Copies of Books by LRH Vol.2-204
26 Nov. 1965 Financia Planning Vol.3-48
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21 Dec. 1965 LRH Financial Relationshipsto Orgs 574

4 Jan. 1966 LRH Relationshipsto Orgs 576
11 Jan. 1966 AdCouncil and AdComms Orders, Issue of 451
14 Feb. 1966 Doctor Title Abolished Vol.2-119
1 Mar. 1966 Executive Division Organization and its
Theory and Purpose 47
13 Mar. 1966 Amnesty Vol. 4-478
1 Sept. 1966R Founder (revised 8 May 1973) 579
21 Dec. 1966 Office of LRH Supplies 580
25 June 1967 Scientology Orgs- Tax and Balance Sheets Vol. 3- 63
8 May 1973 Founder (1 Sept. 1966 revised) 579

LRH COMMUNICATOR

(Policies on the handling of the SO #1 line
will be found in the hats to which they apply.)

9 Mar. 1953 Outline of the Activities of the HCO Office of
L. Ron Hubbard (memorandum reissued as HCOB of

24 Jan. 1958) 581

11 Dec. 1956 Tape Color Code 583

21 Apr. 1957 HCO Office Function 119

Apr. 1957 Staff Meeting 582

9 May 1957 Bulletin Boards & Information Boards 583

9 May 1957 Staff Meeting see - 582

24 Oct. 1957 Routing of Confidential Material 584

6 Nov. 1957 Duties of the Executive Director of the HASI (FC)
(Org Info Sheet) 554

24 Jan. 1958 Outline of the Activities of the HCO Office of
L. Ron Hubbard (HCOB reissue of 9 Mar. 1953) 581
25 Feb. 1958 Routing of Communication (HCOB reissued as HCO

P/L 26 June 1963) 261
28 May 1958 Incoming Callsfor LRH see- 584
26 Sept. 1958 Org Changes - Field Offices 584
1 Mar. 1959 Forbidden HCO Activities 129
24 Mar. 1959 Incoming Callsfor LRH 584
14 May 1959 Hubbard Communications Office Vol.1-23
21 May 1959 Dispatch Symbol 585
5 Aug. 1959 Stable Datafor Communicators 586
15 Sept. 1959 Space Changes Require OK 668
23 Sept. 1959 Carrying out Instructions (HCOB) 588

16 Oct. 1959 Routing of Communicationsto LRH and HCO WW (HCOB) 287
21 Oct. 1959 Additional Message Designation (HCOB)  Vol. 1-223
27 Nov. 1959 Hubbard Communications Office (Office of LRH)

- Purpose (excerpt) 585
11 Apr. 1960 The Purpose of HCO WW (HCOB) 20
9 June 1960 Security of Seals 633

18 Nov. 1960 Staff Transfers or Dismissals Vol.1- 143



4 Jan. 1961 Urgent Mimeo Change 634
16 Jan. 1961 Help Me Put in the New Lines 145
18 Dec. 1961 HCO Standing Orders Vol.1-42
18 Apr. 1962 Furniture & Quarters 669
20 Feb. 1964 Regulations 31
22 Feb. 1965 Executive Director Comm Lines 558
13 Mar. 1965 The Structure of Organization - What is

Policy? Vol.0- 338
1 Apr. 1965 HCO Communicator has Programme Checking Hat 589
14 Apr. 1965 "To LRH Daily Reports’ 591
29 Apr. 1965 Mimeo Distribution Changes - Sec ED Distribution 649
29 Apr. 1965 Petition Vol.0-164,Vol.1-393
26 May 1965 Petitions (addsto 29 Apr. 1965)

Vol.0- 165, Vol.1- 3%

10 July 1965 Linesand Terminals- Routing 652
12 July 1965 Correctionto "To LRH Daily Reports' - HCO PL
14 April AD 15 596
2 Aug. 1965 Executive Division 34
4 Sept. 1965 LRH Daily Reports Cancelled 596
17 Sept. 1965 Executive Letter Unit 597
5 Oct. 1965 Routing - Ad Comm Reports and Minutes 449
26 Oct. 1965 Low Statistics Vol.1-145
2 Nov. 1965 For Fast Line Sec EDsand Admin Orders  Vol. 1- 255
7 Dec. 1965 Tape Colour Flash Code Vol. 2-225
21 Dec. 1965 LRH Financial Relationshipsto Orgs 574
27 Dec. 1965 LRH Communicator 598
4 Jan. 1966 Staff Meeting see - 582
4 Jan. 1966 Sec EDsand HCO Exec Ltrs 599
4 Jan. 1966 LRH Relationshipsto Orgs 576
19 Jan. 1966 LRH Communicator Orders 600

XX

20 Jan. 1966 Division 7 - International Executive Division
Offices of the HCO Exec Sec and Org Exec Sec
Described 39

21 Jan. 1966 Executive Division - Communicators (Exec Sec)
(With data on AdCouncils) (modifies 20 Jan. 1966) 41

30 Jan. 1966 LRH Communicator Area Reportsto WW 600

31 Jan. 1966 Compilations Section, Department 21, Office of
LRH (reissued 8 Aug. 1966) Vol.2-113

1 Feb. 1966 Danger Conditions - Inspections by Executive
Secretaries, How to do Them 305

14 Feb. 1966 Doctor Title Abolished Vol.2-119

28 Feb. 1966 Danger Condition Data - Why Organizations
Stay Small 308

1 Mar. 1966 Executive Division Organization and its Theory
and Purpose 47

6 Mar. 1966 Rewards and Penalties - How to Handle Personnel



and Ethics M atters 419
13 Mar. 1966 Orders, Precedence of Personnel, Titles of VVol. O - 356

17 Mar. 1966 LRH Comm Log 603
1 May 1966 Statisticsof Office of LRH 608
7 May 1966 LRH Communicator, |ssue Authority of 660
8 May 1966 LRH Communicator, No Other Hats 609
9 May 1966 Estate Section revertsto Office of LRH (adds
to 1 Mar. 1966) 610
21 June 1966 Appointments- LRH Comm and Executive Secretary
and Asst Guardian and Others Vol.1-118
18 July 1966 Office of LRH (modifies 1 Mar. 1966) 611
8 Aug. 1966 Compilations Section, Department 21, Office of
LRH (reissue of 31 Jan. 1966) Vol.2-113
9 Aug. 1966 Useof Telex Machine Vol.1-228
10 Aug. 1966 SECEDS, Executive Director & Guardian
(amends 7 May 1965) 661

12 Oct. 1966 OIC Graphs - Clearing and OT Course - Div IV
Statistics, LRH Comm Statistic Vol. 1 - 344, Vol. 4-9

1 Nov. 1966 World Wide Organisation 57

16 Nov. 1966 Saint Hill Cleaning 705

16 Nov. 1966 Admin Know-How - Executive Facilities - Facility
Differential 326

17 Nov. 1966 Admin Know-How - Intervention 331

16 Dec. 1966 Office of LRH - LRH Personal Office Organization
(modifies 18 July 1966) 613

21 Dec. 1966 Office of LRH Supplies 580

22 Feb. 1967 Office of LRH - LRH Persona Office Organization
(cancels 18 July 1966 & 16 Dec. 1966; modifies 1
Mar. 1966) 614
22 Feb. 1967 LRH Property, Building and Plans Branch 616
6 Sept. 1967 WW Division Reorganization 63
26 Sept. 1967 Guardian and LRH Comm Division of Duties 617
16 Mar. 1968 Post Changes Vol.1-146
10 May 1968 LRH Comms - Functions 618
22 May 1968 LRH Communicator Promotional Action Vol.0-90
31 May 1968 LRH Comm Log (modifies 17 Mar. 1966) 619
2 July 1968 WW Tech - Admin Ratio Clarification 621
2 July 1968 Office of LRH WW Reorganization (amends 22 Feb.
1967 & 6 Sept. 1967) 622
26 Sept. 1968 LRH Communicator (LRH ED 22 Int) 622
30 Sept. 1968 Executives- Training and CaseLevel  Vol.1- 119
5 Jan. 1969 Staff Status Two 503
26 Jan. 1969 Compliance Reports 623
12 Feb. 1969 Religion Vol.5-288,Vol.6 - 119
20 Apr. 1969 CLO Council WW 77
13 May 1969 How to Submit a Proposed Policy Letter Vol. 0 - 364
13 June 1969 Summary of Policy on Executive Directives,
Admin and Advice Letters, and Executive Letters
Vol.1- 263



30 Sept. 1969 Orders of the Day Vol.0- 118

28 Oct. 1969 LRH Comm Hat 625
4 Nov. 1969 Compliance vs Discussion Vol.0- 302
15 Dec. 1969 Orders, Query of Vol.0-299

27 Jan. 1970 Tech: Admin Ratio and LRH Comm Assignment -
Central and Area Orgs (cancels 28 Oct. 1969;
modifies 8 May 1966) Vol.1- 108
29 Jan. 1970 Existing Full Time LRH Comm Assignments
seeVol.1-109
12 Feb. 1970 LRH Comm and HCO ES Responsibility for Lines 626
12 Feb. 1970 ECWW, Primary Duties of 78
11 Feb. 1971 Policy Knowledge Function (cancels 26 Sept. 1967) 625

XXi

ISSUE AUTHORITY
Keeper of the Seals & Signature - Ethics Authority

30 Apr. 1957 Issue Authority for Mimeo (HCOB) 627

18 May 1957 Policy on Signaturesin Publications 627
23May 1957 Responsibility for Issue 627

1 June 1957 Who Can Order Printing 628

17 Sept. 1958 Who Can Order Printing (replaces 1 June 1957) 628
31 Oct. 1958 Use of Mimeo Restricted 628

15 Nov. 1958 The Substance and First Duty of HCO Vol.1-13
15 Nov. 1958 Lega Aid - HCO Vol.1-16

15 Nov. 1958 Outstanding Copyrights and Marks
Vol.1-15,Val.2-172

22 Nov. 1958 Owner of Materials- The Legal View Vol.1-17

24 Nov. 1958 Magazine Policy Vol.2- 127

23 Dec. 1958 Quality of Presentation 629

20 Jan. 1959 When in Doubt about Copyrighting
Vol.1-15,Vol.2-172

4 Feb. 1959 Colour Scheme for Bulletins, Policy Letters, etc 629

24 Feb. 1959 Letter Designations on HCO Bulletins (HCOB)

Vol.1-234
5 May 1959 Policy on Sec EDs and Hats Vol.0- 64
8 May 1959 Policy on Signaturesin Publications
(reissue of 18 May 1957) Vol. 2 - 82, see- 627
22 May 1959 Policy Letter and Bulletin Distribution Code

(cancels HCOB 24 Feb. 1959) Vol.1- 236
29 May 1959 Technology 630
4 June 1959 Vadlidity of Sec EDs 630

21 June 1959 Signatures on Bulletins, Policy Ltrsand Sec EDs 631
25 June 1959 "CenOCon" (modifies 22 May 1959) Vol.1- 237
26 June 1959 Dissemination Secretary Hat Vol.2-22
3 July 1959 Copyright 631
4 July 1959 Actionsfor HCO Secretaries faced with Illegal

Usage 632



7 Sept. 1959 Policy Letter and Bulletin Distribution Code

(addition to 22 May 1959) Vol.1- 237
23 Oct. 1959 Sec ED Authorization 633
10 May 1960 Bulletin Distribution (addition to 22 May 1959)

Vol. 1-237

9 June 1960 Security of Seals 633
3 Nov. 1960 Promotional Letters Vol.2-370
4 Jan. 1961 Urgent Mimeo Change 634
4 Feb. 1961 Typesof Letters Established Vol.1-244
23 Feb. 1961 Directivesfrom a Board Member (addition to 4

Feb. 1961) Vol. 1-247
5 June 1961 Continental Issues 634
7 June 1961 Orders 635
2 Nov. 1961 Training Quality (reissued 3 Mar. 1967) 635
9 July 1962 Mimeo and Magazine Distribution, Sthil Course

Vol. 4-411

21 Nov. 1962 Re-issue of Materials 636
1 Apr. 1964 New Mimeo Line - HCO Executive Letter (addsto

4 Feb. 1961) Vol. 1-250
12 June 1964 HAS and HQS Training Materials 636
2 July 1964 Bulletin & Policy Letter Distribution see Vol. 1 - 260
12 Aug. 1964 Policy on Technical Information 637
17 Aug. 1964 Technical Info for Continental Mags 637
23 Sept. 1964 Policies: Dissemination and Programmes  Vol. 2 - 41
8 Oct. 1964 Artistic Presentation Vol.2-99
31 Dec. 1964 Use of Dianetics, Scientology, Applied

Philosophy Vol.1-45,Val.2-49
10 Feb. 1965 Ad and Book Policies Vol.2-101
22 Feb. 1965 Executive Director Comm Lines 558
4 Mar. 1965 Technical and Policy Distribution 638
5 Mar. 1965 Policy: Source of Vol.0- 336
27 Mar. 1965 Confused Presentation Denies Service (Exec Ltr) 643
31 Mar. 1965 Justice Policy Letters - Corrections 644
16 Apr. 1965 Handling the Public Individual Vol. 0 - 78, Vol. 2 - 56
17 Apr. 1965 Additional Mag Policy Vol.2-135
18 Apr. 1965 Contests and Prizes Vol.0- 56
22 Apr. 1965 Booklets, Handouts, Mailing Pieces 647
26 Apr. 1965 Sec ED lIssue 648
29 Apr. 1965 Mimeo Distribution Changes - Sec ED Distribution 649
7 May 1965 Cancellation - Mimeo Distribution Changes (See

ED Distribution) 650
8 May 1965 Cancellation of Assorted Directives 651
8 May 1965 Flash Colours and Designations

Vol.0- 346, Vol. 1- 252

13 May 1965 Sale of Bulletins & Tapes Forbidden Vol. 2-224
26 May 1965 Courtsof Ethics Vol. 1- 567
2 June 1965 Writing of an Ethics Order Vol.1-413
10 July 1965 Linesand Terminals- Routing 652



XXii

22 July 1965 Dissemination Materialsto Saint Hill ~ Vol. 2 - 186

20 Aug. 1965 Appointment of Xerox Officer Vol.1-265
30 Aug. 1965 Art (HCOB) Vol.2-110

13 Sept. 1965 Issue Authority Required for Mimeo 653

24 Sept. 1965 Ads and Info Packets Vol.6- 144

29 Oct. 1965 Ethics Authority Section - Office of LRH 654
18 Nov. 1965 Appointment of Personnel Vol.1-100

16 Dec. 1965 Copyright: U.SA. Vol.2-173

11 Jan. 1966 AdCouncil and AdComms Orders, |ssue of 451

21 Jan. 1966 Executive Division - Communicators (Exec Sec)
(With data on AdCouncils) (modifies 20 Jan. 1966) 41
25 Jan. 1966 Distribution of Mimeo Issues 655
30 Jan. 1966 LRH Communicator Area Reportsto WW 600
3 Feb. 1966 Sec ED Changein Issue and Use 656
3 Feb. 1966 Sec EDs - Definition and Purpose - Cross
Divisional Orders 657
13 Feb. 1966 Sec ED OK (Continued) - Pol Ltr Changes and Origins 659
13 Feb. 1966 Personnel Control Officer Vol.1-96
14 Feb. 1966 Doctor Title Abolished Vol.2-119
13 Mar. 1966 Orders, Precedence of Personnel, Titles of Val. 0 - 356
7 May 1966 LRH Communicator, |ssue Authority of 660
9 May 1966 Publication Copiesto WW Vol. 2 - 205
10 Aug 1966 SECEDSs, Executive Director & Guardian (amends
7 May 1965) 661
15 Aug. 1966 Information Packets Vol.2-122,Vol. 6 - 145
15 Aug. 1966 Ethics Orders Vol.1-448
6 Sept. 1966 Renaming of SECEDs (ED 1 Int) Vol.0- 361
20 Oct. 1966 Signatures of Pol Ltrs 661
14 Nov. 1966 How to Submit a Proposed Policy Letter see Val. O - 364
16 Nov. 1966 Saint Hill Cleaning 705
21 Nov. 1966 ldeas and Compilations Branch WW
(amends 8 Aug. 1966 & 18 July 1966) Vol.2-124
7 Dec. 1966 Magazines Permitted All Orgs Vol.2-139
3 Mar. 1967 Training Quality (reissue of 2 Nov. 1961)
Vol.4-134,Vol.5- 129

16 Mar. 1968 Post Changes Vol.1-146
9 May 1968 Executive Directive from L. Ron Hubbard Vol. 0 - 363
10 May 1968 LRH Comms - Functions 618

29 June 1968 Enrollment in Suppressive Groups
Vol.1-484,Vol.2-284

5 Jan. 1969 Staff Status Two 503
15 Feb. 1969 Ron's Journal '68 - Relevant HCOBs & Pol Ltrs
for Public Reference 662

14 Apr. 1969 Bulletin and Policy Letter Distribution
(2 July 1964 revised, cancels 25 Jan. 1966)
Vol. 0- 365, Val. 1 - 260
20 Apr. 1969 CLO Council WW 77



13 May 1969 How to Submit a Proposed Policy Letter
(14 Nov. 1966 revised) Vol.0- 364
13 June 1969 Summary of Policy on Executive Directives, Admin
and Advice Letters, and Executive Letters Vol. 1 - 263
30 Sept. 1969 Orders of the Day Vol.0- 118
3 Dec. 1969 Issue Authority for Trandations of Dianetics
and Scientology Materias 663
3 Mar. 1970 How to Write an Ed or Order 386
13 Aug. 1970 The Missing Ingredient (PR Series2)  Vol. 6 - 396
13 Aug. 1970 Wrong Publics (PR Series 3) Vol.6-399
24 Sept. 1970 Issues - Types of 664
25 Oct. 1971 Comm Routing - How to Tie Up aWhole Org and
Produce Nothing 405
2 Mar. 1973 Issue Authority Lines & Procedures (modifies
22 Apr. 1965) 666
2 Mar. 1973R Issue Authority - Other Products (revised 20
June 1973) 667
20 June 1973 Issue Authority - Other Products (revision of
2 Mar. 1973) 667

ALLOCATION OF QUARTERS
PLANNING SPACE

15 Sept. 1959 Space Changes Require OK 668

19 Dec. 1960 Spacia Reorganization 668

18 Apr. 1962 Furniture & Quarters 669

25 July 1966 Allocation of Quarters - Arrangement of Desks
and Equipment (adds to 22 Oct. 1962) 669

27 July 1966 Moving 670

5 Nov. 1968 Planning Space 670

23 Sept. 1970 Quarters, Policy Regarding - Historical 671

XXiii

SAINT HILL Household and Estate

9 Sept. 1959 Kitchen Traffic (HCOB) 676
18 Jan. 1960 Zones of Authority and Regulations of Saint
Hill (HCOB) 674
19 Feb. 1960 Vehicles (HCOB) 677
14 Apr. 1960 Flowers (HCOB) 678
21 Apr. 1960 Domestic Arrangements Changes (HCOB) 678
8 Aug. 1960 PersonsLivingIn 679
11 Oct. 1960 TeaBresaks 679
20 Oct. 1960 Staff Regulations 680
11 Jan. 1961 Authority 680
12 Jan. 1961 Authority Clarified (clarifies 11 Jan. 1961) 681
16 Jan. 1961 New Road 681

24 Mar. 1961 Training Project - Construction and Preparation 682



26 Mar. 1961 Animals Forbidden in House 684

1 May 1961 Staff Recreation Room 684
3 May 1961 Dining Room for Staff 684
29 May 1961 Security of House 685
27 June 1961 Re-assignments 685
29 June 1961 Acknowledgement 686
19 July 1961 Car Parking and Driving 686
21 Sept. 1961 Laundry 687
5 Oct. 1961 Repairsand Cleaning of my Office 688
18 Feb. 1962 Fish and Game 689
2 Aug. 1962 New Work Arrangements - Outside Staff 689
3 Oct. 1962 Rooms, Emptying for Cleaning Vol. 4-417
6 Oct. 1962 Car Washing Vol.1-295
8 Nov. 1962 Outside Staff Duties, Assignment of 690
15 Nov. 1962 Car Parking 691
5 Dec. 1962 Tripsto Town 691
12 Mar. 1963 Staff Personnel Allowance Saint Hill 28
2 Apr. 1963 Construction Information 692
24 May 1963 Changesin Basement Student Facilities 693
24 June 1963 Review of Departments 694
28 June 1963 Part Time Driving Post 695
2 Sept. 1963 Staff Changes 696
7 Oct. 1963 Doors 697
31 Dec. 1963 Saint Hill Reorganization 87
3 Feb. 1964 Saint Hill Children 698
3 Feb. 1964 Transport 698
2 Apr. 1964 Use of Recreation Facilities, 1964 699
10 Apr. 1964 Domestic Staff 699
17 Apr. 1964 Food and Cleaning Regulations for Students Val. 4 - 442
13 May 1964 Information about Y our Post 90
28 May 1964 Reorganization 91
18 June 1964 New Posts 95
15 Nov. 1964 Transport Arrangements Vol.1-293
15 Nov. 1964 Traffic Regulations Saint Hill 700
18 Dec. 1964 Saint Hill Org Board 98
30 Dec. 1964 Arrangements During Absence of Exec Dir & Org Sec 106
22 Feb. 1965 Inspections Vol.1-300
5 May 1965 Grounds 702
18 June 1965 Grounds Regulations - Staff and Students 702
9 Sept. 1965 Flowers, Care of 703
14 Sept. 1965 New Car Park 704
12 Nov. 1965 Paint, Odourless 704
14 Jan. 1966 Horses, Animals 705
9 May 1966 Estate Section revertsto Office of LRH (adds

to 1 Mar. 1966) 610
11 Aug. 1966 Lampsand Security 220
6 Nov. 1966 Statistic Interpretation - Estate Statistic

Vol.1- 305

16 Nov. 1966 Saint Hill Cleaning 705



Note: The materialsin this volume are listed mainly in order of
appearance. Additionally, some policies are listed in more than one
section (with page numbersin italics), as they deal with more than
one area of operation. Key relevant policies from other OEC Volumes
are also listed, with volume and page numbersinitalics. A complete
date order index appears in the back of the book, starting on page
706.

XXIV
THE EXECUTIVE DIVISION
Upon the Executive Division depends the management and co-ordination of the entire
org. Without leaders who know and effectively apply LRH policy and technology, the whole
org will rapidly diminish to a state of total confusion.
The Executive Division, under the guidance of LRH, sets the direction and pace of the
org. The alignment of actions and intentions, co-ordinated as a whole, brings about the

continued prosperity and well-being of the org and its staff.

The Quality of performance of this division directs the course of the org and
determines its future progress.

Org conditions are set wholly from within. It is up to the executive to program, target
and push through production and establishment to create and maintain the org.

It takes time to make an exec.

It takes study of policy and duplication of Ron's intention and strict application of all his
technology.

It takes hard work.

But given the willingness and desire to bring about a better world, the Executive
Division can unite the org into the team that's needed to get the job done.

HCO Policy Letter 26 February 1972.
HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 2 SEPTEMBER 1970

Remimeo
All Staff



PRO Course Checksheet
Franchise

FIRST POLICY

Thefirst policy of a Scientology Org. laid down on about 8 or 10 March 1950, is:

MAINTAIN FRIENDLY RELATIONSWITH
THE ENVIRONMENT AND THE PUBLIC.

LRH: rr.rd Copyright (c)
1970 by L. Ron Hubbard
ALL RIGHTS RESERVED
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L. RON
HUBBARD Founder

Remimeo
All Executive Hats

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 29 OCTOBER 1971
Issuell

Executive Series |

THE EXECUTIVE
(Note: Those personnel in orgs who arettitled as
executives are: The Board Members, the Commanding
Officer or Executive Director or head of the org. the
HCO Executive Secretary, the Org Executive Secretary, the Public Executive Secretary,
the heads of
divisions and the heads of departments. In very large
orgsthetitle is extended to heads of large sections.
To these listed persons especially this dataon
Executives applies.)

Before one can adequately perform the duties of an executive in an organization one
would have to know what an executiveis.



EXECUTIVE: One who holds a position of administrative or managerial responsibility
in an organization.

To give one some idea of the power associated with the word, Daniel Webster, in 1826,
defined it as "The officer, whether king, president or other chief magistrate, who superintends
the execution of the laws; the person who administers the government, executive power or
authority in government. Men most desirous of places in the executive gift, will not expect to
be gratified, except by their support of the executive. John Quincy"

Executive is used in distinction from legidlative and judicial. The body that deliberates

and enacts laws is legidative; the body that judges or applies the laws to particular casesis
judicial; the body or person who carries the laws into effect or superintends the enforcement
of them is executive, according to its 19th Century governmental meaning according to
Webster.

The word comes from the Latin "Ex(s)equi (past participle ex(s)ecutus), execute, follow
to the end: ex-, completely + sequi, to follow." In other words, he follows things to the end
and GETS SOMETHING DONE.

Taking up the definition part by part we can achieve a considerable understanding of
the nature and beingness of an executive.

"One who holds a position..." A position isaplace or location. It is social standing or
status; rank. It isapost of employment; job. The sense of thisisthat an executiveisa
STABLE TERMINAL for his staff and assistants. He is not continuously el sewhere or
missing. He actually holds his position, social standing, status, rank and performs his duties
from that position. He is known and visible and in one way or another reachable or himself
reaches those areas which need to be handled.

"...of administrative..." in the definition would refer to his actionsin administering his
area. Administer means "to have charge of; direct; manage'. It is taken from the Latin
administrate, to be an aid to: ad-, to + ministrare, to serve. From minister, servant. By this
we see that he has charge of, directs, manages and SERVES his area.

"...or managerial..." refersto management, which is the act, manner or practice
2

of managing, handling or controlling something. Skill in managing, executive ability, which
means that the activity iSHANDLED or CONTROLLED by the executive.

".. Responsibility..." meansthe state, quality or fact of being responsible, and

responsible means legally or ethically accountable for the care or welfare of another.
Involving personal accountability or ability to act without guidance or superior authority.
Being the source or cause of something. Capable of making moral or rational decisions on
one's own and therefore answerable for one's behavior. Able to be trusted or depended

upon; reliable. Based upon or characterized by good judgment or sound thinking. This means
essentially that an executive DOES NOT WAIT FOR ORDERS TO ACT. Heisthe one
who, guided by policy, acts on his own initiative to handle and supervise his area and others



and does not himself require supervision.

"...in an organization." An organization means the act of organizing or the process of

being organized. The state or manner of being organized: "a high degree of organization".
Something that has been organized or made into an ordered whole. A number of persons or
groups having specific responsibilities and united for some purpose or work. Thus an
organization is an activity or areathat is being organized or has been organized or made into
an "ordered whol€e".

Thus from the words and definitions taken from the language itself and the tradition of
the culture, we can see what an executive is, what he does and what he eventually has-an
organization.

It isvery interesting that one can examine the above definition and subdefinitions and
analyze an executive's general competence. Where any of these things are missing in his
character or duty or general conduct, thereisvery likely to be aflaw in the activity he has
under his authority. One could go over these items one by one, for himself or for another,
and he would see at once what had to be improved and what was satisfactory in his or
others executive beingness.

In order to competently achieve the beingness of an executive, one would have to have

the technology of how to organize and would have to have as well a concept of the ideal
scene of an organization in order to compare it to any existing scene and would have to be
familiar with the technology required in that specific organization by which it produces the
products necessary for its survival.

In that every organization has value only to the degree it produces, one can see that an
executive should be able to achieve production long before his organization is perfected and
to be able to perfect the organization while producing. Otherwise the organization would not
be sufficiently viable to survive and his status as an executive would cease.

Good executives are very valuable and the value consists of their ability to obtain
production and form the necessary and adequate organization in order to do so. There are no
stellar executives who do not meet every piece and part of the above definitions.

L. RON HUBBARD
Founder

LRH:ldm.nt.bh Copyright ()
1971 by L. Ron Hubbard
ALL RIGHTS RESERVED

[Note: The full Executive Series can be found in the "Management Series’, pages 293-331.



HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W. 1

HCO POLICY LETTER OF 18 MARCH 1959

Dist HCO London only

The following are HCO special projects upon which we will be working-they take precedence
over routine duties:

1. HAS Co-audit

2. Saint Hill

3. Set-up of outlying HCOs WW

4. Straightening out Book and Tape Inventories WW
5. Getting corporate status established WW

6. HPA-ACC London.

LRH: mp,rd

HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W. 1

HCO POLICY LETTER OF 20 MARCH 1959
L. RON HUBBARD

REASSIGNMENT OF TITLES, POSTS AND DUTIES FOR HCO LONDON
Effective Monday 23 March AD9

The following titles, posts and duties are assigned herewith to London. Thisis not a complete
list of duties. It isacomplete list of titles and posts.

HCO Executive Secretary Worldwide
HCO Executive Communicator Worldwide)
HCO Communicator London)

HCO Administrator WW

HCO Dissemination Secretary WW
HCO Bulletins WW

HCO Editorial WW

HCO Printing UK

HCO Advertising & PR UK

HCO Franchise Services WW

HCO Book Section In Charge UK
HCO Continental Secretary UK

HCO Area Secretary London



HCO Tapes WW

HCO Certainty Make-up
HCO MSS

HCO PABs

HCO Invoice

HCO Book Invoice
HCO Book Administrator
HCO Shipping Clerk
Secretarial to the Executive Director
HCO Steno

HCO Mimeograph

HCO Tape Transcription
HCO Files

LRH Dictation

LRH Personal Secretary
LRH:mp.rd

Rhona Swinburne

Peter Emery

Roddy Stock

Joan Jelinek

Norma Webb

Gladys Wichelow

Jill McGrady

Peter Stumbke
Mariuska Parreno
Rhona Swinburne

L. RON HUBBARD
4

CenOCon

HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W. 1

HCO POLICY LETTER OF 26 JUNE 1959

IMPORTANT

HCO WW CHANGES QUARTERS AND

ADDRESS

This spring, with my own money, | bought Saint Hill, the former luxury estate of the
Maharajah of Jaipur. It is complete with 55 acres of beautiful grounds and gardens, a
swimming pool, a ball room, a cinema, uncounted bedrooms, eleven baths, a2 1/2 acre
fishing lake, another fish pond, a huge conservatory, glasshouses, a billiard room and

numerous other items



Thiswill be used as a residence abroad and by HCO WW as the communication
centre of Scientology.

| am installing acommercial agricultural enterprise to make HCO WW independent of
other finance in the distant future.

Six rooms will be used as offices meanwhile, but within a couple of years HCO WW
will build its own buildings on the estate.

Therefore all communications meant for me should hereafter be sent to
HCO Saint Hill Saint Hill

Manor East Grinstead,
Sussex, U.K.

The cable address is not firmed at this writing but will possibly be HCO Saint Hill
Telex.

| am putting in, effective July 9, Teletype equipment (Telex) in HCO Saint Hill and
London. Later thesegointo all HCOsin Central Orgs.

In this beautiful setting, HCO WW can be more able to cope with al Scientology
concerns world wide rather than the running of the London office.

Messages sent first to London will be forwarded to HCO Saint Hill, but the routing will
slow them down. Send everything intended for me or HCO WW to HCO Saint Hill now.

L. RON HUBBARD

LRH :mp.rd Copyright (c)
1959 by L. Ron Hubbard
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CenOCon

HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W.|

HCO POLICY LETTER OF 27 JUNE 1959

INFORMATION AND REASSIGNMENTS FOR HASI AND HCO LONDON

On July 10, HCO WW moves to Saint Hill officially.



The actual personnel coming to Saint Hill are:

Peter Hemery as Executive Communicator HCO WW Norma
Webb as HCO Sec WW and HCO Sec Continental UK.

Joan Jelinek as HCO Dissemination Sec WW, acting also as HCO Dissemination Sec
Cont UK will remain in London for some time, but this department of HCO will also move to
Saint Hill eventually.

The HCO Tape section will move entirely to HCO Saint Hill, including machines and
Tape Library.

This leaves an Area Office in London as follows:

HCO Area Sec London, Vaerie Obin. HCO Area Communicator London, Pat
Stedham.

All mail and cables received from abroad by HCO Area L ondon should be forwarded
unopened and, in case of cables, unreceived, by AreaLondon to HCO Saint Hill.

Office space to be used by Area London shall be the reception office to my office and
no other. Sec'l ED will move into Assoc Sec's office and will act also as Sec'l to the Assoc
Sec.

All files should be sent, complete, to Saint Hill. The Va Doc safe should also be sent to
Saint Hill. Also the Gestetner, tapes, tape machines and all furniture now in the HCO Annex.
Hemery.

The Person responsible for this move to Saint Hill and all arrangementsis Peter.
The move should be fully complete by July 10.

Personnel of HCO not named are transferred to HASI for further appointment by the
Asst Assoc Sec with the advices of Roddy Stock.

Roddy Stock, needful to keep London smoothed out and to get the area office going,

will remain in London for atime and, still HCO Administrator WW, will occupy the physical
office of the Association Secretary. The entire L shaped room on the first floor of 35/37
Fitzroy will be vacated.

Eventually, when 7 Fitzroy will be given up (a few months yet) the Academy and PE

Fdn will move to 35/37 and will occupy the 1st floor L room and the present room of the D of
P and the present room where CF is. The D of P and -testing will move to the office across
hall from reception. Accounts will move upstairs to 1st floor and occupy the same room with
additional registrars. CF will go to present Address Room. All address equipment and books
will come to Saint Hill. It will be found, when thisis done, we will have adequate space.
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CenOCon

HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W. |

HCO POLICY LETTER OF 2 JULY 1959
CHANGE OF CABLE
ADDRESS
Asfrom 10th July 1959, when HCO WW moves down to Saint Hill, cables and inland
telegrams should be addressed as follows:

ToHCO WW at Saint Hill:

Cables from overseas: "SCIENTOLOGY EAST GRINSTEAD TELEX"
Inland telegrams; "SIENTOLOGY EAST GRINSTEAD TELEX"

To HCO London:
Cables from overseas: "SIENTOLOGY LONDON"
Inland telegrams: "SIENTOLOGY LONDON TELEX"

If these instructions are followed exactly, all cables and inland telegrams will be
delivered promptly by Telex direct wire.

NOTES:

It is not necessary to add the word TELEX when sending overseas cables to London,
but it is necessary to add the word TELEX when sending overseas cables to Saint Hill.

To ensure the delivery of inland telegrams both to Saint Hill and London, add the word
TELEX. Inthiscaseit isnot charged for.

In the case of cables from overseasto Saint Hill, the indicator TELEX is essentia and
is charged for as one word. If the word TELEX is omitted, the cable will of course be
delivered, but may be delayed through not being delivered by TELEX direct wire facilities.

PH:rd



[Modified by HCO P/L 19 July 1959, on page 8.]

CenOCon

Peter Hemery HCO
Communicator WW for
L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W.1

HCO POLICY LETTER OF 15 JULY 1959
HCO SAINT HILL CABLE
DESIGNATION
The cable designation for HCO World Wide at Saint Hill consists of the letters SH.
HCO Saint Hill will begin using this designation at once. When replying use the

numbering system as usual.

PH :ps.rd Copyright (c) 1959
by L. Ron Hubbard ALL
RIGHTS RESERVED

Peter Hemery HCO
Communicator WW
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO WW POLICY LETTER OF 17 JULY 1959
DUTIES AT SAINT HILL. HCO WW.
HCO WW was officialy inaugurated on July 10th 1959 at Saint Hill Manor, East
Grinstead. Its staff consists of the following, whose duties are as stated:
HCO SECRETARY WW-Norma Webb

Thiswill be the handling of al non-routine lines and also personnel.



HCO EXECUTIVE COMMUNICATOR WW-Peter Hemery

Creating and running all fixed lines. Requirement of local physical establishment, placing
and designation of furniture, allocation of rooms, etc.

LRH PERSONAL BUSINESS SECRETARY -Mrs Ruby Shorney

Procurement of quarters and local personnel (under requirements of Miss Norma
Webb), LRH personal invoicing.

LRH TRANSCRIPTION-Mrs Thrupp
HCO Purchasing for and design of offices (asrequired by Mr Peter Hemery).

Saint Hill Switchboard Operator; HCO Filing Clerk; HCO Routing and errands; Saint
Hill mailing-Mavis Leach.

HCO Communicator's Steno, Fixed Lines, HCO addressive mimeoing; HCO
Invoicing-Binnie Barry.

CenOCon

L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 19 JULY 1959
ADDRESSES FOR HCO SAINT HILL
(Modifying HCO Policy Letter of 2 July 1959)

The cable and telegram address far HCO WW at Saint Hill is"SIENTOLOGY EAST
GRINSTEAD TELEX".
The teletypewriter address ("answer back") is"HCO STHIL EGSTD".
The Telex Number is = 8876.
The International Telex Number is: "8876 London".
The telephone number of HCO WW at Saint Hill is East Grinstead 4786-but please

cable, don't telephone.

PH :brb. cd en Copyright (c)
1959 by L. Ron Hubbard
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Peter Hemery
HCO Communicator

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 5 AUGUST 1959
TELEX TRAFFIC
All HCO WW Staff are invited to read the Telex traffic at least once aday, more if
possible.

The originals of Telex messages both sent and received are always placed in the
basket by the Telex machine.

Inthisway, al staff can become acquainted with what is going on, and will gain by
becoming interested in the overall picture.

PH: brb.rd Copyright (c)
1959 by L. Ron Hubbard
ALL RIGHTS RESERVED

CenO

Peter Hemery
HCO Communicator WW

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 17 AUGUST 1959
HOME
ADDRESSES
We want to keep at HCO WW afile of home addresses and tel ephone numbers of al
important staff personnel in every organization throughout the world.
Important personnel includes HCO Secretaries, Association Secretaries (Organization

Secretaries), Department Heads and anyone el se considered important enough by an HCO
Secretary.



It isthe responsibility of HCO Secretaries in each organization (or the Association
Secretary if thereisno HCO Secretary) to see that these addresses and telephone numbers
are sent into HCO WW Saint Hill, East Grinstead, Sussex, [England; and also to see that
HCO WW isinformed of changes and new personnel.

PH:brb.cden Copyright (c)
1959 by L. Ron Hubbard
ALL RIGHTS RESERVED

Peter Hemery HCO
Communicator WW

[Note: An updated version of this P/L, issued 22 July 1965, appears in Volume 1, page 54. It
changed the second

paragraph to read, "Important personnel includes Executive Secretaries and Divisional
Secretaries.”]

9

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO WW POLICY LETTER OF 22 AUGUST 1959

Distribution: All Staff
other hats.

HCO WW
PROJECTS
At this moment | am handling twelve separate projects at Saint Hill in addition to

I need and want help on these projects. Therefore, | have listed and assigned them and
will give each awork output and financial collection quota.

If the persons who assist me in these projects can handle the flaps, the routine and the
financial handling and collections involved we can do our work and prosper and can set up
and finance further research and facilities.

| want you to tighten up the lines in these zones, get snap into the actions to be taken
and help me handle these important spheres of my responsibilities.

Each project, except Numbers Eleven and Twelve, are independent to alarge extent
and should be handled with decision and accuracy.



We cannot at this stage afford quantities of office staff and Communicators. Therefore
each must do his own work with minimal assistance, remembering that the rest of staff is
either handling a project or his own hats.

(Note-Projects are not necessarily in order of importance.)

Saint Hill Project No. One: TECHNICAL. The acquisition and compilation of

technical data on Scientology from reports, assessments and bulletins. The vetting of all
technical papers and letters. The review of al D of P and Student reports. This project is
supervised by Kaye Thomson.

Saint Hill Project No. Two: Isto give communication and service to and
receive the 1 0% weekly income from HCO Franchise Holders. This project is supervised by
Norma Webb.

Saint Hill Project No. Three: Thisisto prepare and sell new books and new
tapes to the World in general to be bought directly from HCO. This project is supervised by
Mrs. Thrupp.

Saint Hill Project No. Four: Consists of research and commercia activity in the
field of plant growth and receives data from the research and income from the commercial
activity. This project is supervised by Mr. Hall.

Saint Hill Project No. Five: Consists of the general sale of books, tapes and E-

Meters to HCO Offices, Central Organisations, Franchise Holders and the general public
World Wide, and the collection and banking of al such sums whether from the sale of books
by HCO WW Book Section or by the sale of books by other HCOs. This project is
supervised by Peter Stumbke.

Saint Hill Project No. Six: Corporate organization, and continuance. This
project consists of supervision of legalities and sale of shares and transfers called Hubbard
Communications Office Ltd when formed. This project is to be supervised by Mr. West.

Saint Hill Project No. Seven: Magazine preparation, printing and economy of
costs, and printing of all leaflets, etc. This project is supervised by Miss Binnie Barrie.

Saint Hill Project No. Eight: Collection of Accounts owed HCO from past
transactions. This project is supervised by Mary Sue Hubbard.
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Saint Hill Project No. Nine: Care of all HCO offices, ensuring that they function properly,
that they receive their 5% income from Central Orgs, get out their magazines, provide
inspection services, submit proper reportsto HCO WW and that all special sums or
surpluses are transferred to HCO WW Acct and to ensure that such offices have adequate
personnel. This project is supervised by Peter Hemery.

Saint Hill Project No. Ten: Economy Saint Hill Manor. To ensure that the services,



salaries, purchases and expenses of Saint Hill Manor are kept within bounds of income from
various sources. To reduce these wherever possible. To see that the budget is balanced. This
project is supervised by Martin Ledlie.

Saint Hill Project No. Eleven: Central Organisations. Thisisavitally important project
seeing to it that Central Orgs receive proper service, supervision, hats and organization and
making sure their 10%s arrive and are banked to HCO WW weekly. This project is
supervised by Roddy Stock.

Saint Hill Project No. Twelve: Accounting and Banking. The invoicing, accounting and
banking of all projects separately isto be done in a manner prescribed. Books are separately
invoiced on a second machine but all other invoicing is to be done on one other machine. All
disbursements shall be done on a disbursement machine plus cheques. All invoices are to be
numbered by projects on the invoice and all disbursements shall be so numbered. The
assistance of chartered accountants shall be rendered. This project is supervised by Ruby
Shorney in close consultation with Mary Sue Hubbard, Treasurer.

Each of these projectsisin addition to other duties performed by the individual but it is

expected that the individual appointed will be responsible in particular for these projects.
These are not "Hats', they are zones of supervision and finance.

LRH: iet.rd Copyright (c)
1959 by L. Ron Hubbard
ALL RIGHTS RESERVED

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO WW POLICY LETTER OF 27 AUGUST 1959

FINANCIAL ARRANGEMENTSAND
DEPOSITS

L. RON HUBBARD
Deposit LRH 10%s to my personal account at National Provincial Bank in London.

Deposit HASI London HCO cheques (10%s 5%s) to HCO Acct in Nat. Prov. Bank in
London. Deposit ACC collectionsin HCO Acct aso.

Deposits of US dollar cheques, HCO Franchises, to HCO WW Acct in Barclays Bank
in East Grinstead.

Deposits of all overseas sterling area 10% cecheques, LA and FCDC 10% cheques to
Barclays Bank East Grinstead Scientology Research and Investigation Fund.



All Book monies to be deposited to anew Acct (Mrs. Shorney to open this), called
"HCO Book Acct", at Barclays Bank in East Grinstead.

Pay asfollows:

All HCO London salaries and the HASI London bankers orders from HCO Acct at
National Provincial Bank in London. Pay entirely separate Mariuska and Valerie, their pay
to be same as London office. Valerie isto be responsible for collection and deposit of the
10% and 8% weekly and its proper deposit. Put Valerie on as signatory "By Authority of L.
Ron Hubbard".

Pay al Saint Hill payroll and bills from Barclays Accts, East Grinstead.
LRH: brb.rd
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L. RON HUBBARD

Sthil

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 4 SEPFTEMBER 1959

SAINT HILL PROJECTS
BONUSAND QUOTA
SYSTEM

All Saint Hill Projects have a quota. At thiswriting, Sept 5, 1959 this quota system
is established only in part. Several projects do not have a quota set as yet for lack of data.
As soon as possible each one of these will have a quota.

The meaning of the quota and bonus system is as follows. whenever aquotais

exceeded even dlightly a bonus results for the Project Supervisor and a bonus about one
tenth that size is paid to general office and domestic help. This means that if the quotas on
the ten projects which are most important were reached then afull bonus would result for
each non-supervisor on the staff.

The exact size of the bonusis not yet established and will not be until I can work out
some of the economics involved. But the system is effective as of Sept 1, 1959. Probably
a second pay cheque in the month.

The quotas so far established are as follows:

Project One: New Books to be collected as to materials by Kaye Thomson and written by



myself: o715 per month.

Project Two: HCO Franchise Holders - Norma Webb: o500 per week and one
airmailing to each Franchise Holder,

Project Three: Being redevel oped. Unassigned.

Project Four: Mr. Hall - Plant Growth Activity: Two completed experiments per month.
Quota not established for production.

Project Five: Books and Tape Sales-Peter Stumbke: ae220 per week banked.
Project Six: Corporate Activity and Share Sales - Mr. Jack West. Quota not yet assigned.

Project Seven: Magazine Preparation and Leaflets: Two issues per month. Shares quota
with Peter Stumbke.

Project Eight: Collection of Past Accounts-Mrs. Hubbard: 0210 per week.

Project Nine: Care of other and this HCO Offices-Peter Hemery. Quota not yet
assigned.

Project Ten: Purchase Order System Economy Sthil - Martin Leslie. Quota not assigned
but would be for not exceeding a gross amount in expenses.

Project Eleven: Central Organizations Supervision-Mr. Roddy Stock: Quota ce500 per
week.

Project Twelve: Accounting and Banking-Mrs. Shorney. Quota not assigned.

L. RON HUBBARD
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STHIL

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO WW BULLETIN OF 29 SEPTEMBER 1959
HCO WW FILES

NOT HCO POLICY LETTER
ORIGINAL COLOUR FLASH

NOT GREEN ON WHITE



Each Project Supervisor isresponsible for the files and records of the project.

When afile clerk becomes available, the file clerk will do the filing for each project
under the direction of the Project Supervisor.

The HCO Communicator is responsible for providing space, file cabinets and materials,
and remains broadly responsible for seeing that HCO WW files and records are kept in an
orderly condition.

The HCO Communicator is aso responsible for incorporating the old HCO filesinto
the new system as along term project.

PH :iet.rd

STHIL
All HCO Secs

Peter Hemery HCO
Communicator WW for L.
RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 9 OCTOBER 1959

PROJECT SUPERVISORS
TRANSFERRED

Mary Sue Hubbard (Past Debts) transferred to Project No 2 (Franchise Holders).

Norma Webb (Franchise Holders) transferred to Project No 9 (HCO Offices). Peter
Hemery (HCO Offices) transferred to Project No 8 (Past Debts). Revised List of
Project Supervisors at HCO Saint Hill:

Project No 1: Technical and New Books-Kaye Thomson
Project No 2: Franchise Holders-Mary Sue Hubbard
Project No 3: Blank

Project No 4: Plants Saint Hill-Mr. Hall

Project No 5: Book Sales-Peter Stumbke

Project No 6: Incorporation Activities-Mr. West

Project No 7: Magazines-Binnie Barry

Project No 8: Past Debts-Peter Hemery

Project No 9: HCO Offices-Norma Webb

Project No 10: Economy Saint Hill-Martin Leslie



Project No 11: Central Orgs-Roddy Stock
Project No 12: Accounting-Mrs. Shorney

LRH: ph.rd Copyright (c)
1959 by L. Ron Hubbard
ALL RIGHTS RESERVED
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L. RON HUBBARD
Executive Director

STHIL

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 9 OCTOBER 1959
QUOTA REVISION
(Effective date: First Friday in
October)

Project No. 1: Technical and New Books
One new book in MS completed form, ready for delivery to printer.
Project No. 2: Franchise Holders
0200 aweek for a month's consecutive weeks.
Project No. 3: Unassigned

Project No. 4: Plants Saint Hill

Two completed experiments.
0200 aweek for a month's consecutive weeks in market produce.

Project No. 5: Book Sales

0200 aweek banked from mail order sales for a month's consecutive weeks.
Project No. 6: Incorporation Activities

One news story per week published.

Project No. 7: Magazines



Three magazines per month completed for printer.

Project No. 8: Past Due Accounts

0e100 per week for a month's consecutive weeks.

Project No. 9: HCO Offices

010 per week for amonth's consecutive weeks.

Project No. 10: Economy Saint Hill

0e120 per month all food items.

Project No. 11: Central Orgs

0200 per week banked at East Grinstead for a month's consecutive weeks.
Project No. 12: Accounting

All reports on Saint Hill submitted each week, all monies banked, al bills corrected for

payment.

LRH: ph.rd Copyright (c)
1959 by L. Ron Hubbard
ALL RIGHTS RESERVED
L. RON

HUBBARD

Executive Director
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All HCO Offices
Assoc Secs & Sthil

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 19 OCTOBER 1959
HCO STHIL APPOINTMENTS
(Cancelling al earlier Appointment Letters HCO WW)
The following posts are now permanently held at HCO WW:

Deputy Executive Director - Mary Sue Hubbard HCO Sec



WW-Norma Webb HCO Executive Communicator
WW-Peter Hemery HCO Dissemination Secretary
WW-Dinah Day HCO Steno-Jennifer Sturges

The following Project Supervisors are appointed herewith:

Project One-Technical and New Books: Project
Two - Franchise Holders: Project
Three-Unassigned Project Four-Plants, Sthil:
Project Five-Book Sales and Shipping: Project
Six-Incorporation Activities: Project
Seven-Magazines, PAB Magazine: Project Eight -
Past Debts: Project Nine-HCO Offices: Project
Ten-Economy Sthil: Project Eleven-Central

Orgs:. Project Twelve-Accounting:

LRH:dd.rd Copyright (c) 1959
by L. Ron Hubbard ALL
RIGHTS RESERVED

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

Sthil
HCO Offices

HCO POLICY LETTER OF 21 OCTOBER 1959
STAFF APPOINTMENTS HCO SAINT HILL
(Corrects Policy Letter of 19 October 1959)
Add to Permanent Staff Appointments HCO Saint Hill:
HCO Technical Secretary WW
Add to Staff List:
Book Administrator
LRH :j s.rd Copyright (c) 1959
by L. Ron Hubbard ALL

RIGHTS RESERVED

Kaye Thomson
Mary Sue Hubbard

Mr. Hall
Dinah Day



Peter Hemery
Dinah Day

Norma Webb Norma

Webb Martin Ledlie

NormaWebb Mary

Sue Hubbard

L. RON HUBBARD
Kaye Thomson.
Peter Stumbke.
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L. RON HUBBARD
HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 21 OCTOBER 1959
Sthil
ROUTING OF BULLETINS AND POLICY

LETTERS

A Project Supervisor must see all Bulletins and Policy Letters going to his people first.
Then the Project Supervisor must send it on for L. Ron Hubbard's acceptance before it can
be sent.

LRH:js.we.rd Copyright ()
1959 by L. Ron Hubbard
ALL RIGHTS RESERVED

Sthil
L. RON
HUBBARD

Executive Director

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex



HCO POLICY LETTER WW OF 24 OCTOBER 1959

PROGRAMMING

All Project Supervisors are creating programmer and are thus endeavouring to bring
order into Central Organizations and the Field.

In order to really achieve our goals it will be necessary for all Project Supervisors to
keep a hat folder containing only the bulletins and policies which they themselves have
created and are busy bringing into effect.

Each week the HCO Sec will check up and see whether you have achieved what you
set out to achieve. Once this has been done, your bulletin will be transferred into your Staff
Hat or Technical Hat or whichever hat it should go into.

The purpose of thisisto take responsibility for our actions. All our policies and
directives have been constructive in the past, and the only mistake we have really made and
paid for has been not seeing that people carry them oui.

By taking responsibility we are going to have quick, efficient and effective

communication lines. By taking no responsibility we are going to be ineffective and also we
will be wasting paper, time and money.

All programming data are to be kept in a green folder.

NW :js.rd Copyright (c) 1959
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HCO Secretary
WW Norma Webb

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO Offices
Sthil

HCO POLICY LETTER OF 27 OCTOBER 1959
HCO WW APPOINTMENTS

Cancels Earlier Directives
Effective 2 pm October 29, 1959



The following personnel are appointed to HCO WW Sthil Permanent Staff:

Deputy Executive Director-Mary Sue Hubbard
HCO Secretary WW-Norma Webb

HCO Technical Secretary WW-Kaye Thomson
HCO Executive Communicator WW-Peter Hemery
HCO Dissemination Secretary WW-Dinah Day
HCO Steno WW-Jennifer Sturgess

HCO Assistant Communicator-Mavis Leach

The following project supervisors are appointed herewith:

Project One:
Research and New Books-Kaye Thomson

Project Two:
Franchise Holders-Norma Wehb

Project Three:
Unassigned

Project Four:
Plants Saint Hill-Mr. Hall

Project Five:
Book Sales-Dinah Day

Project Six:
Incorporation Activities-Peter Hemery

Project Seven:
Magazine Make-up and Printing-Dinah Day

Project Eight:
Past Debts-Mary Sue Hubbard

Project Nine:
HCO Offices-Norma Webb

Project Ten:
Economy Saint Hill-Martin Leslie

Project Eleven:
Central Orgs-Mary Sue Hubbard

Project Twelve:
Accounting Saint Hill-New Accountant

LRH:js.rd Copyright (c) 1959 by
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L. RON HUBBARD
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 30 OCTOBER 1959
CenO
WW.
CenOcon

HCO STHIL STAFF

Part time permanent staff appointment: Joan Jelinek as HCO Editoria Secretary
The post of HCO Dissemination Secretary is vacated at thistime.

Dinah Day is appointed herewith HCO Leading Steno WW.

Saint Hill Project 10 istransferred to Mr. Cookson as Project Supervisor.

L. RON HUBBARD

LRH :js.pm.rd Copyright (c)

1959 by L. Ron Hubbard
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 5 NOVEMBER 1959
MINUTES
Project 11 Supervisor has the right to pass Advisory Council or Advisory Committee

Meeting Minutes and Staff Meeting Minutes when heisin full agreement with Minutes
passed and when signed "By Authority of L. Ron Hubbard".



If Project 11 Supervisor vetoes any Minutes passed, he must get theinitialsof L. Ron
Hubbard or the Deputy Executive Director'sinitials.

MARY SUE HUBBARD

for

L. RON HUBBARD

LRH:js.aap Copyright (c)
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Sthil

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO BULLETIN OF 19 JANUARY 1960

PROJECT REPORT
SHEETS

NOT HCO POLICY LETTER
ORIGINAL COLOUR FLASH NOT
GREEN ON WHITE

Project Supervisors are not now required to send in weekly Income and Disbursement
Sheets.

LRH:js.rd

Sthil
HCO Secs
Assn Secs

Peter Hemery HCO
Secretary WW for
L. RON
HUBBARD

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex



HCO POLICY LETTER OF 20 JANUARY 1960

HCO WW POINTS OF
CONCENTRATION

A great deal of varied traffic passes through the channels of HCO WW. It will help to
know the various importances currently given to HCO WW Activities.

HIGHEST PRIORITY

Copying and Distributing to HCOs and Central Orgs the Washington January 1960
Congress tapes and HCS tapes. Central Orgs should give Congresses on these. This
was the kick-off on the most important programme Scientology ever had and is being
received with tremendous enthusiasm everywhere.

The nine hours of HCS tapes January 1960 are the most important course tapes ever
issued and should be played to HGCs, staff clearing courses and new HCS/B.Scn
Courses.

HCO WW islosing no time getting these out. They will be 7 1/2 / sec speed tapes
suitable for auditorium use.

5th and 6th London and Melbourne ACC tapes can be released generally.

2. Weeding out Franchise holders that show no promise of becoming industrious centres.
Encourage all so weeded to become Lifetime Members. Franchise holders doing heavy
traffic and heavy remittances to be made into centres.

Collection of HCO WW percentages from Central Orgs, Franchise Holders and HCOs
and catching up any backlogs.

Additional important actions at HCO WW are:

(a) Thursday Weekly Bulletins

(b) PAB Magazine

(c) Central Org Magazine Material

(d) Receipt and handling of technical matters and HCO and Central Org reports
(e) Internal good Order.

Other projects and actions are to be continued but are not of any high priority and can
be neglected if they threaten to slow the above points.

LRH:js.aap Copyright (c)
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Sthil

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO BULLETIN OF 11 APRIL 1960
THE PURPOSE OF HCO WW
NOT HCO POLICY LETTER

ORIGINAL COLOUR FLASH NOT
GREEN ON WHITE

The purpose of the office staff of HCO WW isto forward my outgoing comm lines as
afirst fast priority and to cope with incoming lines so that they do not jam my outflow.

First priority then isto see that my hand-written or transcribed material goes out, no
matter what emergency may be coming in.

| have usually handled situations before they become emergencies, providing my
outflow lines and directions at the other end are followed.

The full outflow line starts with supplies of paper, ink, pens, clean records, tapes and
functioning equipment and papers at my desk.

This line then goes to typing, mail, or mimeograph. Thereit is got in distributable form
and is expedited out.

Part of thelineisitsreceipt point. In the case of orders and instructions to a distant
place, HCO WW is to make certain they are followed without flash-backs.

In the case of books or articles, these are cared for here asto proofing and accuracy
and are then followed through to make sure they arrive.

The secondary purpose of the office is handling inflow. This inflow of letters, book
orders, problems, is coped with by HCO WW to prevent their stopping the outflow line. This
does not mean the inflow lines are not important. They are.

Mrs. Hubbard's outflow lines are important, but usually require only telexing or mailing.

This office exists to aid and speed awriter's outflow lines. It has no other basic



purpose. | am responsible for about one million dollars ayear of income around the world.
On monetary value only, my outgoing line, the line that keeps thisincome created, is
worthwhile forwarding.

This outflow line services the interests of an estimated two million people. Therefore,
for humanitarian reasons, it has some importance.

Y ou may or may not be interested in the ultimate goals toward which | work, but they
are good goals and if anything gets accomplished in certain human spheres, it may be on this
line.

Therefore, | sincerely request your attention on post and your cooperation on these
comments:

2.

LRH:js.rd

Forward my outflow line;

Cope with the inflow line and don't let it stop my writing lines. Handle the
problems and despatches, the income and the books as they come in with
minimum recourse to me.

I'm sorry if thisis blunt. However, that's the way it is.
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L. RON HUBBARD

Sthil

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 7 JUNE 1960

NEW STAFF DUTIES

As| have noticed far too much traffic being given to Mrs. Hubbardj and as non-
essential traffic appearsin my lines, the following changes are made to distribute the work
load.

Peter Cowell will remain in charge of franchises but will assist Mrs. Hubbard on all
income matters, invoicing and billing and handle all Mrs. Hubbard's miscellaneous letters
("Dear Mary Sue") and all coordination of her lines and reports and placing her
correspondence in folders.



Jean Farrer, under the immediate supervision of Peter Cowell, will handle al Org
financial reports which must be corrected as they come in and notated for correctness
before being sent to Mrs. Hubbard.

Jean Farret will also do invoicing and will compute and make out organization bills
under the direction of Peter Cowell.

Robin Harper will continue to handle all technical reports but will folder these reports

and copies of her comments and answers for my daily review via Peter Hemery.
Additionally, all technical letters and all letters to myself will be referred to her for actionin
coordination with Mrs. Thrupp as they apply to local business.

Peter Hemery will coordinate all my correspondence including that from Robin before
it reaches my trays. He will also assist with disbursement.

Peter Hemery will assemble alegal file, with all filings, on every office of whatever
kind we have including London, giving all papers, authorities and registrations with all
governments.

Mavis Leach will do al mail routing, pick up, telex and cable work.

Pat, the new junior, will do all enveloping, packeting of mail, keep the mail log and do
all switchboard work, under Mavis' supervision.

It will be seen that there are two principal linesinvolved in our office with two smaller
volume lines. An understanding of this principle will assist office work.

The two main lines are income and disbursement. Mrs. Hubbard is responsible for the
income lines. Therefore Peter Cowell should orient these lines and Jean Farrer should do the
actual invoicing and compiling of reports and bills. All correspondence concerning income or
Mrs. Hubbard and all despatches for her should be routed to Peter Cowell, except as he

may direct. No despatches, reports or letters go direct to Mrs. Hubbard. These reach Mrs.
Hubbard, if they do, from Peter Cowell's basket in folder form. In short IF IT ISINCOME
ITISMEANT FOR MRS. HUBBARD. IFANYTHING IS SENT TO MRS. HUBBARD,
even local despatches, IT ISROUTED TO PETER COWELL. The only way Mrs.

Hubbard receives despatches, reports, callsis via her assistant Peter Cowell. Peter Cowell
may direct certain things, such asinvoicing matters, are received from the mail direct to Jean
Farrer. But Jean Farrer routes them only to Peter Cowell, or to Book Admin, never to Mrs.
Hubbard.

On all disbursement matters, bills, letters, pay, bills sheets, bank statements, etc. etc. the
routing is not to me but to Peter Hemery always for his orientation or handling
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and then only to me. He may as he sees fit route some of these to Robin Harper for handling

etc. but these are again returned to Peter Hemery before they come to me. All Mrs.
Shorney's disbursement vouchers, cheques, cheque requests, etc. are sent to Peter Hemery



if intended for me.

All technical reports, profiles, letters, intended for me are routed to Robin Harper who
cares for them and routes them to me only through Peter Hemery. She also assists Peter
Hemery with any legal correspondence or Org despatches as he may seefit.

All organizational letters, despatches, reports from HCO or Central Org offices not

having to do with income, including all those marked "personal”, "confidentia” or however, go
to Peter Hemery for his handling and at his discretion for forwarding to me or answering by
Robin Harper.

Here we have two lines, each one covered by three persons. The income line,

compiling of bills, invoicing, etc. is covered by Mrs. Hubbard assisted by Peter Cowell and
Jean Farrer. The disbursement line, handling all bills, etc is also covered by three persons,
myself, Peter Hemery and Robin Harper.

Matters pertaining to hat write-ups for Central Orgs, promotional suggestions,
franchises, their files and income, all personal contact work done normally by Mrs. Hubbard
are also handled by her lines.

Matters pertaining to technical research, security, legal and Org management are also
handled on my lines and by myself, Peter Hemery and Robin Harper.

But since my lines are heaviest in traffic and also have transcription, to my lineswe

add Jennifer Sturgess, Mrs. Thrupp and Mrs. Mennie for any matters or work assigned to
them by Peter Hemery. They come now under the direct work assignment of Peter Hemery
and Robin Harper.

Mrs. Shorney continues her usual duties since both income and disbursement go more
or less through her hands.

The book invoicing and book shipment are two additional lines. They are handled
without change as before.

It ismy complete intention that Peter Hemery handle, without referral to me, amost all
my traffic on whatever line. | am falling behind in writing and must get out a book.

It isalso my full intention that Peter Cowell handle ailmost al Mrs. Hubbard's traffic
without referral, to free her to write up the departments of Central Organizations, atask,
which, undone, is creating trouble with income and other matters in our activitiesin England
and abroad.

It is costing factually, fifty percent of our dissemination and thousands of pounds a
month across the world for Mrs. Hubbard and myself to handle traffic and leave other tasks
undone. We have been skimping on our real jobs and can use alot of assistance.

The work of Jennifer Sturgess, Mavis, Book Admin and any junior or book clerk
remains more or less unchanged except as may be stated above.



L. RON HUBBARD
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 6 JULY 1960
WORKING HOURS, OFFICE STAFF

The difficulty experienced in coming to work by some office staff causes the following
change of working hours:

Monday to Friday
Saturday

LRH :jsrd

Sthil

9.00 am. to 5.30 p.m.
9.00 am. to 12.00 p.m.

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 29 JULY 1960
OFFICE HOURS
L. RON HUBBARD
Effective immediately, the hours worked by full-time office staff members are changed
asfollows:
Monday to Friday 9.30 am. to 5.30 p.m.
Saturdays 9.30 am. to 12.30 p.m.

All full-time office staff are expected to work on Saturday mornings.
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Peter Hemery HCO
Secretary WW for
L. RON
HUBBARD

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 3 AUGUST 1960

OFFICE HOURS

The policy on office hours for full-time office staff is amended as follows:
Normally, the hours worked by full-time office staff will be as follows:
Monday to Friday-9.30 am to 5.30 pm

Saturdays-9.30 am to 12.30 pm

Staff members may however take every other Saturday morning off, aways provided
that half the staff is on duty to keep the office operative.

Staff who use their own transport are permitted to work from 9 amto 5 pm provided
that they do start at 9 am punctually.

LRH :js.rd

Issued by: Peter Hemery
HCO Secretary WW
for
L. RON HUBBARD
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HCOs

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 6 OCTOBER 1960



HCO APPOINTMENT
Valerie Obin is appointed herewith HCO Executive Secretary for England, Scotland,
Wales, Ireland and Northern Ireland.
Sheisto give her main attention to wide promotion and to legal matters outside HASI.
Sheisto appoint an HCO Secretary, London, whose duties shall consist primarily of

security checks and hat checks and keeping HASI communications running and whose
duties shall be contributory to HASI.

LRH :js.rd Copyright (c)
1960 by L. Ron Hubbard
ALL RIGHTS RESERVED
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 10 JANUARY 1962
APPOINTMENTS

Robin Hancocks is herewith appointed HCO Continental Secretary for Europe and the
UK, and for USA, in addition to his post as HCO Franchise Secretary WW. The Continental
HCOs of UK and USA are thus in effect moved to Saint Hill.
London.
Eleanore Turner is confirmed as HCO Area Secretary in Washington, DC.
Joan de Venlleis confirmed as HCO Secretary UK, which includes HCO Area Sec
Ken Salmen is confirmed as HCO Area Secretary in Los Angeles.
A City Office will be set up in San Diego, California, under Ray Kemp as Org Sec. as
soon as financial and other arrangements have been made, and a suitable HCO Area Sec

nominated and installed. The new City Office will work in close co-operation with HCO Los
Angelesand HCO WW.

LRH:sf.rd Copyright ()
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 5 FEBRUARY 1962

APPOINTMENTS AND TRANSFERS

Edgar Watson is transferred herewith to Book Administrator HCO WW, in charge of
book and meter supply, sales and distribution. Thisis a part time appoi ntment.

It is most important that book stocks are squared away and made abundant, that meters

stay in steady supply and are of excellent quality, and that books shipped to orgs in the past
are paid for and that the book income line in addition to and as well as the meter line, is built
up over the world.

Additional dutiesto consist of staff auditing and relief instructing.
He will at all times be assisted by a shipping clerk.

Mary Long is hereby appointed personal secretary to Mary Sue Hubbard and Course
Administrator.

As personal secretary to Mrs. Hubbard, she will handle Mrs. Hubbard's incoming
despatch and mail line, filter it and care for it as directed.

As Course Administrator, she will answer mail from applicants, find quarters for
students and assist the Course Supervisor and Instructors. Her office will be in the ground
floor typing room.

Fred Hare, on arrival, is appointed Temporary Director of Accounts under training.

Philip Quirino, as of 19 February 1962, is appointed Staff Auditor and Acting Technical
Secretary HCO WW.

LRH:sf.rd Copyright (c)
1962 by L. Ron Hubbard
ALL RIGHTS RESERVED
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L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 15 FEBRUARY 1962

APPOINTMENT

Edgar Watson is herewith appointed HCO Technical Materiel Secretary WW.

This post includes Book Administration WW as well as the testing and supply of E-
Meters, and the administration of all matters pertaining thereto.

LRH:jw.rd Copyright (c)
1962 by L. Ron Hubbard
ALL RIGHTS RESERVED
L. RON HUBBARD
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 12 MARCH 1962

APPOINTMENTS & TRANSFERS
(Amends previous directives)

Robin Hancocks is relieved of duty as HCO WW Franchise Secretary and HCO
Course. Thisis part of a Classification Programme for Saint Hill personnel. He will not
be returned to these posts but to Instruction after training.

Fred Hare is temporarily appointed to Franchise Secretary and HCO Continental

Secretary, UK. There will be some shift of Saint Hill personnel amongst such posts from
time to time to permit Classification training of al qualified auditors on HCO WW Saint Hill
Staff. So write the post not the person.

Eleanore Turner is re-appointed herewith HCO Continental Secretary, US, in addition
to HCO Senior Area Secretary, Washington, DC, and is commended for her excellent work



in Washington, DC.

The following summarizes these and other recent changesin HCO Personnel.

HCO WW. Accounts (Income): Fred Hare.
Temp HCO Franchise Secretary WW:Fred Hare.
Temp HCO Continental Secretary UK:Fred Hare.
HCO Technical Materiel Secretary WW:Edgar Watson.
HCO Book Administrator WW: Edgar Watson.
HCO DC: HCO Continental Secretary US:Eleanore Turner.
HCO Senior Area Secretary US:Eleanore Turner.
HCO Melbourne. HCO Area Secretary: Cathy Gogerly.

LRH : jw.rd Copyrighted (c)
1962 by L. Ron Hubbard
ALL RIGHTS RESERVED

Sthil
All Orgs

L. RON HUBBARD
HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 14 MARCH 1962
APPOINTMENT
H. Parkhouse is appointed herewith to the office of Treasurer for HASI Inc and its
division HCO.

Thisisan additional duty of executive status.

Heisto carefor al tax matters and accountings and filings at HCO WW, HASI and
HCO London and all other organizations.

This step is preliminary to transfer of propertiesto HCO Ltd and HASI Ltd. which
transfer cannot take place by Arizonalaw until HASI Ltd London is declared non-profit by
Inland Revenue.

LRH: jw.rd Copyright (c)
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 28 FEBRUARY 1963

DEPUTY HCO WW EXECUTIVE
SECRETARY

Robin Hancocks is appointed Deputy HCO WW Executive Secretary.
In the absence of or unavailability of the HCO WW Executive Secretary, the

Deputy HCO WW Executive Secretary has full authority to act in his place.

LRH :dr.rd
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Only to:

HCO Continentad HCO POLICY LETTER OF 14 JANUARY 1964
Secretaries

HCO Executive

Secretaries

Assn/Org Secretaries

(No further distribution)

FUTURE CONTINENTAL OFFICER
STATUS

L. RON HUBBARD
The HCO Continental Secretary and the Continental Director of al areas shall, after |

st September 1964, and until specifically then informed otherwise, be the senior HCO Area
Sec and senior Assn/Org Sec of the Continental Area.



Unless advised to the contrary on or about 1 st September 1964, these offices shall not
exist as offices separate from the persons of the senior HCO Area Sec and senior
Assn/Org Sec of the continent's Central Organization. Thetitle will however be retained.

Until 1st September 1964 present status will remain unchanged barring emergencies.
The entire reason for this action isfinancial.

The offices of HCO Continental Sec and Continental Director exist mainly to increase
Scientology activity and income in a Continental Areaand where thisis not the whole
concentration of such officers, as witnessed by the balance sheets, the supernumerary status
of a separate HCO Continental Secretary or Continental Director cannot be afforded by that
Continental Area.

In Continental Areas which are booming the increased activity demands the separate
character of these highest Continental offices. But where incomeis not increasing, the
offices become too great a burden financially on a Continental Area.

Between now and 1st September 1964 all org balance sheets will be carefully watched

for increase and in those areas where the increase warrants it the separate status will be
retained and where the area has not greatly increased the officers now holding the posts will
revert to the senior HCO Area Sec and senior Assn/Org Sec of the area or the posts will be
otherwise filled.

Thisis not intended as a criticism of current activity but only a calm forecast of the
reality of the situation.

As| can, by administrative actions alone in any Central Org. asits Assn/Org Sec.

boom itsincome, | expect my leading officersin any continent to be able to do likewisein all
orgs under their control.

LRH:jw.rd Copyright (c)
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 12 MARCH 1963



STAFF PERSONNEL ALLOWANCE
SAINT HILL

The following is published as the allowed staff for Saint Hill:
Office

HCO Secretary WW

HCO [Franchise Secretary WW

HCO Technical Materiel Secretary, plus one helper
Accounts, Disbursement

Accounts, Income

Accounts, Ledger (part time)

Treasurer (part time)

One full time HCO Communicator/Mail/Telex (plus one part time possibly to help with
PAB mailings, etc)

Mimeo-two full time (part time can help with "bulges”)
(Mimeo a'so helps with correspondence, filing, etc.)
Materiel and Purchasing (part time).

Domestic

One full time cleaner, one part time (for offices)
Laundress (part time)

Cook

Nanny or home help for children

Tutor for children

Outside

Head Gardener: two assistants.
Maintenance man: one assistant.
Estate Bricklayer: one assistant.
Driver and vehicles.

Course

Course Secretary

Course Administrator (also Secretary Mary Sue Hubbard)
Theory Supervisor

Practical Supervisor

Auditing Supervisor

LRH:jw.rd Copyright
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 24 JANUARY 1964

SCIENTOLOGY LIBRARY AND RESEARCH
LTD
EFFECTIVE ON RECEIPT

Anton James and Roger Biddell are appointed herewith Scientology Library and
Research personnel, under the direction of Reg Sharpe, Research Secretary and Technical
Director.

They are to accomplish between them the following actions:

1. Data Collection, Rapid Assembly, storage and safeguarding of all Scientology
technical materials, a copy of each book, all tapes, transcriptions of tapes, manuscripts,
articles, HCO Bulletins, notes, notebooks of students that have been published on ACCs,
papers and any other material of whatever kind that gives Scientology technical data.

This material isto be so stored asto be available for cataloguing and so as to be of
immediate use as needed.

Great care should be taken to preserve it against dust, moisture, damage, accidental
loss by "lending"”.

The purpose here isto create amaster library for research and compilation purposes
only, not for lending or other use.

Insofar as possible original materials will be incorporated such as hand-written
manuscripts, original copies of tapes (masters), etc.

Adequate space must be provided regardless of what other materials have to be stored
outside the Manor. Adeguate shelving and cabinets have a high priority.

TAPE COPYING



They are to care for Tape copying, al tape equipment, microphones, recorders, etc.
alotted to SLR.

All needful tape copies are to be made promptly for shipment to proper authorised
destinations.

The care and preservation of equipment istheir full responsibility.
COMPILATIONS WORK

Immediate Crash Programme value is to be given to them on any compilation of new
publications.

They will give all possible assistance to Mary Sue Hubbard on the assembly or
construction of materials for early publication.

The construction or lettering of charts, assembly of dummies for paste-up, collection of
pictures or photostats for use shall receive their most instant attention and amongst all their
activities this has the highest priority.

After such compilation, the work is passed to Joan Jelinek for make-up and design and
thence to Edgar for printing.

Scientology Library and Research has the purpose of collecting, safeguarding and

preserving al Scientology materials, and while safeguarding the originals compiling from
such new work and preparing it for direct dissemination as on tapes or designing and printing
asin the case of written work.

Itisafull intention that SLR shall provide aflood of new publications and compilations

to assist the dissemination of Scientology.
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 26 JANUARY 1964

Sthil



HCO (WOO) LTD
CENTRAL ORG ACTIVITIES

It should be the primary concern of HCO (WOO) Ltd to increase the dissemination,
activities and income of all organizations on a crash programme basis.

This should be done by:
1. Stressing recent policy letters on Org functions.

2. Compilation of "The Association/Organization Secretary's Org Rudiments’ from
recent policy letters.

3. Reissue of org ruds of the HCO Area Sec rewritten.
A Adjustment of personnel ailing orgs

Hammering the Continental Directors to take interest in other orgs and
proportionalizing their pay as so much of it from each org at that org's units, i.e. 25
units from each org at that org's pay scale, regardless of the 100%.

S.
1.

6. Demanding long range advance notice by HCOs to the field of coming functions
and no more of this 30 day notice of atape play. Get ayear's schedule of specia
events ahead and published and then boomed 90 days in advance of each one.

Make alowered income week subject of a cable to Cont Director.

8. Change the post of Tech Dir to Organization Case Supervisor for HGC and
Academy with the purposes given to SHSBC Case Supervisor and abolish post of
Technical Director. Specify the appointment must be given only to a person who
has himself afine record of case results from his or her own auditing. The person
does not do anything but see that every student and every HGC pc gets his case
cracked thoroughly with resultant high reality on Scientology. Regulation: No
student must be classified or raised in Classification whose case has not been
cracked and who has not gotten better in his classification level. Any classification
application must have the statement on it that the applicant's case has been
markedly improved and that the person knowsiit, signed by the Organization Case
Supervisor, before HCO may issue a Classification or a higher classification. Only
in the case of Class Oneisafield auditor's statement to this effect acceptable but
even then it must be signed by the training auditor as " Case unmistakably improved
and applicant is fully aware of it."

The Technical Council then heads up the Tech Division. The Case Supervisor is
part of it.



9. A lowering state of book salesisto be apoint of indication of afailing org and must
be watched.

10. Failure of an org to grow or failure of a Continental Areato develop new officesis
considered as an adequate reason for personnel shifts.

It isthe duty of HCO (WOO) Ltd to boom Central Orgs and offices, using standard
alert means for doing so as well as the above.

LRH:jw.rd Copyright (c)
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 20 FEBRUARY 1964

HCO (WOO) LTD
HCO (STHIL) LTD
SCIENTOLOGY LIBRARY & RESEARCH, LTD

REGULATIONS

GENERAL

Anyone receiving orders from the Executive Director shall consider that the orders are
directed to himself or herself personally and unless otherwise directed may not delegate
the execution of the Executive Director's orders. All orders, therefore, are conceived

to be personally directed for personal execution by the recipient unless the order

itself states it may or should be delegated.

2. Flagrant disregard of the Executive Director's policies or orders can result in the
convening of a Committee of Evidence on that person. The person receiving the order
is held responsible for its execution.



3. If there is question concerning an assignment the procedure isto carry out the order or
begin its execution before querying or requesting alteration.

4. Absence from post for illness or any other reason including processing must become the
subject of areport to the Executive Director regardless of the action of the person in
charge of that activity.

5. The head of a corporation unit has the power to engage or dismiss personnel or excuse
them from post. All such actions, however, must be the subject of aroutine despatch to
the Executive Director. Intervention will only occur in instances of under-staffing, over-
staffing or apparent injustice.

6. The orders of a corporation supervisor or head of department to his own personnel are
final. Appeal may be made to the Executive Director only in matters of design,
reduction of wage or dismissal.

7. The Executive Director has the right to intervene in matters of design, technology,
finance, promotion and efficiency and may do so in any area or corporation that is not
being effective or solvent. It is otherwise the intention of the Executive Director not to
interfere beyond broad policy or planning with corporations or departments.

8. Anyone found to be attempting to reduce the effectiveness of the policies or instructions
of the Executive Director or a corporation head or department head by knowingly

contrary advices or interpretations which tend to render the policies or instructions null
and void or appear unwise may become subject to a Committee of Evidence.

9. The Convening Authority of all Committees of Evidence for this areais the Executive
Director, and he may do so on the application of the corporation manager or on his own
cognizance.

COURSE

1. No Course student may be used for giving assists to any Saint Hill staff of any
corporation or members of the public.
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2. No student may be used to give ARC Break Assessments or assists on another student
who is hot his or her assigned preclean Any auditing received by a student must be
from that student's assigned auditor. Exception, instructors or qualified Saint Hill staff
members may audit students.

3. No student may be audited above his classification level. Classification Policies arein full
force on course. The only persons who may be audited above their formally assigned

Class level are Founding Scientologists and these may only be audited up to Class IV

with the reservation that the processes must fit the case.

4. Two levels of processing may not be combined, i.e., Class 0 process run with Class 11
commands.



5. Students are to be moved forward through units in accordance with their check sheets
only and no opinion is to be interjected to prevent such progressthat is contrary to

check sheet evidence. In short, if a student's check sheets call for his progressing

forward no instructor may by opinion only restrain his being moved up.

6. A student may not be retrogressed in units. If a student has attained X2 for example he or
she may not be returned to W or X1. Additional special check sheets may however be

given a student in any unit which must be completed before progressing to the next unit
or division thereof.

7. No student may be instructed contrary to existing technology or advised to do anything
except standard technology.

8. No student may be accepted on course unless they personally desired to be here.
LRH :jw.rd
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 31 MARCH 1964

SCIENTOLOGY ORGANIZATIONS COMMUNICATIONS
SYSTEM:

DISPATCHES
(Addsto HCO Palicy Letter of Dec 13, 1962)
Add to the paragraph on Colour Flash System for Dispatches and L etters:
Grey Paper-All internal dispatches between personnel of HCO (St. Hill) Ltd.

Violet Paper-All dispatches between personnel of Scientology Library and Research Ltd.
and all dispatches to other Orgs personnel from S.L.R. Ltd.

LRH:gl.rd Copyright (c)
1964 by L. Ron Hubbard
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 2 AUGUST AD15
Gen Non Remimeo
The Executive Division isDivision 7.
EXECUTIVEDIVISION
The LRH Communicator isin charge of the Division.
It consists of three departments.

The first department is the Office of LRH Department 21. It isin the charge of the
LRH Personal Secretary.

The second department is the Office of the HCO Executive Secretary, Department 20.
It isin the charge of the HCO Exec Sec Coordinator.

The third department is the Office of the Organization Executive Secretary, Department
19. It isin the charge of the Org Exec Sec Coordinator.

THE OFFICE OF LRH
PURPOSE
The purpose of the Office of LRH is:

"To direct, authorize and organize Scientology and its organizations and to ensure the
forward progress of all.”

All orders, rules, regulations, policies and routes are designed to forward only this
purpose and so no order, rule, regulation, policy or route may be issued or followed that
denies this basic purpose.

The principal sections are the Council Section, LRH Personal Concerns Section, Design
and Planning Section, Files Section, Authority to Issue Section, Signature Section,
Construction Section, and the Household Section.

This office and these sections are represented in every Scientology organization.

In this office are held the Council meetings consisting of LRH, usually by proxy, the



HCO Exec Sec and the Org Exec Sec.

The Council advises actions based on the reports of the Divisional Adcomms which

council actions, when not already covered by blanket policy, must be referred to LRH in
person via his Area Communicator before such minutes are valid. LRH as Executive
Director may however issue orders not passed upon by the Council or contrary to their vote,
asthe org council isitself advisory and is an assistant in an advisory capacity to the Board of
Directors at Saint Hill.

Through this office and its activities, the Executive Director directs and controls each
organization in accordance with the above purpose.

In very small orgs these functions, aside from the Council Section, are taken over by
the HCO Area Sec as LRH Communicator.
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THE OFFICE OF THE HCO EXEC SEC
The primary purpose of the Office of the HCO Exec Sec is:

"To help Ron keep HCO and the organi zation there and make them and the policies,
technology and service of Scientology well known."

Asall orders, rules, regulations, policies and routes for this office exist to further this
purpose, no order, rule, regulation, policy or route may be made or used to interfere with this
purpose.
In the person of the HCO Executive Secretary, this office controls the two divisions of
HCO, and controls the routing and handling of despatches and persons throughout the org
and HCO, and all personnel of HCO and the Org.

THE HCO PORTION

The first two divisions of the entire organization are the HCO Divisions. Thisis known
as the HCO Portion of the organization.

THE OFFICE OF THE ORG EXEC SEC
The Office of the Organization Executive Secretary has as its purpose:

"To help Ron keep the organization solvent and producing and to make Scientology well
known everywhere."

Asall orders, rules, regulations, policies and routes exist to further this purpose, no rule,
order, regulation or policy may be made or used to interfere with this purpose.

This Office in the person of the Org Exec Sec. directs and controls the four divisions of
the Org.



The primary action of the Org Portion of the entire organization is to handle whatever
isrouted and so produce results, and in its 6th Division Distribution, as well as the other
three, to make Scientology broadly known and well thought of everywhere by changing
personal and socia conditions.

It will be noted that the keynotes of the Executive Division are:

1. Authorization and broad direction lies with the Office of LRH.

2. Existence of the entire organization lies with the Office of the HCO Exec Sec.

3. The Conditions of people and society are handled and changed by the Office of the Org

Exec Sec.

L. RON HUBBARD
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 16 DECEMBER 1965

ORGANIZATION OF THE INT EXEC
DIVISION

STATISTICS OF THE
INTERNATIONAL
EXECUTIVE DIVISION
What isastatistic? A statistic is anumber or amount compared to an earlier number or
amount of the same thing. Statistics refer to the quantity of work done or the value of it in
money.
A down statistic means that the current number islessthan it was.

An up statistic means the current number is more than it was.

We operate on statistics. These show whether or not a staff member or group is



working or not working as the work produces the statistic. If he doesn't work effectively the
statistic inevitably goes down. If he works effectively the statistic goes up.

NEGATIVE STATISTICS-Some things go up in statistic when they are bad (like car
accidents). However we are not using negative statistics. We only use things that mean good
where they go up or mean bad where they go down.

Onethen isvalued in the group because of the rise and fall of the statistics for which he
isresponsible.

The organization of the division is arranged to compare with the statistics of Scientology
Orgs and their divisions.

There are seven divisions in a Scientology Org.
These are:
1. HCO Division.
HCO Dissemination Division.
3. Org Division.
4.
Technical Division.
5. Quadlification Division.
6. Distribution Division.
7. Executive Division.
For each one of these there is an International Executive Division Section.
follows:
These sections advise and supervise the comparable divisions all over the world as
OFFICE OF LRH WW contains:
(a) The Advisory Council WW
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(b) The LRH Communicator Advisor WW

(e) Office of LRH production activities and staffs, (sine, book writing,
magazine articles writing, photography, research, hats, policy



writing, etc.)
(d) Estate Section
(e)
()

Household Section
Office of LRH Personal Secretary

OFFICE OF THE HCO EXEC SEC WW
(a) HCO Advisor WW
(b) Dissemination Advisor WW
(c) Secretarial Assistance for the HCO
Exec Sec WW

OFFICE OF THE ORG EXEC SEC WW
(a) Organization Advisor WW
(b) Technical Advisor WW
(c) Qualifications Advisor WW
(d) Distribution Advisor WW
(e) Secretarial Assistance for the Org Exec
Sec WW

All functions of the Int Exec Division are organized within the above framework.

It has its own org board independent of the Saint Hill Org which, to the Int Exee Div. is
another organization.

STATISTICS-The statistic for the whole Int Exec Div is the gross income of all Scientology
orgsin the world combined (but not all franchise holders or field auditors also).

The statistics for the Advisory Sections are:

HCO ADVISOR and SECTION-The two HCO gross divisional statistics of all HCO Divs
in the world combined.

DISSEM ADVISOR and SECTION-The gross divisional statistics of all Dissem Divsin
the world combined.

ORG ADVISOR and SECTION-The gross divisiona statistics of all Org divisionsin the
world combined.

TECHNICAL ADVISOR and SECTION-The gross divisiona statistics of al Tech Divsin
the world combined.

QUALIFICATIONS ADVISOR and SECTION-The gross divisional statistics of all Qual



Divsin the world combined.

DISTRIBUTION ADVISOR and SECTION-The gross divisiona statistics of all Dist Divs
in the world combined.
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EXECUTIVES-Each of the three Offices of the Int Exec Div is handled by a Co-ordinator
instead of adirector asin the case of divisional departments, comparable to Director rank.

The Advisors are Officers. Heads of unitsare "In Charge".
EXECUTIVE STATISTICS-The statistics of Advisors are named above.
There are statistics for all executives higher than advisors. These are:

LRH-Books and articles written, films, tapes, policy letters, HCO Bs,
Sec Eds. Items are given different numerical values.

These are combined into one figure weekly count. Statistics of the production section
are similarly assigned.

HCO EXEC SEC WW-One figure, being the arbitrary add up of the four figures of the
two Advisory Sections of that office (HCO & Dissem).

ORG SEC WW-One figure, being the arbitrary add up of the eight figures of the four
Advisory Sections of that office.

LRH COMMUNICATOR WW-The gross income of the Int Exec Division itself
irrespective of the grossincome of other orgs.

THE CO-ORDINATOR OF THE OFFICE OF LRH-The combined statistic of the Office
of LRH Sections.

THE CO-ORDINATOR OF THE OFFICE OF THE HCO EXEC SEC WW-A ratio of
the number of staff in the division over the gross income of the division.

THE CO-ORDINATOR OF THE OFFICE OF THE ORG EXEC SEC-A ratio of the
expenditures of the division over the income of the division.

THE OFFICE OF LRH PRODUCTION OFFICER-The numbered items as per LRH
statistic actually handed over to Dissem Divisions or distributors to be published or issued.

THE HOUSEHOLD OFFICER-The LRH Statistic as above.
THE ESTATE MANAGER-A ratio between the materiel expenditures of all kinds, salaries

and contracts in the section and the professionally estimated gross income of the Saint Hill
organization.



Other staff members have statistics as set by their immediate superiors.

LRH:emp.rd Copyright ()
1965 by L. Ron Hubbard
ALL RIGHTS RESERVED
L. RON HUBBARD

[Note: The last sentencein "Advisory Sections' has been

amended from "Heads of units or 'In Charge™ to "Heads of units are
'In Charge' " per HCO P/L 8 February 1966.]

WW DIVISION

The original composition of the WW Division was the realization that for lack of a

central operating or governing body in operation all of these various orgs were more or less
adrift. They couldn't in actual fact function without particularly good coordination from a
central org. So the WW Division was formed.

[Excerpted from HCO P/L 31 January 1966, Compilations Section, Department 21, Office of
LRH (A Conference
held at Saint Hill by LRH on 19 January 1966), Volume 2, page 113.
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 20 JANUARY 1966
Issuell

DIVISION 7
INTERNATIONAL EXECUTIVE
DIVISION

OFFICES OF THE HCO EXEC SEC
AND
ORG EXEC SEC DESCRIBED

The organization of this division is modified as follows:

L. RON HUBBARD
Executive Director

_ Div 7 Secretary

Div 7 Communicator |



SOURCE EXISTENCE CONDITIONS

Officeof LRH

LRH Communicator

LRH Personal Aide
Co-ordinator of the

Office of LRH

Keeper of Tech

AdCouncil

Compilations Section

LRH Ethics Authority
Design & Planning Section
Photo Section

Office of the HCO Exec
Sec

Persona Sec to the HCO
Exec Sec

HCO Area Advisor
HCO Dissem Advisor

Office of the Org Exec
Sec

Personal Sec to the Org
Exec Sec

Org Div Advisor

Tech Div Advisor

Qual Div Advisor

Dist Div Advisor

This chart servesfor all orgs.
The posts are filled completely only in WW and are to be filled as orgs expand.
DIV 7 SECRETARY

This new post is the Secretary who cares for the personnel, communications and
administration and quarters of the Executive Division.

The Division Seven Secretary is called just that as any other titleisin conflict with the
offices of the division.

This secretary holds an Executive Division AdComm. Thisisjunior to the AdCouncil



and is on a par with other division AdComms.
The rank of this secretary isthe same as al other division secretaries and in privilegeis
just below that of the HCO Area Sec. who isthefirst secretary of the organization in
privilege and precedence.
The Div 7 Sec never issues orders to other divisions and has no authority to do so.
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CO-ORDINATORS

The 3 offices of the Executive Division are headed by Co-ordinators rather than
directors asin other divisions.

They have the rank and privileges of directors of departments.

Co-ordinators manage the activities and personnel of the office. The Executive
Secretaries have first authority in their own offices of course.

In Chain of Command the Exec Sec forwards all office administrative matters for his or
her office through the Co-ordinator. Administrative matters means personnel arrangements,
supervision and duties of personnel in that office and execution of tasks assigned.

The Exec Secretaries do not forward HCO and org affairs through the Co-ordinators or
the Div 7 Secretary but through Advisors.

ADVISORS

The Executive Secretaries have one advisor for each of hisor her divisions who
operate as liaison officers.

An Advisor has the rank of Officer.

In administrative matters related to the office only the Advisor is under the orders of the
Co-ordinator of the office.

An Advisor may only sign letters as "for the HCO Exec Secretary" or "for the Org
Exec Secretary" and may not sign any communication or letter with only his own name. To
do so would create a by-pass of the Exec Sec and unmock the office.

The Advisor receives and handles all materials relating to the division type heis
appointed to.

The Advisor advises the Exec Sec. not the Division heisin liaison with and issues no
orders with his own authority and uses only the authority of the Exec Sec even in
conversation or letters. He must be given express orders to issue by the Exec Sec even
though hein fact writes them.



An Advisor isreally an aide to the Exec Sec for the Division he is appointed to advise
upon.

An Advisor should implement the orders of the Exec Sec and the Advisory Council and
only as those orders apply to histype of division.

The Advisor isthere to lighten the Exec Sec's burden in all possible ways as they relate
to the area of responsibility for which the Advisor is hamed.

The Exec Sec usually seeks the advice of an Advisor before handling a situation in that
Advisor's type of division but isin no way bound to take it, whereas the Advisor is bound to
issue and get executed any orders expressly given by the Exec Sec.

GENERAL STAFF MEMBERS

Other postsin the Executive Division are held by general staff
members.

The Office of LRH is covered in another Policy Letter.
LRH :ml.rd copyright (c)

1966 by L. Ron Hubbard

ALL RIGHTS RESERVED

L. RON HUBBARD

[Modified and extended by HCO P/L 21 January 1966 on page
41.]
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 21 JANUARY 1966

EXECUTIVE DIVISION
(Modifies and extends the HCO Policy Letter
of 20 January 1966 concerning the
Executive Div Organization Chart)

COMMUNICATORS (EXEC
SEC)
(With data on AdCouncils)

Thetitle Advisory where used as a helper to an Exec Sec is changed to "(HCO or
Org.) Exec Sec Communicator for (division represented)”.



Thistitle has the rank and privileges of a Secretary in hisown org and in ajunior org to
the one appointed, the privileges of an Executive Secretary.

The purpose of the post is:

TO COMMUNICATE FOR THE EXECUTIVE SECRETARY AND HELPWITH
THAT OFFICIAL'S PURPOSE BY COMMUNICATING ON MATTERS AND/OR
HANDLING THEM RELATING TO THE TYPE OF DIVISION REPRESENTED AND
TO BE RESPONSIBLE TO THE EXECUTIVE SECRETARY FOR THAT TY PE OF
DIVISION AND TO BE RESPONSIBLE TO THE EXECUTIVE SECRETARY FOR
THAT GROSS DIVISIONAL STATISTIC.

Only in the International Division or in an org having 250 staff members or more would
this post be filled.

oIC
The Exec Sec Communicator for atype of division receives copies of the graph or
graphs relating to the type of division he or she communicates with as soon as they are made

up for the week by OIC. Graphs of the other divisions may be furnished by OIC option.

For example at WW, copies of the HCO Area Graph for each org would be copied
and sent to the Exec Sec Communicator for HCO Area Divisions.

DESPATCHES
All despatches received in the International Exec Div to the Executive Secretary for a
type of division are routed to the Exec Sec Communicator for that type of Division, and in an
org having 250 or more staff members with no junior orgs, all despatches from the Secretary
of adivision are sent to the Executive Secretary's Communicator for that division.

All despatches from atype of division or adivision are answered by the Communicator
and signed by or for the Communicator's Exec Sec at the Exec Sec's option.

Full Title

HCO Executive Secretary's Communicator
for HCO (place)

TITLES
Short Title
ES Comm HCO (place by telex code)

HCO Executive Secretary's Communicator ES Comm Dissem (place by telex code) for
Dissemination (place)



Organization Executive Secretary
Communicator for Organization
(place in full)

ES Comm Org (place by telex code)
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Organization Executive Secretary
Communicator for Technical
(place in full)

Organization Executive Secretary's
Communicator for Qualifications
(place in full)

Organization Executive Secretary's
Communicator for Distribution
(place in full)

Example:

ES Comm Tech (place by telex code)

ES Comm Qual (place by telex code)

ES Comm Dist (place by telex code)
Richard Roe, Organization Executive Secretary, Communicator for Organizations (Oakland)
Dick, ES Comm Org (Ok)

ADVISORY COUNCIL ROLE

A Communicator has no Advisory Council seat. In the prolonged absence of an
Executive Secretary the first Divisional Secretary acts as the deputy of the Exec Sec absent
in the Advisory Council. The HCO Area Sec is the first deputy for the HCO Exec Sec and

the Org Sec is the first deputy for the Org Exec Sec in the event of prolonged absence. The
ES Communicators do not act as deputies.

At an Advisory Council meeting the ES Communicators attend but are seated together

at adistance from the Executive Secretaries and may not speak or comment unless directly
called upon for areport or for assistance. No ES Communicator may act as the secretary for
the meetings to take its notes and minutes-this task must be done by the Division 7 Secretary.
The LRH Communicator is also present, seated away from the ES Communicators and
nearest the table of the Exec Secs, but has no voice in the meeting except when called upon
for policy letters or Sec Eds.

The full original graphs are sent directly to the AdCouncil by OIC.



In an org with 250 or more staff members and no junior org the AdCouncil takes up

each graph on its own and may call for areport from the Communicator representing that
division and may even call up the Secretary of the Division for information by sending the
Communicator for the Secretary.

At WW, the AdCouncil is furnished with all graphs of all orgs and with the WW

combined graphs for all orgsfor each type of division. The Executive Secretaries inspection
is of the WW combined graph. Thisis noted as up or down. Then the ES Communicator for
that type of Division is called upon to note any effluences, danger or no reports from
individual orgs and to explain what he or she has told or heard from the Executive Secretary
in the outer org concerning the state of the graph. It should be noted that a combined WW
graph that is good may contain an org that is doing badly in that type of division and vice
versa.

The AdCouncil (WW or Area) then corrects or enforces the Communicator actions for
each org for that type of division.

and issue.

The LRH Communicator is seven the wording of the appropriate Sec Ed. for OK

As Keeper of the Seals and Signature, the LRH Communicator may then order the Sec
Edissued IF NOT CONTRARY TO POLICY. If the order seems contrary to policy the
LRH Communicator must despatch the Office of LRH WW by fastest means for authority to
issue the Sec Ed or refuse it, giving the pertinent data.

At WW, the prime concern of the Advisory Council is the competence of Executive
Secretaries of other orgs in keeping their divisions going well.

In area orgs the concern of the Advisory Council is the competence of Divisiona
Secretaries in keeping their Divisions going well.

ALL actions are taken only on statistics. No rumour or opinion may be accepted as a
reason for the assignment of conditions to anyone or anything. The statistics are up or
down and to what degree or trend over alonger period decidesiit.
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statistic.
The LRH Communicator may not issue Sec Eds contrary to the condition of the

Misdemeanors and crimes are the subject of Ethics, not the Advisory Council.

If adanger condition is assigned, then of course the formula of that condition must be
followed.

Sec Eds contrary to condition formulas must be refused.



ES Communicators may not request or advise the issue of Sec Edsto the LRH
Communicator. ES Communicators may suggest Sec Edsto the Exec Sec of his or her own
office or bring them already written to the Advisory Council meeting but may not offer them
unless asked.

ES Communicators may be ordered to write up Sec Ed paragraphs on their own type
of division before the Advisory Council and place them with the papers before the Executive
Secretaries.

An ES Communicator isjudged, like the Division's Secretary, by the graph of the gross
divisional statistic of that division, except at WW where the combined graph of atype of
division isthe graph of the ES Communicator.

Any condition may be assigned to a Communicator himself but only on the basis of the
graphs as in the paragraph above.

If the Advisory Council or an ES Communicator proposes a Danger Condition whichis
not visible in the statistics of that portion or if an Emergency is assigned to a portion in
affluence, the LRH Communicator must cable or report to the LRH Communicator WW at
once whether the condition was assigned or not. Proposal is sufficient.

CONDUCT OF ES COMMUNICATORS IN AREA ORGS

An ES Communicator may in his own org (not WW) work with the secretary of his

type of division giving advice based on policy, Sec Eds and orders, but he may not order the
secretary's personnel or handle the secretary's own despatch line unless a danger condition
isassigned that division.

By approaching his Exec Sec. an ES Communicator may insist on a danger condition or
an emergency but only on the statistic and on nothing else. If the statistic is bad and if the
ES Communicator is doing the Secretary's work on by-pass of the Secretary a danger
condition must be assigned by the Exec Sec on the ES Communicator's request.

A Secretary may file ajob endangerment Ethics report on an ES Communicator who
requests, or an Exec Sec who assigns, emergency or danger condition not shown in
statistics.

DIVISION SEVENS
The Seventh Division and the Division 7 Secretary is cared for by the HCO
Exec Sec Communicator. At WW the Seventh Divisions of al orgs are under the
HCO Exec Sec Communicator WW who communicates to the HCO Exec Secs of the
orgs about them.

CONDUCT OF AN ESCOMMUNICATOR
WW

An ES Communicator WW in the Int Exec Division, having no org. may not work with



the secretary of histype of Division at Saint Hill as above or with the secretaries of other
orgs asthisis aby-pass.

When visiting other orgs an ES Communicator WW may not give ordersto a secretary
but only to the Exec Sec of that org comparable to his post and only on the subject of his
type of division.

These orders are given in writing and a copy is aways sent to the ES Communicator's
own Exec Sec WW by swift means such as airmail or cable when urgent.
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ES Communicators WW away from the Int Exec Division and in another org may not
telephone their Executive Secretary but must cable, and may cable from outside the org at
WW expenseif the situation warrantsit.

Travel and living expenses of an ES Communicator WW are paid by the org to be

visited or the travel only apportioned to several orgs if on the same continent, as such visits
would result in greater income for the org visited which would not be recompensed by
administrative 10%s. Further, currency exchange laws make this an easier procedure.

An ES Communicator WW may not accept fees or costly gifts but may accept tokens

of appreciation or souvenirs. All such must be reported to the HCO Exec Sec WW on the
ES Communicator WW's return and a list of what was expended upon the ES Communicator
WW by the org visited (excepting only casual lunches or treats) must be given to the
Treasurer, WW.

ES Communicators WW may appear at and address congresses and gatherings but if
so areasonable lecture fee is paid to the Int Org Division for it.

ABSENT ES COMMUNICATORS
WW

An absent ES Communicator WW has his post covered for him at WW by a Deputy
ES Communicator WW temporarily posted for aterm of his absence if prolonged to more
than 3 days.

INTENTION

It isthe intention of this policy letter to prevent the lines of an Exec Sec from jamming

as Scientology expands. Therefore it is a prime concern of an ES Communicator to care for
all routine traffic of hisorg's division to the Exec Sec or at WW for all such divisionsin the
world.

An ES Communicator must not habitually bring abody or talk with his Exec Sec and
should depart at once after he has received verbal orders as any Exec Sec time he consumes
is contrary to the reason for his post.

CONFERENCES



An Exec Sec may have in hisor her ES Communicators for a conference or employ his
or her ES Communicators in any fashion on Scientology business.

But an Exec Sec conference with ES Communicator has no force of orders outside the
province of that Exec Sec. The Advisory Council alone may issue orders of avalid nature
binding on the org in general. Conferences may not be substituted for Advisory Council
meetings.

If aconferenceis held it should be to determine what to do about a situation, not to act
asalegal body.

None of this applies when a danger condition existsin an Exec Sec's divisions. Then
orders may be issued in conference.

In a conference with ES Communicators there is no voting or minutes.
ETHICS
An ES Communicator is avalid Executive Hearing Officer.

He or she has no other Ethics rights beyond it being a crime to stop one proceeding on
his or her duty.

BY-PASS

When an ES Communicator in an areaissues ordersto his or her type of divisionitis
not a by-pass of his Exec Sec.

Thisis because heis acting in the name of the Exec Sec.

BUT IF AN ES COMM WW communicates with any secretary it is a by-pass of the
Exec Sec of that org and will bring on a danger condition in that org.
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An Exec Sec by-passing his or her own ES Communicator into the division of that ES
Communicator without informing the ES Communicator is a by-pass. A WW ES
Communicator issuing or taking despatches directly from anyone but an Exec Sec of another
org isaby-pass and will raise havoc. A WW ES Communicator of adivision type does not
communicate with secretaries of that division type. It is a by-pass of Exec Secs of those
orgs.

AUTHORITY OF AN ESCOMMUNICATOR

An ES Communicator has no authority not derived from the Exec Sec or that of a staff
member of his rank.

If an ES Communicator issues orders to another org's Secretary, thisis a by-pass and



will bring about a danger condition as it by-passes the Exec Sec of that other org.

If an ES Comm HCO or ES Comm Dissem issues orders to an ES Communicator on

the org side or vice versathisis a by-pass of both Exec Secs and will cause trouble. Such an
order is unusual anyway and is seldom needed, but if done at all, it must be viathe ES
Communicator's own Exec Sec to the other Exec Sec to the other Deputy.

ES Communicators can of course advise one another in an Executive Division but their
advice is not binding on another ES Communicator and need not be acted upon.

SUBVERSION

If ES Communicators use their authority to subvert an Exec Sec or if they combine to
remove an Exec Sec. it isaHigh Crime.

SUPPRESSION

An ES Communicator who gives bad news continually to his Exec Sec or seeksto
arouse his Exec Sec's wrath against other staff members or orgs or divisions commits a
Suppressive Act.

The temper of an Exec Sec isin the keeping of his or her ES Communicators (where
they exist) and the effectiveness of an org can be severely damaged and its staff harmed by
those who seek to arouse the rancour of an Exec Sec against others.

This does not mean that bad news should be withheld from an Exec Sec. It means it
should be presented with no trimmings or trappings or opinions. If it is bad news and requires
urgent action, an Exec Sec's people should just lay it in writing silently before the Exec Sec.

If asecretary isto be chewed on, the secretary should be brought to the Exec Sec. It
should not be done by message viaan ES Communicator,

An ES Communicator must not convey an Exec Sec's orders with embellishments or
with a description of any misemotion on the part of the Exec Sec.

As an ES Communicator's authority and dignity isthat of hisor her Exec Sec'sit
behoves an ES Communicator to safeguard his or her Exec Sec's reputation by all means
short of false reports.

An ES Communicator may not testify against his or her Exec Sec in a Committee of
Evidence or at a Hearing.

An Exec Sec may testify against an ES Communicator.
CONTINENTAL ORG
A Continental Org when large enough to have junior orgs, puts in a Continental Exec

Div patterned on WW for that Continent and its ES Communicators are used like onein
WW, its senior.



Now maybe the Exec Sec of avery big org or WW can breathe.
LRH:ml.rd Copyright (c)
1966 by L. Ron Hubbard
ALL RIGHTS RESERVED
L. RON HUBBARD
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 22 JANUARY 1966
DIVISION SEVEN

For administrative purposes and to better balance the org. Division Seven is considered
part of HCO.

Division Seven isin the Divisions of the HCO Exec Sec.

The person in charge of it isthe "Division Seven Secretary”.

At worldwide (Int Exec Div) al Division Sevensin all orgs come under the HCO
Executive Secretary Communicator for HCO WW as part of the divisions he or sheis
responsible for.

The HCO Exec Sec Communicator for HCO WW must not communicate directly with
Division 7 Secretaries in orgs as that would by-pass the HCO Exec Secs of those orgs but
addresses all Communications relative to Division 7 to the HCO Exec Sec of that org.
LRH:ml.rd Copyright (c)

1966 by L. Ron Hubbard

ALL RIGHTS RESERVED

St Hill
only

L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 26 JANUARY 1966

INT EXEC DIV RELATION



TO SAINT HILL ORG
The International Executive Division WW isjust another Saint Hill Division.

There are eight Divisions at Saint Hill. The differenceisthat it has 2 Executive
Divisions, one Division 7 for the world, one for the Saint Hill Org.

The International Executive Division has no duplicated "Ethics Officer”. It uses Saint
Hill's.

It isunduly complex to have two whole organizations at Saint Hill. Thereis only one. It
has two Division Sevens-one Div 7 WW, one Div 7 SH.

The Advisory Sections to the world in Div 7 WW look like divisions but they serve
Saint Hill aswell and someday we will have Advisory Sectionsin Div 7 SH also for Saint
Hill only.

LRH:ml.rd Copyright (c)
1966 by L. Ron Hubbard
ALL RIGHTS RESERVED

L. RON HUBBARD
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HUBBARD COMMUNICATIONS OFFICE
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HCO POLICY LETTER OF 1 MARCH 1966
Issuell

Executive Division

EXECUTIVE DIVISION
ORGANIZATION
AND ITSTHEORY AND PURPOSE

There are 8 divisions posted in every organization. There are 9 posted in a Continental

org. There are two Executive Divisions, the International Executive Division and the Area
Executive Division for every org. Thisistrue for the org where the Int Exec Div islocated
and for every other org even though it is not physically located there. In addition there are
the normal 7 divisions of the Area organization.

There are Ninein a Continental Org-the Int Exec Div. the Continental Exec Division
and the normal 7 Divisions of the area org.

The full org board of the International Executive Division must be posted in every



organization as well as the area board. Hence each org has 8 Divisions. Thisis done by
mounting an additional board, one division wide, preferably to the left of the area org board.

In a Continental Org. the Continental Exec Division is added making 3 boards, one for
Int, one for Cont and seven for the area org. the Continental also comes under HCO making
4 divisonsin a Continental HCO.

There is no difference in the pattern of the WW or a Continental or an Area Executive
Division except numbers of staff init. All posts that appear in the Int Executive Division will
also eventually appear in the Continental Exec Division and an Area Executive Division as
orgs grow and numbers of staff increase.

Below isthe pattern of an Executive Division. Smaller orgs have only avery small
number of personnel and very few of the posts filled.

THE EXECUTIVE DIVISION

The Executive Director
The Guardian

The HCO Exec Sec
The Org Exec Sec

Div7
AdComm

Personal
Office of
LRH

Division 7 Secretary
Div 7 Sec's Sec
Div 7 Communicator
Co-ordinator Office of LRH
Co-ordinator Office of HCO Exec Sec
Co-ordinator Office of Org Exec Sec

OFFICE OF LRH

| LRH Communicator
LRH Comm Sec
Exec Div Mimeo Unit
Keeper of the Seals and Signature
Policy Files
Sec Ed Files

LRH Persona Sec

LRH Comm Files
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LRH Personal FilesLRH
Personal Possessions LRH
Persona Va Doc LRH
Persona Finance LRH
Transcription

Project File

The Guardian Communicator
Guardian Comm Sec
Guardian Policy Bureau
Guardian Extreme Conditions Bureau
Danger Branch Bureau
Affluence Branch
ES Personnel Files
Candidate Files
Test Files
Guardian Long Range Promotion Bureau
Promotion Projects

Personal
Office of
the
Guardian

Successful Promotions Branch
Successful Promotions Files
Unsuccessful promotion
Guardian Information Bureau
Planetary Branch

Org Branch

The Guardian Personal Sec
Guardian Personal Matters
Possessions
Travel
Guardian Personal Files
Guardian Personal Finance
Guardian Transcription
Guardian Personal Val Doc

Archives Librarian
Original Tapes
Original Publications
Original Books
Original Magazines
Original Handwritten Papers



Original Letters & Despatches
Historical Data of the Org & Scn
Artifacts

Master Mimeo Files

The Guardian Reference Librarian
Books Files
Magazines Files
Mimeo Files

Visio-Audio Files
The Guardian Message Centre Officer

Policy Letters
Sec Eds
HCOBs

Hat Files

Photographic Files
CineFiles
Educational Aids File
TapeFiles
Transcription Library
Despatch Files

The Guardian Reception

The Guardian Comm Clerks
The Guardian Comm Systems
The Guardian Couriers

The Guardian Public Ltrs

Co-ordinator Office of LRH
Service Section
Personnel Section
Appearances Section
Comm System & Station Section
Courier Section
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OFFICE OF THE HCO EXEC SEC
HCO Exec Sec's Sec
ES Comm for Div 70ffices of LRH Bureau
LiaisonsOffices of HCO Exec Secs Bureau

LiaisonsOffices of Org Exec Secs Bureau
Liaisons



ES Comm for HCO Bureau
Routing Appearances and Personnel Branch

Communi cations Branchl nspection and Reports Branch Design & Planning
Liaison Ethics Authority

Liaison OIC Exec Div Time

Machine

Legal Branch
Tech & Pol Materials

ES Comm for Dissem Bureau
Promotions Branch
Liaisons
Publications Branch

Registration Branch

Corporations
Suits

Legal Liaison
Lega Files
Legal Clerks

Assembly Branch
Liasons

Liasons
Dissem Materials
Assembly Branch
Visio-Audio Aids
Branch
Film Production
Tape Recording
Photographers

Co-ordinator of the Office of HCO Exec Sec
HCO Exec Sec Personal Matters Sec
Files Section
Communications Section
Personnel

Personal Secretaries
Clerks



Travel Section
OFFICE OF THE ORG EXEC SEC

ES Comm for Org Divs Bureau
Income Branch

Liaisons
Disbursement Branch
Liaisons
Assets Records and
Materiel Branch
Liaisons

Treasurer's Office

Finance Records
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Accountants
Clerks

Balance Sheet Files
Non-Current Records

ES Comm for Tech Bureau
Tech Services Branch

Training Branch

Processing Branch

Check Sheet Branch

Standard Process Branch

ES Comm for Qual Bureau
Examinations Branch
Liaisons
Exam Records Files

Review Branch

Liaisons

Liasons
Student Reports



Liasons
Auditor's Reports

Check Sheet Library
Process Library

Liaisons
Certs and Awards Branch
Liaisons
Standard Review Process and
Check Sheet Files
Org Training Branch
Staff Status Materials

ES Comm for Dist Bureau
Field Activities Branch

Clearing Branch
Success Branch

Congress Planning
Past Programme Files
Congress Drill Files
Scn Group Sec WW
Ad Planning
Mail List Accumulation

FSM Liaison

Franchise Liaison

Selectee Files

Liaison

Promotional Literature
Compilation

Promotional Programmes Files

Success Data
Liaison
Success Answers Liaison
Foundations Liaison
OT Operations
Civil Populations Liaison
Chaplain WW
Court Liaison
Justices Liaison

Co-ordinator of the Office of the Org Exec Sec



OES Personal Sec

OES Personal Matters
Communications Section
Personnel Section
Travel Section

Exec Div Finance Unit

The Executive Division for purposes of Admin and AdComm comes under HCO and is part of
the HCO portion of the org and the Division 7 Sec reports to the HCO Exec Sec as his
immediate

superior.

DIV 7 SECRETARY

The Division 7 Secretary heads the Executive Division for purposes of personnel,
AdComm, and Admin and is the administrative senior to all other personsin the
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division excepting only the Exec Dir, the Guardian, HCO Exec Sec and Org Exec Sec. As
such, the Div 7 Sec directs Comm arrangements, is responsible for staff being on post, for
pay, leave, Ethics matters regarding Div 7 staff, Personnel reports and supervision, for
supplies, equipment, quarters and their state of cleanlinessin liaison with the Org Div of the
org to which the Exec Div is attached and in al these mattersisthe senior to all other
persons in the Division except the Exec Dir, the Guardian, the HCO Exec Sec and the Org
Exec Sec. But even these are dependent on the Div 7 Sec for matters of pay, transport,
expenses, etc. The Div 7 Sec handles his duties through the Office Co-ordinators.

OFFICE OF LRH
large.

This office may include only the personnel listed on the chart regardless of the size of
the Exec Div but numerous aids, personal secretaries and clerks may be added. No other
functions may be placed in this office than those listed.

The LRH Comm is usually the Co-ordinator of this office until it growstoo

The Guardian acts to safeguard all of Scientology and under the Executive Director is

the senior executive of all organizations and is senior to all other executives. Thereisonly
one Guardian and this post isat WW and part of the Int Exec Div. But the post may exist in
very large orgs as Assistant Guardian, subject to the direct orders of the Guardian in the Int
Exec Div. The name of the Guardian under the title Guardian is also carried on every area
Org Board in the Area Exec Div. using the name of the Guardian in the Int Exec Div.

Where an Assistant Guardian exists in the local org by appointment of the Guardian, both the
post Asst Guardian and the Int Exec Div Guardian and the Asst Guardian's (for the Area)

and the Guardian's name are carried.



The Guardian has 5 activities:

Policy
Danger
Affluence
Long Range Promotion
Information

The vital original libraries of Scientology come under the Guardian.
The LRH Personal Secretary isin this Department.
THE OFFICE OF THE HCO EXEC SEC
The personnel of this office are as listed on the chart.
THE OFFICE OF THE ORG EXEC SEC
This office contains those functions listed on the chart.

Where a function existsin the Exec Div for the Exec Div (i.e. finance) it comes under
the Office Bureau and Branch most closely related to it. If thisrule isfollowed you will see
that the Exec Division, particularly WW, can operate with ease.

STATISTIC
The statistic of the Int Exec Division in an Areais dudl:

THE AMOUNT OF CASH IN THE BANK ASPER THE LAST WEEK'S BANK
STATEMENTS PLUS THE AMOUNT OF CASH ON HAND AS OF 2.00 PM
THURSDAY OF THE CURRENT WEEK OF THE REPORT.

THE TOTAL OF DEBTS OWED BY THE ORG PLUS OVERDRAFTS AND
CURRENT PAYMENTS DUE ON MORTGAGES (TIME PAYMENTS) AND LOANS
OR BOND OR SHARE RETIREMENT BUT NOT ON THE TOTAL GROSS
AMOUNT OF MORTGAGES, HIRE PURCHASE (TIME PAYMENTS) OR LOANS
OR BONDS.
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Further data on the statistic is to be found in HCO Pol Ltr 1 Mar 66, The Guardian,
whose statistic it also is. This should also be part of OIC hats.

The OIC cables begin with these two statistics. Continental orgs which have a

Continental Exec Division report the Int Exec Div Area Statistics, the Continental Exec Div
Statistics and then the seven area divisions making a continental cable report have two more
figuresin it than an area org's.



The Int Exec Div at Worldwide has a composite graph of al the orgsin the world
added.

A Continental Exec Division has a composite graph of al orgsin that Continental area
including the org which has the Continental Division.

Thelocal Exec Division has the above dual graph.

ALL OIC CABLESBEGIN WITH THE LOCAL STATISTIC OF THE OFFICE OF
LRH.

of LRH.
This continues the report on the gross income of the week, which is the statistic
CONTINENTAL

A Continental Exec Division isformed at such time as there is reason to warrant it.
Otherwise no Continental Officers exist.

When a Continental Exec Division exists, then Area orgs report by cable or telex to

their Continental org which then sends the data by cable to WW. The Area org where the
Continental islocated sends their data by despatch to Continental which includesit in their
cablesto WW.

A Continental Exec Division must however have been established by Int Sec Ed
approved by the Guardian before this routing applies and afull list of what orgs are covered
by the Continental must accompany it.

ZONAL ORGS

If and when a Continental has under it more than five orgs, where established by Sec
Ed approved by the Guardian, one of these may become a Zone Org.

A Zone Executive Division is then established with specific orgs under it and the OIC
report routing is from Areato Zone to Continenta to International at Worldwide.

A Zone Exec Division is organized like any other and has a composite statistic made up
of the area orgs under it. The Area org attached to the Zonal org then has 10 divisions.

SUB-ZONE ORGS

If aZonal Org gets more than five orgs under it one of these is designated a Sub-Zonal
Org. taking under it excess orgs.

A Sub-Zonal Exec Division is established and the Area org where it exists displays 11
Divisions.

OVERALL PATTERN



The principle that no Exec Division of any kind may exist without being part of an org is
held firm. Only an Office of LRH may on occasion exist independent of an Area Org or the
Exec Division but may be even so only a secondary Office of LRH.

The reason for thisis that a senior executive division's decisions would become as
unreal as agovernment's or War Ministry if it had no actual org close against it whose
problems were not familiar to it. Thisis aclear unalterable policy.

There may be no Executive Divisions of any designation floating free of
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purposeful and remunerative area divisions housed in the same buildings or grounds.

An Exec Division like Int or Cont must have an org alongside it to provide its services
and costs.

It isremunerative for an area org to have a senior executive division with it asit

thereby attracts more income. If a Continental Exec Division's area org is not doing as well
as other orgs on that continent (unlessit hasjust started up), well then it follows that it must
be avery bad Continental Exec Division indeed and serves as a sure indicator of inattentive
Exec Secs and where the condition is chronic the senior Exec Div to it should change at
least one of its Exec Secs.

The principle that the orgs in an area should financially support their Continental Exec
Division is also a shaky one for abad senior Exec Division has asitsfirst cry "He-e-elp m-e-
€", and isn't (a) taking advantage of its seniority to attract incometo its area org and (b) isn't
productive and is more suppressive than helpful.

It isworth real income to an area org to be designated a Continental (or Zone or Sub-
Zonal) much more WW. For the seniority of courses and processing are of course arranged
for students and pcs to move to it after servicein their area.

All you have to notice in interpreting statistics is that the Continental's Area org does
worse than other orgs of that Continent to know that it's time for a very thorough
investigation of the four Exec Secs there. Thiswould hold true for Zone and Sub-Zonal
Exec Divsalso.

Similarly, an Office of LRH or the Guardian's Office may not be independent of an
actual working org. Nor any other part of an Exec Division.

Probably the most destructive institution ever invented was a government governing a
business it was not a close part of. Unfamiliar government or unfamiliar ownership is
possible only when all the actual decisions are still made from actual current experience with
the business or activity being governed or owned. So long as Continental has an org to learn
from close to it, then its orders to a distant org will be real and effective.

You will seein"International City" the principle reversed in order to check the whole



idea of government-put the everyday government always unfamiliar with the country and it
gets too unreal to be effective in its country and can content itself with tea parties with other
nations instead of wars. Nationalism is the underlying cause of war.

Y ou will note in our own case that the Executive Director's decisions and planning are
based on data obtained from running orgs and from being close to the SH org while it was
forming and running.

WW, being part of an org. knows the problems of a duplicate org even though 12,000
miles away, as it has handled the same problems. Where any differences exist WW has an
Area AdCouncil to adviseit.

Where traffic gets heavy, then Continental Exec Divisions, with the experience of their
own area org. can handle orgs on that continent and when this gets unreal because of
volume, Zone and Sub-Zonal Exec Divisions can take it up.

Therefore Exec Divisions of any kind are always attached to real, functioning
profitable orgs and pay their way by attracting more businessto their area org than they cost
the area org.

The WW 10%s pay no real part of the expenses of the WW division or even its cable
traffic. These are paid by the org that is also at WW because it makes many times more in
income than WW costs it smply because WW is there. Aside from attracting the public the
presence of the Int Exec Div in the Area org compels a higher standard of administration
and service and close senior authority to quickly handle area problems and defend the area
org.

Any time you hear an Area org groaning over admin expenses of an extra Exec Div
then you know right away that either:

(a) the Area org is handled suppressively or
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(b) the senior exec division is suppressive in that it spends more than it produces for the
area and reduces income.

The 10%s are in actual fact not admin expenses. These 10%s began to be reported

and spent that way to satisfy income tax people. They were originally aroyalty paid LRH to
reimburse his own costs of development and expenses of position. They should at least
reimburse LRH research costs. They were LRH income but were denied him by income tax
authorities who invalidated corporate status because LRH was being reimbursed. So LRH
an individual had to turn them over to admin costs in supervisory orgs to protect orgs, but
leaving him unpaid for his contribution.

S0 no person should start a 5% for Continental 10% for WW etc.

THE 10% GOES ALWAY S TO WW. Regardless of how many echelons of Exec
Divsthere are.



It is worth more money to a properly run area org to have an additional Exec Division,
providing, of course, the added Exec Div is spending within reason and less than the added
Exec Div costsit. For that gets students and pcs fed to it from lower orgs for higher
Services.

The facts on this are overwhelmingly convincing. Negative proof also exists for where

an area org objected (Capetown 1963) and couldn't make more because it was for awhile
Continental, the head of the org portion was | ater, on other grounds, found to be a
suppressive. In another instance (DC 1966) where the DC area org was doing worse than
other US orgs despite being the Continental Org it was found that an Org Exec Sec removed
in 1965 with only small resulting org improvement was found to be still "very friendly with all
staff" and had the current Org Exec Sec living with him but on Ethics review (1966) was
found to be a suppressive who had involved and continued to involve staff in sex parties!

Thus note it has to be pretty bad for an area org to lose out because it has an additional
Exec Division.

These additional Exec Divisions look like an awful lot of supervision but | have found

over the years that Man's organizations don't expand when starved at the top. Man simply
requires that much good supervision to be effective. And in an org which handleslife itself,
the randomity is too great unless one handles cases and problems on awell organized group
basis with adequate pyramided supervision.

It doesn't look thisway if you see how much | supervised by myself for 15 years. But
thisis not pertinent as | was not then driving orgs toward heavy expansion. Further it is
taking at thiswriting more than a hundred well qualified people to take care of the hats | am
shedding, al of which | handled by myself.

Y ou will note that an Executive Division now, with LRH okay of AdCouncil Sec Eds

and Personnel Officer and LRH Comm okay needed for all AdCouncil Sec Eds on personnel
appointments and with the organization of the Guardian and her office, | have taken myself
totally off org and Exec Division lines and fixed it so an Exec Division anywhere can run
without my being there and without any successor necessary as Executive Director. | think
thisisthefirst timein history this has ever been done or that any plan existed to make it
possible. Only successors to afounder have ever gotten subsequent organizationsin trouble.
For the successor is not the founder and the hat then can't be filled asit isno longer a
founder hat.

Y ou see, in doing my job of research | eventually was able to end that function by
completing it. Codification of the original research doneis possible but the original research
was compl eted.

Further the whole structure of organization has been scouted down and whileit can
evolve, its principles exist as complete as necessary.

So in these two fields we have the LRH hat compl eted.

On other things | have done my job as an administrator and case supervisor and all



that. But these are not founder actions.
So asthe duties (to discover the answers to the mind and to discover the
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principles of and organize their application) of the founder end and as 50,000 years did not
furnish anyone to do these exact tasks completely it is unlikely the next will. Aside from
personal considerations, a factor in our organizing and pertinent to understanding an
Executive Division, | set it up thisway so | could complete writing up tech and organizations.

Any other hat | wear is capable of delegation.

Thus the Executive Division exists as the composite Executive Director without filling
the post of Executive Director.

An Exec Div of any designation (WOO, Cont, Zone, Sub-Zone, Area) then can

function as an evolving administrative organism without the liability of the "civil war" that
often results from problems of succession of the top post. It isinteresting that all forms of
government except absolute monarchy developed because none could or did solve the
problem of succession. So to continue our orgs and their work | had to solve this one or
leave Mankind in the lurch at some point in the future when, if | left, succession resulted in
collapse of orgs.

Processing and training we know is best done as a team action and gets dispersed and
squirrels as an individual effort. So we turned "individual practitioner" into a Field Staff
Member like afield agent to feed pcs and students in to an organization where they could be
given standard service. This made stable orgs necessary in order to keep service standard
and not dispersed by the perils of confronting the mad and gibbering and the pc requiring
"individual and unusual solutions” and the cave-in of tech because of economic needs of the
lone practitioner.

The Exec Division answers these problems. It isthere to get tech in and keep it in, get
policy followed and not used to stop growth, keep the group solvent and functioning and the
admin and org pattern correct.

If it doesn't do these thingsthen it isn't doing its job.

If it doesdoitsjob it isworth its weight in case gains for the whole world.

L. RON HUBBARD

LRH :ml.rd Copyright (c)
1966 by L. Ron Hubbard
ALL RIGHTS RESERVED

[Note: Under the Inspections and Reports Branch in the Office of the HCO Exec Sec. OIC and
Exec Div Time
Machine have been added per HCO P/L 11 May 1966.]



[See also HCOP/L 9 May 1966, Estate Section Reverts to Office of LRH, page 610, HCO P/L
18 July 1966, LRH

Personal Office Organization, page 611, HCO P/L 16 December 1966, LRH Persona Office
Organization, page

613, and HCO P/L 22 February 1967, LRH Personal Office Organization, page 614, for
modifications to the

chart for the Office of LRH.]
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To WW
Personnel info
other Orgs and
Cont Divs

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 1 JULY 1966
INFORMATION CONCERNING THE WW TIME MACHINE

Thisinformation is of use to and should be known by all Executives in the International
Executive Division. It isawrite-up of along existing practice in the International Executive
Division.

EXECUTIVE USE

1. Y ou can notice on the Org Board that WW has its own time machine to which you send
any orders as per the 1 May 1965 Pol Ltr, Order Board and Time Machine. You are
expected to:

(a) Have and use an order board
(b) Issue your ordersin writing
(c) Send the carbons to the WW Time Machine in the Inspections and Reports Branch.

2. The WW Time Machineisfor WW orders. Don't send your carbons to the Saint Hill
Time Machine-or your compliances to orders either.

3. The Time Machine exists to help relieve your admin, to provide arecord of your orders so
asto achieve better compliance and to help you complete your cycles of actions. In

turn, when you issue your orders in writing and send the carbons to the time machine, it
helps hold the org there so that it can expand.

There are 2 WW time machines: one for orders to outer orgs and one for orders to
Saint Hill.

5. The outer org time machine isastalk of four baskets. Each basket marks aweek of time.



Your order is placed in the top basket and each week it is moved down a basket. After
it has been in the bottom basket a week, it falls off the time machine and is returned to
you with or without a compliance as the case may be. A month isusually the time
factor alowed for a compliance to be received back from outer orgs.

6. The time machine for the Saint Hill environ consists of five baskets, allowing aweek to be
given for compliance. It isrun exactly as per the 1 May policy. Any non-compliances
are chitted as per the policy. (A copy of the order is sent to the person's Ethicsfile.)

7. Chits are not issued by the time machine clerk on outer org personnel for non-compliance
to time machined orders. As above, chits are issued on Saint Hill personnel for non-
complinace.

X. If you have the same order going to several orgs, you can send the time machine clerk
one copy only, marking on it its distribution. He will make afolder for filing the
compliances or responses, marking them in alog by orgs. The entire folder is then
returned to you at the end of a month's duration.

JUNIORS USE

Juniors are expected to know and use the same Policy Letter of 1 May, 1965. If you
don't have a copy of this Policy Letter, immediately demand one. It is completely in
force with the exception that in WW you to the WW time machine in the Inspection
and Reports Branch.

send your compliance

Let's keep our jobs running smoothly by following these policies. That way we will get
more work done.

LRH:Ib-r.rd Copyright (c)
1966 by L. Ron Hubbard
ALL RIGHTS RESERVED

L. RON HUBBARD
[Note: HCO P/L 1 May 1965, Order Board and Time Machine
referred to above can be found in Volume 0, Page 296, and
Volume 1, page 301.]
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Remimeo

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 1 NOVEMBER 1966
Issue |



WORLD WIDE
ORGANISATION

(Cancels al Policy Letters and sections of Policy Letters relating to Executive Secretary
Communicators and Tables concerning the organisation of the Executive Division except
those organising the Office of LRH.)

(All those persons now styled or titled Executive Secretary Communicators are changed as
of date of receipt to the following posts and policies.)

DIVISIONAL ORGANISERS

World Wide and Continental Executive Divisions (as they expand) are to have on staff
and as assistants to the Advisory Council (WW or Continental) executives to be termed
DIVISIONAL ORGANISERS (DIVISION TYPE) (LOCATION).

This means that each type of division is represented (Worldwide or Continental as they
may appear necessary) by aDIVISIONAL ORGANISER.

The purpose of a Divisional Organiser is asfollows:

To help LRH organise and maintain and supply the division represented (type) in the

sphere designated (locales) with all needful data, policy, tech, programmes, examinations,
plans, courses and activities of every kind needful to the success of that type of division and
to organise and raise in efficiency that type of division in the locales for which the Divisional
Organiser isresponsible.

TITLES
This means there are seven different titles of Divisional Organisers:

7. Divisional Organiser, Executive
1. Divisional Organiser, HCO

2. Divisiona Organiser, Dissem

3. Divisional Organiser, Treasury

4. Divisional Organiser, Tech

5. Divisiona Organiser, Qual

6. Divisional Organiser, Distribution

Thetitleisfollowed by "WOQ" for Worldwide or the Continental abbreviation for
Continental Orgs or, if Area Orgs grow sufficiently large, for Area designation.

AUTHORITY

The Divisiona Organiser may issue orders, via his Advisory Council, to any division of
his type in his sphere of authority.

Independent orders may not be issued without Advisory Council approval. And all



Advisory Council orders require LRH Communicator authority.
SENIORITY

A Divisiona Organiser is senior to any Secretary in hisdivision but not to an Executive
Secretary. He holds the nominal rank of secretary.

MATERIALS AND SUPPLIES AND PROGRAMMES

It must be at once visible that what a division needs most are its materials, supplies and
programmes.

A Division type needsits policy letters and check lists of them, its applicable orders and
directives, the data it employsin useable form.
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Different types of divisions need different things. Tech needs its courses laid out in full,

its processes, its regulations, etc. Qual needs its examinations and Review materials and its
Certs and Awards. Distribution needs its Info Packets, its FSM sign-ups and programmes, its
Congress programmes and dates, etc.

Each type of division needs its know-how and each has certain requirements.

The Divisiona Organiser not only assembles and supplies all thisor seesit is supplied,
he or she makes sure it is properly used or exhibited.

STATISTICS

The statistic of a Divisional Organiser isthe combined gross Divisional Statistic of his
or her type of divisionin his or her sphere of authority.

AD COUNCIL

The Divisional Organiser isafull voting member of the Worldwide or Continental
Advisory Council to which he belongs.

He or she has one vote regardless of the number of divisions represented or the
number of types he or she represents.

He or she may not, however, vote by proxy if absent.
PERSONAL PRESENCE

The Divisiona Organiser may call on hisor her type of division personally to organise,
reorganise, inspect or supply it. But if so, all expenses must be borne by the org using his or
her services and no fees may be given him or her personally. In the event of several orgs
being called on expenses are shared by them as they appear actually. All such expenses
must be reported to the governing org or any additional fees paid to the governing org.



AUTHORITY

If any org isfound to be short or deficient in one of its divisions in knowledge, skill,
materials, supplies or programmes, it is the Divisional Organiser that is held responsible by
the Ad Council of the governing body.

And after his own efforts are made, if adivision in any org in his sphereislacking in
knowledge, skill, supplies, material or programmes the Divisional Organiser holds the
Secretary of that specific division responsible and may require, through orders of his Ad
Council, appropriate action, Hearing or Comm Ev on that Secretary.

But where a Divisional Organiser demands Ethics action it must be through the Ad

Council of the Executive Division to which he belongs. And the order must assign a Danger
Condition as well to the Executive Secretary immediately over the offending secretary in that
org.

SIZE OF ORG

While supplies and programmes are gauged by the size of the org and its class, this
policy also appliesto Six Department Orgs and Six Section Orgs.

CORRESPONDENCE

So long as correspondence between a Divisional Organiser and the head of that type of
division (Dept or Section in 6 Dept or 6 Sect Orgs) does not order but only recommends and
as long as such recommendations are not contrary to policy or his Ad Council directives, the
Ad Council need not pass on the correspondence of a Divisional Organiser but may review it
on request at any time.

SIN

Theonly real sin of aDivisional Organiser isto have adown combined statistic or a
low statistic for hisdivision typein an org.

58

COSTS
Materials sent any division in an org must be paid for by that org.
If large unpaid bills for divisional materials exist in an org. the supplies may not be shut
off but the Ad Council of that org may be reviewed for the possibility of new chief
executive personnel.
An org may be requested to order materials but if it pleads insolvency or inability to so
order in reasonable or needed amounts the matter of its finances must be reviewed closely

for any inactivity or discrepancy or irregularity. In such a case the Divisional Organiser must
obtain an order for a Board on the org's finances from his own Ad Council.



DIRECTIVES

Directives requested by a Divisional Organiser for a specific division or general type of
division, must be submitted, already written, to his Ad Council for approval before issue and
must be passed by a majority vote of the Ad Council.

Such orders may be amended or disapproved by his own Ad Council.

Care should be taken not to issue general orders for actions already in progress in some
orgs. Such should be issued only to orgs where the orders have not been complied with or
who are not complying.

BOARDS OF INVESTIGATION

A Divisiona Organiser in need of data may request from his Ad Council aBoard to be
convened on histype of division in a specific org. but if so, the order to be passed must be
written, complete with appointments by the Divisional Organiser before submission.

URGENT DIRECTIVES

A Divisional Organiser requiring an Urgent Directive may obtain one by getting the
signatures of amgjority of the members of his Ad Council and its Chairman. But if thisis
done, or if any Urgent Directive is granted by his Ad Council in session or is passed by the
Ad Council at any time, the three steps of HCO Pol Ltr 31 Oct 1966 Issue | must be
followed.

STAFF

A Divisional Organiser must collect or appropriate any "specia sections" or personnel
junior to him in the Executive Division org who are compiling or paralleling his activities so
that no specia unitsin Worldwide or Continental Executive Divisions exist outside the
appropriate Divisional Organiser.

Staff for aDivisional Organiser will be considered excessive if its combined pay (his
included) amounts to more than 40% of the total income of the governing org for the
materials of that division type actually received by the governing org.

Thereforeit is of importance that the Divisional Organiser (a) makes hisdivision typein
each org increase the income of its org. (b) that his materials furnished are successful and
used and (c) that the materials are paid for by the org to which they are furnished. (This one
clause is effective on 1 Feb. 1967 only.)

L. RON HUBBARD
Founder

LRH : jp.rd Copyright (c)
1966 by L. Ron Hubbard
ALL RIGHTS RESERVED



[See also HCO P/L 21 December 1966, Advisory Council, page 466, which modifies the
authority of the
Divisional Organisers.]
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EXECUTIVE DIRECTIVE

ED 473 WW 842 SH
Reissue and Amendment
of ED 469 WW 833 SH

WW EMERGENCY
CONDITION

NOT HCO POLICY LETTER CORRECT
COLOUR FLASH

BLUE ON WHITE
1 September 1967

1. A general condition of EMERGENCY BY TREND isassigned WW on abasis of
leveling or dropping composite outer org graphs. All WW personnel isincluded. The
condition is assigned by trend and although Day orgs are losing business to Foundations
thisis no reason Day orgs should be permitted to level off and then collapse. Don't
rationalize statistics.

2. Also WW must review its graphs for false reports and must in the future send them
through to me weekly so earlier action can be taken.

3. If the outer org stats do not remarkably improve fast the feeder line for SH will fall off
bringing about a decline of SH.

4. The Guardian WW stat is good and shows improved money handling. But with this has
also come ageneral decline of promotion, leveling graphs and utter stagnation in outer
orgs which if neglected will see a collapse of one or more orgs and a depression at SH.
The outer orgs probably improved their cash-bills ratios by SAVING money on
promotion and essential services. The only way to do it (get cash-bills straight) isTO
MAKE MORE MONEY.

6. Now, these things (leveling graphs) are usually traced to non-compliance.

7. In this case the programmes on which there have been non-compliances are:

(1) The recruitment at flat out speed of org execs and getting them through the Org
Exec Course and back home. Somebody is sitting on this one with a"We are



looking over stats...." and other delay excuses. This course MUST get popul ated
FAST and the programme GOING. This omission all by itself accounts for leveling
graphs as the programme was already stalled for ayear and forgotten when |

caught the ball afew months ago. But | bet nobody is really pushing that ball
except me. So GET SOME STAFF ON IT AND GET THE EXEC COURSE
FULL. | aso bet somebody put a stop on the line by charging orgsafeefor it or
saying to existing execs in outer orgs-"We are training your replacement so send
us some people so we can kick you out." GET THE STOPS OFF THIS
PROGRAMME. SPEND MONEY ON IT. PUT WW STAFFON IT.

(2) Each org to put out its own magazine. I'll bet they don't or we're not furnishing the
copy or they are sending only to some choice list instead of their total CF or they

are economizing or they are turning out trash with locally written (not LRH)

articles. They MUST get into swing with quality AND ON POLICY local

magazines and WW better realy start SHOVING HARD on this one.

8. Thewhole fault is WW is not forcing outer orgs to get in new people and forcing them to
service everyonein CFs.

9. Orgs do thisbadly. They sit and sink while servicing walk-in public. They have to be
forced to widen their areas of contact. As| did this ailmost single-handedly for years, it
isahat that WW has not picked up. FORCE OUTER ORGS TO EXPAND.
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10. SA promotion effectivenessis a screaming disgrace. They've gone utterly stagnant
while remaining solvent.

11. It also means local tech isout in outer orgs and the areas are full of ARC Breaks not
caught. In such a case | aways order orgsto pick up and smooth out AT ANY ORG
EXPENSE every ARC Broken pc they can find in their files or areasas A SPECIAL
PROGRAMME. They put in an ARC Break Registrar who liaisons with Accounts and
with Review and with CF searching for ARC Broken pcs and students. A special
yenned in full time auditor is put in Review and AT NO CHARGE to pcsis kept busy
on ARC Breaksonly WITH IT BEING AN ETHICS OFFENSE TO USE HIM OR
THE ARC BREAK REGISTRAR FOR ANY OTHER STUDENT, PC OR DUTY.
And you clean up the whole field from years and years back. This ARC Break Auditor
cures the ARC Breaks with Level 111 tech and sends the person to the usual registrar
when done. THIS is his stable datum: IF YOUR PC ISNOT SMILING AND

HAPPY AT THE END OF SESSION YOU ARE NOT AUDITING.

12. The ARC Break Registrar has a special dua stat-how many ARC Broken pcs have
been found, in files, etc. how many contacted. The ARC Br Auditor has a special dual
stat-how many ARC Breaks (not pcs) found, how many handled.

13. Now you put TWO specia staff members on (1) above to get the Org Exec Programme
UNSTOPPED and at a howling avalanche in on SH and back home FAST. And you

put a special WW staff member on (2) to get the ARC Br Programmeinin in fast and
correctly with all tech watched and the special stats as above coming in weekly



appended to other stats. THESE WW PEOPLE MUST HAVE NO OTHER
DUTIES.

14. Locally, in WW, you get ETHICS in on local WW staff and hold a hearing on a quiver of
an eyelash. Remove all who have full in baskets and all who develop DEV T. Appoint

an ETHICS OFFICER WW and a DIR COMM WW and make them work on WW

and then when that's smooth get to work on Ethics and Comm Procedure and

Swiftness in outer orgs.

15. WW is essentially a PRODUCTION activity. You are supposed to get out the materials
and hats for the outer orgs, supposed to keep them expanding, getting their staffs

trained, keep them promoting and getting their mag materials to them. They are not

getting the hat and tech materials they ask for obviousdly.

16. These outer orgs (as per current WW graphs) are NOT making Scientologists. They
are making PCs. They have degenerated into a bunch of clinics. Therefore their
Academies are bad, the courses not constantly scheduled and too long. They are trying
to make duplicates of the Saint Hill Course not teach fast, minimum essentials courses.
They haven't got their Dianetics coursesin. Their instructors aren't on schedule. A lot

of "opinion" is entering the training line. Ethicsisn't held in on students. SO you have to
groove their Academies in from top to bottom and SHORTEN and SPEED

ACADEMY COURSES. One month for Dianetics, 2 weeksinalevel upto 1V or 10
weeksin al to complete O-1V.. Adapt the old 50 Course booklets to a new Home
Instruction Course.

17. Don't keep answering letters from org staffs in outer orgs as a sole WW activity. Use
the comm lines to find what they need and get it produced and to them. Get over to
CAUSE on production. GET TO THEM WHAT THEY NEED.

18. Study their org boards and get in a system of getting frequent copies by sending them a
blank which contains posts. The big blueprint machine in the basement is there to do

only that and I'll bet you have not sent out one photostat blank to any org so they can

write in the names. It takes two big sheets lengthwise joined on edge with all postsin.

You haveto do afull SH Org Board Master of posts and Depts and Sections only.

Then copy it and mail it (in 2 sheets) to each org EVERY QUARTER and post them in
WW when they come back. This programme belongs to the Div Org for HCO and I'll

bet the current WW post holder has never heard of it!
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19. My view isyou are losing your purpose, letting key lines drop and get forgotten and are in
the business of answering up when somebody writes you, "Dear Pete-How are things

at SH..." and replying, "Dear Joe, Things are okay at SH. We had a fine day today

with all the flowers..." And THAT'SNOT YOUR JOB.

20. Y ou were organized to take over my hats and | never wrote a"Dear Joe" in my life. |
produced the written down wherewithal to teach and process and organize and got it
into action in the outer orgs and kept them promoting and expanding. The technical
creation part I've done. Your job isEASY. All you have to do is copy it, mail it and get



it applied. "Dear Joe" despatches are your social life so do it at home.

21. If WW graphsremain level asthey are and SH graphs climb, SH is going to run out of
public suddenly. And THAT WILL BE ON YOUR HEAD.

22. You are in Emergency. That means NO WW staff gets normal pay or bonuses but
subtracted pay.

23. You'll be out of Emergency when the WW graphs start climbing all across the boards.
24. Too much attention on accounts, too little attention on promotion, too tolerant of lousy
tech and slack ethics, ignoring the need of making new Execs in order to expand and
completely ignoring ARC Breaks, all in the outer orgs.

25. You are interiorized into a successful SH but the prosperity there is threatened by level
graphsin outer orgs. So WW has not been doing its job, whatever else it has been

doing.

26. If | have to follow this up, Danger Condition is the next step and it's right around the
corner. Yourein aREAL EMERGENCY. A delay in your graphsto meisthe only
reason it was not declared earlier, so it has now gone pretty far.

27. Get the above into RIGHT NOW CRASH PROGRAMMES with specia staff. I'll be
watching. Stop letting SH down!

[seal]
L. RON HUBBARD
Founder
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HCO POLICY LETTER OF 6 SEPTEMBER 1967
Remimeo
WW DIVISION REORGANIZATION
(Cancels all Earlier Organization Charts
of WW Division)

Board of Directors: Thisis composed of the HCO Exec Sec WW, the Org Exec Sec WW,
the LRH Comm WW.

Executive Council: Same as the Board of Directors.

Advisory Council: Thisis composed of all Divisional Executives, Liaison Executives, &



LRH Personal Aidein the WW Division. It advises the Executive Council and isrun like all
other Ad Councils as covered by Policy. It is headed by the LRH Personal Aide as
chairman and its chairman is no longer elected.
OFFICE OF LRH

This office handles the affairs of LRH and has the signature and seals of the org.
It is headed by the Office Manager of the Office of LRH WW.
It contains the Office of the LRH Communicator WW.
It contains the Office of the Guardian WW.
It contains the LRH Personal Secretary and LRH Personal Aide.
These sections are organized as per earlier Pol Ltrs.
It also contains the Div 7 Sec WW whose duties are detailed in earlier Pol Ltrs.

OFFICE OF THE HCO EXEC SEC
This office is headed by the HCO Exec Sec WW.
It contains one Divisional Organizer for Divisions 7, 1 & 2 for each Continental Office
in the world. The person is called the "HCO Continental Liaison Officer for (name of
Continental Office) at WOQ". This one personisliaison for each and every Div7,1 & 2in

that Continental sphere.

It compiles all needful divisional materials for every orgin the world under a Materiel
Executive.

The office contains as well the Communicator WW and the Ethics Officer WW.

This officeisin charge of pushing through Special Programmes such as getting org
EXECS up.

It also contains all WW addresses and files and The Auditor staff.

It aso has the worldwide Personnel and Ethics Files.

The HCO Exec Sec activities in this office.

WW is personally and directly responsible for all personnel and
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The office also coritains the necessary clerks, etc for its functioning.



THE OFFICE OF THE ORG EXEC SEC WW
This office is headed by the Org Exec Sec WW.
It contains one Divisional Organizer for Divisions 3, 4, 5, 6 for every Continental Office
in the world. This person is called the "Organization Continental Liaison Officer for (name of
Continental Office) at WOO".
This office runs the Org Exec Course.
It also contains the OT Central Committee.
The Office contains as well the Treasurer WW.
It also contains the clerks, etc necessary for the operation of the office.

Thisisthe total extent of the WW Division 7.

Earlier policy on, say, the Office of the Guardian, the Office of the LRH Comm, the
LRH Pers Sec all apply.

Every org and every Exec Council in the world is subject to the WW Div and it is
responsible for the smooth running of every org in the world.

| forbear to lay down endless policy for the conduct of HCO Exec Sec WW and the
Org Exec Sec WW or their Continental Liaison Officers.

All 1 will say isthat its executives must complete the Org Exec Course to be more than
temporary, and that its key policy is: "The Supreme Test of athetan isto make things go
right.”

And | expect they will make things go right in every org in every Continental Areain
the world and do it well and do it NOW.

LRH: jp.rd Copyright (c)
1967 by L. Ron Hubbard
ALL RIGHTS RESERVED
L. RON HUBBARD
Founder

[See dso HCO P/L 2 July 1968, Office of LRH WW Reorganization, page 622, which
modifies the Office of LRH
given abovel
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HUBBARD COMMUNICATIONS OFFICE



Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 8 SEPTEMBER 1967
Issuell

CONTINENTAL LIAISON
OFFICERS AT WW

The authority of the Continental Liaison Officer at WW, for HCOs or the Org portions

is JUNIOR to the Executive Secretaries of any org. Only the HCO Exec Sec WW and the

Org Exec Sec WW are senior to the Exec Secretaries of orgs.

The Continental Liaison Officer is not there to issue ordersto orgs. Heis at the service

of orgs. HCO Continental Liaison isthe WW Comm point for the HCO Exec Secsin every

org in the Continental zone. The Org Continental Liaison isthe WW Comm point for the Org

Exec Secsfor every org in the Continental Zone.

They are essentially representatives.

They are there to get the stats of each org up by providing SERVICE from WW.

They are far too far away to give orders with any reality. But they can HELP.
STATISTICS

The statistic of each Continental Liaison Officer isthe same as the Continental Exec

Sec (HCO or Org) of the Continent he represents. It is a combined stat for his portion of

those orgs.

His NAME appears on the WW Division statistic.

He should be from the Zone he represents insofar as possible.

The Continental Liaison pair at WW are not the Continental Exec Secs.

The WW HCO Exec Sec and WW Org Exec Sec should pass any orders via and

obtain any data on any continent via the Continental Liaison Office AND IN NC) OTHER
WAY.

HCO and Org Exec Secsin orgs should not address the HCO and Org Exec Secs but their
own HCO or Org Continental Liaison Officer at WW and order him to bring up this or that
at WW.

Local lack of books, supplies, meters, bulletins, pol Itrs should be pointed out to the Cont
Liaison WW.

Absence of policy, down stats, etc. should be pointed out to the Exec Secs of an org by
the Continental Liaison Officersat WW IN ORDER TO GET STATS UP.



Continental Liaison Officers are only in the business of getting stats up in each org and
portion they represent and finding out for the Exec Secs WW why the stats aren't up.

Find the data, find the outness, for the Exec Secs WW is a primary duty of Continental
Liaison Officers at WW. For instance, find out why NY can't keep execs long enough to
train them, find why Miami is almost non-existent. Really find out why and give the data to
the WW Exec Secs.

GET THE STATSUP. AND HELP THE OUTER ORGS.

LRH:jp.rd Copyright (c)
1967 by L. Ron Hubbard
ALL RIGHTS RESERVED

L. RON
HUBBARD
Founder
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 21 SEPTEMBER 1967
(Amended and reissued 23 Oct 1967)

INTERNATIONAL OFFICERS AT WW
ALERT COUNCIL

The post of INTERNATIONAL COMMUNICATIONS OFFICER isformed with the
duties of ensuring all Scn comms flow within WW and in all orgs and on all lines. It is under
the HCO Sec WW in the Dept of Comm.

The post of INTERNATIONAL ETHICS OFFICER is formed with the duties of

maintaining WW Personnel files of all org personnel over the world and getting in Ethicsin al
orgs and ensuring appointments of only Ethics free personnel in orgs. His okay is required
from an Ethics standpoint in all post assignmentsin Scn orgs over the world hereafter. It is
under the HCO Sec WW inthe Dept of | & R.

The post of INT ADMIN OFFICER is formed. He holds the Admin pattern of the org

in position in every org and makes certain that execs know and follow Policy Letters asto
the form of the org. body flow lines and functions of posts and to org spatial arrangements
and sees that al the data taught, on the Org Exec Coursg, is applied and that Scn Executives
and staffsaretrained in it and use it. He also sees that policy is not used to stop proper flows
or halt expansion. He also sees to the correctness and issue of hatsin all orgs and does what
is needful to make all Policy Letters available and in useful form. It is under the Dissem Sec
WW, Dept 5.



The above three posts are under the HCO Exec Sec WW. The post of

INTERNATIONAL SPECIAL PROGRAMMES EXECUTION OFFICER isformed under
the HCO Exec Sec WW to collect, watch, record progress and push already originated

specia programmes such as junior staff to be trained on Org Exec Course, Cash Billsratio to
be improved, Qual Divs to be established, etc. and to propose programmes of long range
improvement. Since lack of attention to execution of long range planning is what brought WW
to Danger, aprimary job of the post isto find and list and follow through all such authorized
programmes for any org or division as most troubles in the past stemmed from dropping one
of these key programmes, the rest of WW being concentrated on current affairs and using
extraordinary solutions. It is under the Dissem Sec WW Dept 6.

The post of INTERNATIONAL PROMOTION OFFICER is formed under the Org

Exec Sec WW. It isto push standard promotion in al orgs, the sale of books to public, FSM
activities, Congresses and general division six actions with the purpose of expanding
Scientology numbers by pressing on with proven methods of reach and seeing that no org
neglects them. It is under the Dissem Sec WW Dept 4.

The post of INTERNATIONAL TECHNICAL OFFICER isformed with the duties of
keeping standard tech in and only standard tech practiced over the world. It is under the Tech
Sec WW Dept 10.

The post of INTERNATIONAL DECLARATIONS OFFICER isformed under the

Org Exec Sec WW to watch al declarations procedures to ensure their correctness and to
take action on all incorrect declares to correct them and to implement policy relating to
examinations of processing results, the only persons amongst Scientologists who have given
trouble having been misdeclares. It is under the Qual Sec WW Dept 13.

The International Treasurer WW is under the Guardian WW Dept 21.

The eight soft points of Scn orgs which require constant aertness and attention are
Comm, Ethics, Admin Pattern, Tech, Declares, Special Programmes Execution, Public
Expansion and Finance. The last point is covered by the TREASURER in the Guardian's
Office.

These are the principal hats | have to wear in management which if neglected bring
about Danger conditionsin all other lines and activities.

These eight posts work in close liaison and must meet weekly as the "Alert Council
WOQO".
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This Council has advisory powers and isto draw up weekly for the LRH Comm WW,

the Guardian WW and the HCO and Org Exec Secs WW an Alert Bulletin org by org giving
aprediction of good expansion or trouble or contraction based on their respective fields of
Comm, Ethics, Admin Pattern, Tech, Programmes Execution, Public Expansion and Money
with recommendations for any action in each org or generally. They are then to execute the
action asindividual officerswhen it is approved or as modified unanimously by the executives



towhomit is sent. The guiding rule of these officers and the Alert Council is contained in
The Supreme Test HCO B of 19 August 1967 and each officer on these eight posts should
draw up a paper on exactly how that bulletin is to be brought about by his specialized post
over the world of Scn and send to me when appointed.

LRH:jp.rd Copyright (c)
1967 by L. Ron Hubbard
ALL RIGHTS RESERVED

L. RON HUBBARD
Founder

[Note: The 23 Oct revision added the sentences shown in this type style. It was again revised
on 10 Jan 1969 by

the OES WW, saying, "The post of International Promotion Officer is formed under the Public
Activities Sec

WOO." A further revision on 5 June 1969 by the OES WW changed this to "formed under the
Public Exec Sec

WW" and also changed "general division six actions' to "general Public Division actions' and
placed the post

"under the Public Activities Sec WW Dept 19". Dept 21 was also changed to read Dept 27,
reflecting the 9

Division Org Board, and the last of the eight soft points was given as covered by the Treasury
Chief instead of

Treasurer. The conflicting data of the International Promotion Officer being apparently under
two different

sections of the Org Board originated in the 23 Oct '67 revision when additional Org Board
placement data was

added, it apparently being missed that this post was already shown as under the Org Exec Sec
WW when the

addition of being under the Dissem Sec WW Dept 4 was added. This was corrected in the 5
June 1969 revision

where "It is under the Dissem Sec WW Dept 4" was changed to "It is under the Public
Activities Sec WW Dept

19."]

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

Remimeo

HCO POLICY LETTER OF 21 SEPTEMBER 1967
(Amended and reissued 23 Oct 1967)
(Amended and reissued 5 June 1969)
(Amended and reissued 23 Sep 1969)

INTERNATIONAL OFFICERS AT
WW.
ALERT COUNCIL



The paragraph concerning International Promotion Officer is amended and reissued as
follows:

"The post of INTERNATIONAL PROMOTION OFFICER isformed under the

Public Exec Sec WW. It isto push standard promation in all orgs, the sale of books to public,
FSM activities, Congresses and general public division actions with the purpose of expanding
Scientology numbers by pressing on with proven methods of reach and seeing that no org
neglects them. It is under the Public Planning Sec WW, Dept 18."

Tom Morgan- Public Exec Sec WW
David Dunlop- Deputy Qual Sec WW
Ros Vosper - HCO Area Sec WW

Ad Council WW
Anne Tampion- HCO Exec Sec WW
Allan Ferguson- Org Exec Sec WW
Tom Morgan-Public Exec Sec WW
Rodger Wright - LRH Comm WW
Leif Windle-Policy Review Section WW

LRH:TM:ei.rd Jane Kember -The Guardian WW
Copyright (c) 1967, 1969 for
by L. Ron Hubbard L. RON HUBBARD
ALL RIGHTS RESERVED Founder
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 21 SEPTEMBER 1967
WW INCOME OUTGO

WW shall now open its own bank accounts independent of SH and operate its own
accounting unit, pay its own salaries and bills al in the Treasury Office as a new section
containing income, disbursement and Dept 9 functions. It isto owe SH for all assets, stocks,
equipment and pay SH rent. Itsincome consists of gross quantity book sales, meters, tapes,
10 percent and such income as it may develop.

It may borrow money from SH to replace stocks but it must record such as a debt.
It paysits own salaries and bills. It may charge SH for the Auditor, WW owns the
International Address Files but not SH CF. Its stats must be rearranged to reflect its volume

of production and solvency.

It must become independently solvent and self supporting as adivision. It may charge
admin costs of Advanced Courses but must deposit all Advanced Course fees less admin



Costs in areserve account as neither it nor SH owns these fees.
Itsincome and debts are included in the International Balance Shest.

It must use care in its personnel and production costs and must manage well to increase
its 10 percents and the gross volume of books, meters, tape sales over the world.

A full valuation of stocks and equipment must be taken and listed as a debt to
SH.

It starts its independent cycle on 1 November 1967.

LRH :jp.rd Copyright (c)
1967 by L. Ron Hubbard
ALL RIGHTS RESERVED
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L. RON HUBBARD
Founder

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 21 SEPTEMBER 1967

WORLDWIDE AND SAINT HILL FUNCTIONS
REDEFINED

The Worldwide Division at Saint Hill shall hereafter function as a service centre to al

and shall contain HCO and Org representatives for every Continental Area and for use by
every org's Exec Secsin expediting service, students, pcs and material and personnel for
their orgs. The WW Exec Secs are there to make service to and production for all orgsreal
and effective. Saint Hill's technical training and skill are the real hope of Scientology for so
long as it doesits job well in training auditors and processing pcs and training executives
Scientology and all orgswill prosper.

Therefore the most highly skilled executives and auditors and supervisorsin the world
areto be used in the Saint Hill Org rather than the WW Division with the single exception of
the WW Office of LRH.

The WW Division emphasisis on production of material for international use by all orgs
and service to those orgs and expediting matters for those orgs with orgs with Saint Hill.

So fang as the WW Division produces material and looks after service and Saint Hill
sets an example of technical perfection international Scientology will prosper.

LRH:jp.kd Copyright (c)
1967 by L. Ron Hubbard
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L. RON HUBBARD
Founder
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 18 OCTOBER 1967
Issuell

WW-HOW TO COMM TO WW
CONTINENTAL LIAISON
OFFICERS

Any organization in the world can comm to WW to get service, materiel, clarification
and resolve problems.

Each Continental Area appoints 2 Continental Liaison Officers for a period of six
months who then serve at WW. Transport is at the expense of the Continental Area. Living
expenses and pay are at the expense of WW while the representative is there.

One of these represents the HCO side of the orgs on the Continent, the other
represents the Org side.

Ordinarily anew Cont Liaison is sent every 3 months, HCO, then Org. to leave
someone at WW to groove in the newcomer.

At times of personnel scarcity there may be only one representative representing both
HCO and Org sides.

At WW the Cont Liaison Officer may be refused seating in the Ad Council if it be

proven heisthere really for personal service or it has been arranged as a part time favour to
astudent or if the representative fails to get a clearance from the Int Ethics Officer at WW.
A representative can also be seated and then dismissed if new evidence turns up on the
basis of personal service asthe real reason or bad Ethics record. But a representative may
only be returned to his Cont area with full reasons why-he or she cannot be punished at WW
and enjoys personal immunity from arrest as do any ambassadors. No WW threat of
punishment can be used to silence or coerce a Cont Liaison Officer as heisactualy an
ambassador. His own Cont Exec Council can however discipline him while at WW for alter-
isor inaction or comm jams or relay failures or being insufficiently causative or for high
crimes but for no other reasons. A Cont Liaison Officer has total freedom of speech at

WW in Ad Council but he may not circulate statements to his Cont area he has not voiced in
or committed to writing to the Ad Council. His voting record becomes part of hisorg
personnel file.



The Cont Liaison Officer can go to the HCO or Org side of WW (whichever he
represents) for help or service or redress for his area and do all possible to expedite matters
and raise stats for any of his continental orgs.

the org.

The Cont Liaison Officer isjunior to Exec Secsin his Cont zone and has to take their

orders. He cannot give orders to them. He can relay to them orders from the Exec Council

WW but not from Secretaries WW or below.

The Cont Liaison Officer's stats are the combined stats of the orgs on his side of

The Cont Liaison Officer may not vote not to follow policy or HCOBs but may vote to

amend policy (not tech) meanwhile the old policy remaining in full force, it being a high crime
to vote not to follow policy or HCOBs or to order they be ignored or altered. Policy

amendment has its own routing as per another Pol Ltr which is not changed.

Cont LOs who have made good with high stats may be invited to serve as WW
personnel at the expiry of their term.

HOW TO COMM TO
WW

An HCO Exec Sec in City X Africa Cont Zone wishesto get a stat corrected at WW.

She writes the Director | & R WW viathe HCO Cont Liaison Officer of her
Continental Area.
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It ison blue paper (for an ES)

viaHCO Continental Liaison Officer Africaat WW DIR
| & RWW

from HCO Exec Sec X
Please correct etc.

The HCO Cont Liaison Officer for Africaat WW should log this despatch and send it
ontoDir | & RWW.

The Dir | & R WW handlesit by orders to his departmental officers and so marks the
desp as done when done and routes it back to the Cont LO Africaat WW who marks it
donein hislog and sends it back to the HCO ES X Africa.

If the log column for done remains blank, the Cont LO chasesit up and getsit
answered and returnsit to the HCO ES X Africa.



If HCO ES X Africagets no answer in due course she sends the whole matter to the
INTERNATIONAL COMM OFFICER AT WW as acomplaint, the Int Comm Officer
WW now performing the old HCO Sec function of chasing up comm malfunctions.

If an Ethics matter results the Int Comm Officer WW refersit to the Int Ethics Officer
WW for action.

REVERSE FLOW

Any order to an org from the Exec Council WW or aWW Secretary MUST go viathe
HCO or Org Cont Liaison Officer at WW to the ES or Sec in the org concerned.

All Exec Council or WW Sec orders to area orgs must go to the ES in the org
concerned or viathe ES. And also aways viathe Cont Liaison Officer at WW.

CONTINENTAL EXEC COUNCILS

At thistime of issue only those Cont Exec Councils which exist in full independent of
other post fact are included in the routing.

In this case (where afull Cont Div 7 exists) all comms are routed additionally, up and
down the line to the Cont EC.

Thisisthen the pattern for the above case:

viaHCO Cont'l Exec Sec Africa
viaHCO Cont'l LO Af at WW
ToDirl & RWW.

The samerouting is followed on return.

However if the Int Comm Officer at WW finds this routing to be stale dating or failing
to relay at once, she petitions the Ad Council WW via her own Alert Council to disband that
Cont Div 7 for the time being. If passed the EC WW may issue an order doing so.

The evidence must be overwhelming that the Cont Div 7 is not operating productively
for the Cont Div 7 to be disbanded.

If this happens, then Comm is direct from those Cont'1 orgs to WW as per the above
first instance.

The reason for this clause is that some (US & ANZO) Cont'1 Div 7s have not been

effective in handling their areas before this date. Continental activity must be great enough to
afford afull Cont'l Div 7 not a part time additional duty one for Continental Div 7sto function
well.

The Continental Liaison Officer need not wait to be told what to do by his Continental
orgs to expedite service or improve them. He can and is expected to initiate improvements



and to expedite service to the orgs or side of orgs he represents even when not asked.
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The motto regarding Comm to WW is DON'T NATTER ABOUT WHAT IS GOING
ON-GET YOUR CONT LO TO ACT.

DESPATCHES
to and from INT OFFICERS

If an HCO Exec Sec or an Org Exec Sec in an org has reason to comm to an
International Officer (for Ethics, Special Programmes, Comm, etc) at WW therouting is
always through their Cont LO at WW.

Replies and origins from Int Officers at WW to Exec Secsin orgs go viathe Cont'l
Liaison Officer of that zone and side of org.

INT COMM OFFICER ENFORCES

IN ANY AND ALL CASES WHERE THESE COMM LINES BECOME

TANGLED OR THISPOL LTRISNOT BEING FOLLOWED THE INT COMM
OFFICER AT WW MUST ATTACH A COPY OF THISPOL LTRTO A DESPATCH
THAT ISMISROUTED WITH THE APPLICABLE PARTS CIRCLED IN RED TO
THE OFFENDING OR UNINFORMED ORIGINATOR.

LRH:jp.rd Copyright (c)
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L. RON HUBBARD
Founder

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 19 OCTOBER 1967
WW 7 DIVISIONS

The WW organisation pattern is the same as any other org's. The International

Officers are placed in the divisions to which they most closely relate and have only int duties
with no org additional duties, i.e. there isa WW Ethics Officer and also an Int Ethics
Officer. But thereisno WW Spec Progs Ex Officer only an Int Spec Officer asit isnot an
ordinary org post. All WW Officers and staff are senior to Continental staff.



The Ad Council WW is composed of the 7 WW Secretaries and 10 Continental
representatives. The Alert Council meets as do other WW Councilsin Dept 21 WW. All
comms from orgs to WW Executives are sent via the Cont Liaison and returned so.

The stats of WW are dual being the local stats as a production unit and the old
The Materiel Secretary post name is changed to Dissem Sec WW.
Cont Liaison Officers may serve only for six months and may not serve twice.

While at WW a Cont Liaison may be trained or processed only in the evening on his
own time.

The Ad Council WW may refuse to accept any or may dismiss any Cont Liaison if it be
proven heisonly there for personal service or if his Ethics file shows any signs of
suppressiveness. The Int Ethics Officer WW must pass on a Cont Liaison before heis
seated in the Ad Council.

LRH:jp.rd Copyright (c)
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Founder

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 14 NOVEMBER 1967
Ltd Non-Remimeo
HCO Exec Sec WW

Org Exec Sec WW
Dissem Hats WW

DISSEM DIVISION WW
Due to the production nature of Dissem WW, the following is issued as its structure in
reference

to Sections and Units as slightly different than those of Central Organizations:

DEPARTMENT OF PROMOTION
Director of Promotion

PROMOTIONAL ACTIONS PLANNING SECTION



Promotiona Actions Planning In-charge
Promotional Actions Liaison

Successful Promotions Liaison
Approval from Exec Council Liaison

PROMOTIONAL DESIGN SECTION
Promotional Design In-charge
Data Collection Clerk
Cost Planning Clerk
Design Dummy & Specifications Clerk
Promotional Materials Files Clerk

COMPILATION SECTION
Compilation Officer

EDITING AND WRITING UNIT
Editing & Writing In-charge

Writer PAB Editor Area
Magazine Editor Continental
Magazine Editor Transcription
Typist

PHOTOGRAPH UNIT
Photographer

Photographic Assistant
Darkroom Assistant
Photostat Assistant

MAKE-UPUNIT
Make-up In-charge

Make-up Typists

Typographer
Artists Layout
Artist

POLICY & TECHNICAL MATERIALS ASSEMBLY UNIT
Policy & Technical Materials Assembly In-charge

Policy Assembly Clerk
Bulletin Assembly Clerk
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Hat Assembly Clerk

Checksheet Assembly Clerk
Org Board & Forms Assembly Clerk



PROOFREADER UNIT
Proofreader

AUDIO AND VISUAL AIDS SECTION
Audio and Visual Aids Officer

FILM UNIT
Film Producer & Director
Script Writer
Set Design & Production
Cameraman
Film Editor
Sound Editor

TAPE UNIT
Tape In-charge
Tape Editor
Tape Copier
Tape Machine Technician

EDUCATIONAL AIDSUNIT
Educational Aids Clerk

TELEVISION AND RADIO PROGRAMME UNIT
Television & Radio Programmer

THE AUDITOR SECTION
Auditor Editor
Auditor Asst Editor
Auditor News Officer
Chief Continental Correspondents
Area Correspondents
Auditor Typists

LRH :jp.rd Copyright (c) 1967
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The Guardiah WW
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SH Day & Fdn
Lon Day & Fdn
Paris

Denmark
Scotland

(ECEU).

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 24 APRIL 1968
Issue |

EXEC COUNCIL
EUROPE

Exec Council World Wide must constitute at once an Exec Council Europe
Exec Council Europe will have under it the following Orgs:

SH Foundation

Paris

London

Denmark

Scotland

Saint Hill Day Org is directly under ECWW.

SH Foundation Weekend and Evening under ECEU.

Exec Council EU are attached to SH Foundation for expenses and base.

Execs of ECEU are selected by ECWW.

European Franchise money and org 10% don't go to WW as WW isn't working for
them. This money goesto ECEU.

ECEU and not the AO is responsible for Scotland.
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 28 APRIL 1968
(Amends HCO Pol Ltr of 4 Oct 1967
Issuell)

ORG EXEC SEC AND
DISTRIBUTION

The Org Exec Sec of any Org which does not have afull time Public Executive

Secretary who has that post only and whose Public Divisions are not fully operating in all
departments with all Dist Programmes is automatically in NON-EXISTENCE and has no
rights as his omission amounts to arestriction of his org and nullification of the efforts of his
staff and a betrayal of humanity.

Failure to have Public Divisions effectively operating in al departmentsis awithhold of
processing and salvation from the human race.
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WW and SH
pCs.

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 23 MAY 1968
IMPORTANT
WW AND SH

RECOMBINED
(Deadline 15 June 1968)



Although their statistics are drawn as before, WW, for all finance purposes, is
recombined with SH and the Pol Ltr setting up WW as a separate finance unit is cancelled.

If World Wide does its work well, handling outer orgs, SH will have students and

SH has been devel oping reserves during a down income periods WW has been
reducing promotional actions for lack of funds (while overstaffing).

The original finance pattern of WW was successful in that SH paid its bills and costs.
SH has begun to slump periodically since WW separated from it financially.

All org functions and actions of WW remain. Its org board remains.

However, the full Tech Admin Ratio of SH including WW MUST be held to 3 persons
Admin to 1 person Tech. This appliesto SH/WW only and MUST be in full effect on 15
June 68.

The org boards must be balanced to obtain this ratio.

A Tech person, by actual definition, does or supervises tech. To wit: An auditor,
supervisor, Dir Tr, Dir Pr, Tech Sec. Qual Sec. or Examiner.

There must be one of these at least for every 3 persons holding Admin posts.

Lack of training on the Dianetics and Solo Course, Spring of '68 showed too few
supervisors to the number of students as the cause of bad training results.

Fast flow has not eradicated personal instruction.

To get more people on Admin you need only add tech personnel. Y ou don't starve
down Admin, you fatten up Tech.

IFTHE3t0o 1 RATIOISVIOLATED IT ISA COMM EV OFFENSE.

All WW income isinvoiced on the regular SH invoicelines. A separate box systemis
used to separate out the invoices for statistics each week. Graphs are then made.

Book income, as it has been subsidized always by orgs, may not be held separate and
book supplies procurement may not be held down to book income. Books are the first line of
promotion.

CROSS ORDERING

Where an executive responsible for an areaissues an order into an area where juniors
are issuing contrary or confused orders, programmer cannot exist or be executed.

Also seniors with an unreality on the problems of juniors can paralyze them with floods
of orders.
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Therefore, combining WW and SH should be watched that SH does not get paralyzed
by too much WW ordering and reversely WW does not order programmes into alot of cross
orders.

SUMMARY
The direction of progressistoward simplicity.

This Pol Ltr isordered to reduce the complexities into which WW has fallen in trying to
solveits own finance and to utilize the resources of SH more widely.

Obviously the income of SH depends on outer orgs getting in new people, training and
processing them well and sending them on to SH.

WW only exists to make this action smooth and increase its volume by the use of
functional procurement of new people by outer orgs and seeing that the tech given them in
outer orgsis STANDARD.

The SH Fnd only exists to keep the EG area non-enturbulated and prevent alocal no-
auditing situation from occurring.

the AO.

SH exists to furnish excellent auditors to the outer orgs and well audited pcsto

If these relationships are understood then the wheels will turn.

If these relationships are NOT understood then all manner of complexity results.

The AO exists to make OTs and support the Sea Org so that the planet can be brought
under control and a safe environment provided in which the planet's 4th Dynamic can be
cleared. The Sea Org discipline keeps the lines channeled so that outer orgs, SH and WW

can do their jobs.

Thisisall so remarkably simple that one wonders at the odd games that get played
along the command lines between SO and WW, WW and SH/Outer Orgs.

All we want is an operation that delivers standard tech properly done and stays solvent
whileit doesiit.

Therefore we are making the WW and SH relationship on finance more compact so
that the wheels turn better.

LRH: js.rd Copyright (c)
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 20 APRIL 1969
Issue IV
CLO COUNCIL WW

The CLO Council WW is established as a body composed of all properly appointed
CLOsat WW.

Its primary function is to serve as an examining body on complaints referred to it
concerning orders and directions issued on or against Continental and/or Area Orgs.

It convenes only when such acomplaint is received and no more than once in one
day.

A complaint may be originated by a CL O, or the CLO may be ordered by his Cont
Exec Council toraiseit.

The Council normally meets with al CLOs present. In case of temporary absence due
to business, sickness, etc. it may legally convene with no less than four-fifths of its full
complement.

The Council may only veto an order or directive already issued.

It may not issue orders, plan or advise. It handles only after the fact of issue.

The Council must elect its Chairman, Secretary and own Ethics Officer, and follow
Roberts Rules of Order if no other procedure is proposed and agreed upon by the Council.

The Chairman does not ordinarily vote but may have a casting vote.

No veto of any order or directive is valid unless unanimously agreed upon by all
members of the Council.

A veto isissued as an Executive Directive and is issued through LRH Comm WW, the
Chairman attesting that the directive is okay and not against policy.

No order may be given the Council to meet or not meet.



The members are duty bound to meet when called upon to do so by a CLO who has
legitimate business for the Council.

Members may be disciplined only by their Cont Exec Councils for failure to protect and
further the best interests of the Continental Zone or for stopping alegal and valid order. The
Council's Ethics Officer may be required by the Chairman to discipline a member for non-
attendance, disinterest, discourtesy or other breach of this policy or the Council's own rules
of order.

Minutes and records of voting must be kept by the Secretary. A copy of each minuteis
forwarded to the Guardian WW, and filed by Policy Safeguard Bureau.

No LRH order may ever be over-ridden by the Council.
No Controller order may ever be over-ridden by the Council.
No Guardian order may ever be over-ridden by the Council.

Any veto issued must be quite specific asto what is vetoed and why, naming the
originator and the seconder of the motion.

A CLO who wishes an order or condition cancelled may bring it up with ECWW direct
before calling for a meeting of the Councils and attempt to handle it directly.

In any event, ECWW should be informed by the CLO that he intends to bring it before
the Council for veto.

Asissue of an order unfavourable to an org or continent is based on no or incorrect

data, the CLO who brings a matter before the Council must base his case on facts not
opinions, and the Chairman must take care that decisions are based on existing complete
facts.

Existing Policy on CLOs s not otherwise changed.

LRH: ei.rd Copyright (c)
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All WW Hats

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 12 FEBRUARY 1970
Issuell

URGENT and IMPORTANT
TOWW

ECWW, PRIMARY DUTIES
OF

Reviewing actions of the past year and a half, the important points of concentration for
WW are basically PERSONNEL.

LRH Comm WW
He must give first priority to three things:

(a) Keeping the LRH Comm network manned and operating, as the inter-org
network of world comm.

(b) Ensuring rapid distribution of orders, Executive Directives, HCOBs, Policy
Letters, materials for HGC and student training.

(c) Compliance herewith.

In (&) maintaining the LRH Comm network over the world he must at once detect any
failure of an org to answer up, report or comply and handle the matter rapidly and without
fail. In making this come about, he may request help from the Sea Org if he cannot
quickly effect the matter himself.

On (b) he must ensure without fail that Eds, general HCOBs and Pol Ltrs get into the
hands of every staff member in the world rapidly without backlog.

Any LRH Comm or HCO ESin any org must assist these actions to take place.

Other communications or orders from WW may travel on these lines, be logged and
locally followed up by the LRH Comm if the Communication is directed to LRH Commes.

A fourth and important action of LRH Comm WW isto seethat TAPES by LRH are
played in orgs wherever possible and aso with excellent quality.

A fifth duty isto see that an actual Office of LRH existsin orgs, that busts and
photos are displayed and that SOURCE is maintained in orgs.

The LRH Comm WW should seeto it that the LRH Comm network is USED, that



orders and actions are logged and that all LRH Comms are well trained and aware of their
duties.

It will be seen at once that thisis primarily a PERSONNEL matter.

ALL other matters than the above are secondary to the above and are given attention
only when the above are fully handled.

HCO Exec Sec WW
The primary duties of the HCO Exec Sec WW are:

1. International Personnel
2. International Ethicsfiles
3. All org statistics

If these three actions are given precedence over all others, EC WW will be able to do
its job as proper, experienced, trained personnel will be on post.

If these are not available and up to date and accurate then EC WW cannot do itsjob at
all.
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A fourth action isto establish and maintain in action and urgency, fully operating HCOs
over the world in every org.

A fifth action isto appoint, remove, supervise and maintain competent high stat HCO
Exec Secsin every org.

If the HCO ES maintains the international personnel and ethics files and works out
accurate means to augment their completeness, accuracy and up-to-dateness, personnel can
be wisely chosen for Exec Sec postsin orgs.

Full complete statistics of orgs, each carrying the name of the person responsible, are
received, plotted and posted for WW use. The HCO ES does a GDS analysis of each org
each week and furnishes copies to orgs and SO Captains.

All org personnel and their posts and news of any new personnel or transfer or interna
appointment and arecord of training of each are received and filed by the HCO ES.

Close liaison with the Guardian's Office is maintained on personnel and any EC
appointment requires Guardian clearance to become permanent.

Any of the above actions are primary points of attention of the HCO ES. All other
actions on International lines are secondary.

The HCO ES WW is depended upon to maintain the WW org form and WW Ethics
and personnel to prevent incompetence, infiltration or upsets on WW staff.



If the HCO ES WW performs the above duties well and efficiently little can go wrong
in Scn orgs and what is built will stay built.

The Org Exec Sec WW

are:

The OES WW has definite primary duties which must never be neglected. These
(a) Effective OES and Tech Execs on post in every org. (b)

Auditing in high volumein al orgs. (c) Training in volume of

public students. (d) Training in volume of staff students. (€)

Wide staff auditing.

(f) Financia high income and solvency in WW and all other Scn orgs with
excellent cash-bills and mounting reserves. (g) The effective delivery of high
quality auditing and training. (h) The repair of any and all cases
incompetently handled. (i) Getting new personnel in orgs trained up rapidly.

The OES WW isresponsible for the good performance, training and conduct of every
OES in the world and that one is on post in each org.

If the OES WW accomplishes the above important points as hisfirst order of action,

orgs will expand and tech delivery to the public will expand the influence of orgs. Any other
actions are secondary.

Public Exec Sec WW

concern:

The PES WW has certain primary and definite duties which are his primary

(i) Effective well trained PESs on post in every org.

(i1) Floods of new names being produced by every PES in the world.

(iii) The standard prom actions of the Public Divisions continued in action without
dispersal.

(iv) The appearance of orgs and staffs.
(v) The exertion of PRO Area Control around WW and each org.
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The PES WW isresponsible for having an active and effective well trained PES

working industriously and productively in each org and is responsible for their production,
effectiveness and conduct.



All other duties and actions are secondary to the above, which if done, will stabilize and
expand orgs.

Other Duties
It isfully understood that other duties are performed by these Executive Secretaries
and that these are also of importance. Division 2 actions, for instance, are seen to by the
HCO ES. But it should be obvious that if the primary duties listed above are not alertly
handled then no other actions become possible.
Senior Exec Sec
The senior Executive Secretary at WW isthe
The HCO ESis held fully responsible for any errors or neglect by the other Exec
Secs.
HCO Exec Sec.

The HCO ES calls and conducts all meetings of EC WW and establishes their order of
business.

Anyone addressing "EC WW" isin fact addressing the HCO ES WW.

Should WW fail in any respect, it isthe HCO ES who is held responsible.

Collective Actions

EC WW has various collective actions. Some of these are:

reserves.

One: Appointment of personnel to EC postsin Continental or other orgs or their

removal, which must be by unanimous vote of EC WW after inspection of Ethics, graphs and
personnel records. These posts are kept filled by EC WW on the basis of stats. A letter of
such appointment must be written to each appointee.

Two: Financial Planning for WW to maintain complete solvency and accumulate

Three: Any ED being issued by any WW ES requires unanimous agreement by EN
WW and is signed (originating ES) (by and for Executive Council WOO).

Four: Analysis of GDSes.
Five: Assignment of conditionsto orgs. (But no lower than Non-E.)
Six: - Broad general planning for WW and orgs.

EC WW Comm Lines



EC WW orderstravel on LRH Comm comm lines and are logged by the LRH Comm
WW and by LRH Comms or HCO ESes in orgs. Compliance is obtained on this network.

This PL changes no other PL except the handling of WW orders by LRH Comms
It emphasi zes the relative importance of ES actions at WW.

If those items listed under their duties and collective actions are given high priority, then
EC WW isfulfilling its purpose and if they are not EC WW has no reason for being.

Personnel

It will be seen and should be fully understood that EC WW's first and foremost concern
is Personnel.

Systems of observation to build up current information on personnel in orgs, compared
to their own stats, recording their level of training in ethics, tech and admin are vital to WW's
operation.
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The training and readying of future personnel is of the most vital interest to EC

If EC WW regarded itself as a mammoth personnel office and concerned itself mainly
with (x) identifying top stat people in orgs and appointing them to key posts, (y) training
existing personnel up and (z) recruiting new personnel into orgs, the operation of EC WW
and its Exec Secs would be tremendously successful.

Naturally, to observe and get reports one has to have an operating comm network.
ECsin Continental orgs actually only aid and abet this action.
Despatches
If WW seeks to handle every small situation in orgs and issue orders about them over
long distance comm lines, it will fail as these situations occur only because of poor personnel
at the other end of theline.
Thus endlessly answering despatches as an Exec Sec at WW as one's only action will
wind things up badly. Despatches are acked and situations handled, of course. But it isfar
from afull time duty. Despatches are a means of OBSERVATION. What the Exec Sec

wants from them is data.

What WW isinterested in is data about PERSONNEL, about their Ethics, about their
training and progress in training, and basically, their performance on post, as these relate to
stats.

Despatches give data, progress, situations and compliances.



Musical Chairs

One avoids musical chairsin an org. But one doesn't permit destructive or non-
compliant personsin key posts.

Loyalty

Staff members who stick with it through thick and thin count for much and this factor
isalarge one. They should not be mauled around.

Freeloaders
Training in upper orgs for staff membersin lower orgs should be okayed by EC WW
first and an undated note for the expense to the lower org should be made out and signed.
Accurate Freeloader lists should be made and kept and the offender considered dead so far
as org staff is concerned as experience shows they are often wildly out ethics otherwise.

Volume

Recruiting and training staff in volume is always a safe activity and things go bad only
when one doesn't.

If WW performsits personnel functions well, it will succeed.
LRH :jz.ei.rd Copyright (c)
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 31 AUGUST 1971

THE EC NETWORK
DISBANDED

(The WHY OF GI Crashes)

A situation existed for four years whereby the EXECUTIVE COUNCIL WW had
severa International Stat crashes which then had to be picked up by the Sea Org.



The Sea Org Continental Liaison Office network has taken over these functions of
management under its Management Bureau.

The first mgjor crash was the 1968 stat crash which long remained unexplained.

Information has now come to light on how this EC network put itself out of business
several times.

Operating on awrong statistic (Gross Income) the EC network developed a system,
originated or at least perpetuated by an Allan Ferguson then OES WW of daily hammering
orgsfor Gl and getting the GI up by "all possible means'. The Continental ECs borrowed this
system. It was and is an off policy action.

In the very early 1960s it was already observed from the conduct of the Melbourne org

that one could always sell out an area and that done without delivery or with flubby delivery
resulted in a collapse of stats. It was well known then that you cannot continue to sell
without full and quality delivery of what was sold.

Pushing only "GI" does not build an org that can deliver. It iseasy to push only "GI". It
does not take many people. Its situations are simple and easy to solve up to a point.

The WW and Continental EC network, pushing only Gl, dispensed with an HCO and let
HCOs collapse in orgs. HCOs were not there to build an org so delivery ceased. The org
went idle and collapsed. Service was undelivered or of poor quality and ARC Broke the
field."

It isasituation similar to the broad economic world of booms and depressions. Each
boom was followed by a depression.

Back of thisisnon-delivery. Lots of stock sold but no product.

Delivery or production can also be pushed with no GI and with no money to reward or
pay the expense of delivery, acrash also occurs.

In 1928 and 1929 the world markets pushed only shares, stocks and money, no delivery.
Black Friday in 1929 crashed the whole world of trade and began along depression.

continued.
Production however did exist thereafter without money and the crash was

When either money or production get out of balance one has trouble. All production
and no money is as bad as all money and no production.

This also answers the world mystery of booms and depressions which, unsolved, drove
the whole field of economics into a mad subject.

The fault in the EC network (which | left in 1966) has been under study since the 1968
collapse of stats.



It apparently is the same as the old Melbourne org cycle of heavy sales but poor or no
delivery.

Usually it takes several months or longer for one of these collapses to iron out. That
was because, each time, as the stats fell, even more frantic demands for Gl would
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be issued from the EC network. One after another orgs would cut their linesto WW and
eventually no one would pay any attention and atiny org would begin to grow back,
delivering asit could.

This cycle occurred in '67, '68 and now again in the USin 1971 up to July when
Flag abruptly disbanded the functioning EC US.

Thiswas done to prevent the old cycle of oversell and non-delivery from smashing
stats too hard to recover.

The Continental Liaison Office was quickly strengthened.

A new Org Condition, C/O, Exec Director Stat devised as PAID COMPLETIONS
ACCOMPANIED BY AN ACCEPTABLE SUCCESS STORY (HCO PL 29 Aug 71)
wasissued. LRH ED 151, 152 and 153 and HCOBs 30 Aug 71 Issue | & Issuell were
quickly issued to set up adaily demand line from CLOs to Orgs for that stat. A Qual Sec
Course (Mini Qual) and Tech Establishment Officer Course were begun. Word Clearing
Tech, an auditing drills course and other material were rapidly formulated and rel eased.

The urgency was to get the orgs delivering rapidly what they had sold while they still
were financially able to do so.

Production demands were balanced with GI by "Paid Completions’ and quality was
bolstered by a requirement of a success story.

Training was given comparable or greater completion value to Tech to keep the orgs
more heavily on training than processing.

These measures were designed to catch the boom before more and failing GI demands
without delivery wrecked the network.

Any such situation is complicated by false reports or cut lines and is difficult to assess.
The Data Series and many observation missions and a record of past experiences however
indicate that this was the cause of the WW network failure which until now had been
something of amystery.

At fault really isthe retention of Gl asthe only stat used to assign orgs their conditions.

The main dangers of a shift to delivery isthat GI may be placed inill repute and that
orgs, suddenly shifted in target, will not believe they can deliver in such volume. They can,



rather easily, as already proven by at least one org in the current shift.

Spotted and caught in time almost any situation can be handled unless actions occur or
continue which worsen it.

Orgs run on policy which deliver what they sell in the same volume and in high quality,
which maintain agood HCO to expand facilities, which recruit, hat and train their staffs
cannot do otherwise than succeed.

It is when there is more attention on income than on production and delivery that an org

or network getsinto trouble. And reversely, when more attention is given to production than
sales, adowntrend can also occur as the organization is put out of balance.

Weéll paid delivery in high quality isthe correct answer. Only then can a boom continue.
Frankly it has never occurred to me that such afact could be missed.

Thisis good will and also your integrity.
There are no short cuts to honest prosperity.
deliver it?
We have the greatest possible tech when properly studied and applied. Whv not
LRH:nt.rd Copyright (c)
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EC NETWORK

(The WHY of GI Crashes)

(Reference Data Series Policy Letters)



Since writing the original policy letter the Data Series has been completed and more
datais now to hand concerning former EXECUTIVE COUNCIL Worldwide actions and the
failures of other governing bodies.

ThisthereforeisaVERY important subject as it concerns the success or failure of
governing bodies in general.

A much broader WHY of failure has been found.

THE REAL WHY OF ANY GOVERNING BODY FAILURE WHEN IT IS
SINCERELY TRYING BUT FAILING ISTHAT IT ISOPERATING ON WRONG
WHYS.

This, on review, was the true underlying failure of every sincerely active governing
body or EXECUTIVE.

There can be other whys. There can be no governing body at all. It can be corrupt. It

can be only self interested. And (asin the case of France, Poland, Austriaand
Czechoslovakiain the late 1930s) (and probably England in the 60s) it can be infiltrated and
subverted.

But all governing bodies of Scientology organizations have been sincere and they have
tried hard. Thisincluded EC WW.

And the basic and only reason for failure was that they gave orders which did not
match the situation into which the order was sent.

They had no real data collection unit and depended on reports.
They had no direct observation.
Therefore their estimates of the situation were faulty.

There was no valid system of data analysis or logic known to man and they would have
erred anyway.

Thusthey are totally exonerated of any evil intent or even, by human standards,
incompetence.

Acting on isolated reports or opinions, without a system of evaluation, they issued
orders based on wrong WHY's.

Thus, this can go wrong with ANY executive, any governing body of anything.

Their constant demand for Gl without any real demand that service be given was itself
awrong HANDLING because it was based on awrong WHY .

Orgs exchange service for money. When they have nothing to exchange for the
income, the income goes down because nothing is being delivered to earn the money. This



was the right WHY of GI decline. All the nagging in the world would not have increased Gl
after delivery backlogged or was faulty.

But thisisjust awrong why. There were other wrong whys as well.
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Thus, to succeed,

any

must
EXECUTIVE
LOCAL GOVERNING BODY
CONTINENTAL BODY
INTERNATIONAL BODY
1. Collect Data. 2. Observe. 3. Evaluate
and find RIGHT WHYS. 4. Issue
correct orders. 5. Enforce compliance.
Additionally it must A.
ENFORCE EXCHANGE. B.
ESTABLISH.
The keynotes of success are OBSERVE, EVALUATE, ORDER, SUPERVISE.
>From studies of this subject additional data emerged:
(a) Those organizations which are on policy are overwhelmingly more successful than
those that are not. The validity of thisis so great that any lack of success can be assumed as

coming from a general off-policy scene.

(b) Fast, continuous work is needful at any level to continue success. It need not be
frantic. It must be orderly. But it is continuous and it is rapid.

(c) Surveys of what's wanted and considered valuable are vital to any expansion.

(d) Exchange of something for something cannot occur only within abody or group but
must take place with a different type of group (like org with public, not org with org) for any
"GI" to beredlized.

(e) Continued "GI" depends on the quality, predictability, valuedness and volume of
service given for it.

(f) That the primary failure of any group is afailure to establish (meaning training, org
boarding, posting, hatting, lines followed and policy and tech known and practiced).



WW SUCCESS

Given and knowing and using this data WW or any of its Continental ECs could very
easily succeed with the same personnel.

The datain this P/L would have to be fully utilized for success to occur.

There was, therefore, nothing whatever wrong with the ECWW-Continental EC
PATTERN.

right.

Thisisvery good to know. The pattern, like the pattern of the org board, is all

It isjust that management bodies as well as Executives, to be successful MUST
OPERATE AND ACT ONLY ON CORRECT AND EVALUATED WHY s. Otherwise
they court disaster.

It has taken a couple of yearsto finally uncover this data.

| trust it will prove valuable.

LRH:ne.rd Copyright (c)
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HCO POLICY LETTER OF 4 AUGUST 1960
ACC AT SAINT HILL
The 7th London ACC will be coming down to Saint Hill for the next six weeks.
There will be quite afew personsinit.
They will use the Monkey Room. They arrive by bus at 9.30 and leave at 5.

They will have 3/4 of an hour for lunch from 12.45 to 1.30. They bring their own
lunches. We furnish tea and coffee.



They are restricted to front terrace, park and lake. Pleasure Gardens and other areas
are out of bounds to them.

They will use terrace door into office and thus into Monkey Room.
The house except for Monkey Room areais completely out of bounds to them.

Be pleasant to them but don't et them interrupt your work. If they do, pleasetell Dr.
Halpern in the Monkey Room area.

They will want to know about all kinds of things. It's ok to talk to them. But remember
that they are going back to all parts of the world and will take whatever you say as gospel
truth. So make sureit is or Scientology might be upset.

Y ou will find them to be good people. Y ou'll aso find them underfoot a bit. So make
the best of it.

Thank Y ou-

LRH:js.rd

SAINT HILL SERVICE
ORGANIZATION

Saint Hill Manor was acquired by Ron in Spring

1959. It isagrand building nestling on the side of the
hill and is surrounded by some 57 acres of its own
beautiful grounds comprising parkland, meadows,
woods, shrubberies, swimming pool and tennis courts. In
addition, thereis alake covering an area of 2 1/2 acres.
The whole is set in the delightful County of Sussex,
renowned for its lush green grass downs and the
Ashdown Forest.

Ron wanted a quiet place where he could carry on
with his researches, and from which HCO WW could
handle the world-wide concerns of Scientology. He
needed time for this research, but didn't want to deny
Scientologists his personal instruction and, as has
always been his custom, he wanted to make known his
discoveries as soon as they had been unearthed. He
would need his research data close at hand. He would
need his staff to take off his shoulders alarge chunk of
the administrative work. He had already taught one
ACC at Saint Hill-so it was possible to have students
there, and the idea of a continuous course was feasible.

In April, 1961, the doors of the Manor were opened



to admit the Saint Hill Special Briefing Course. This
marked the beginning of Saint Hill as a Service
Organization. Originally, the function of Saint Hill was
to provide service and books to other Scientology
organizations throughout the world. Thiswas later to
be done in the World Wide Organization of
Scientology. The Saint Hill Organization became the
Hubbard College of Scientology and specialized in
delivering high level technical training and, later,
processing.

In April, 1965, a new Grade of processing-Power
Processing-became available in the newly formed Saint
Hill Hubbard Guidance Centre. Scientologists

L. RON HUBBARD
flocked to Saint Hill for Power Processing.

The advent of Power Processing heralded a

completely new, higher level of training at Saint Hill-
the, Class VII Internship. Class VI graduates,
recommended for higher training, were invited to sign a
contract with an Organization and become Class V11
Auditors.

With the growth of Power Processing and Intern
training, even more space was required and so great was
the demand that temporary wooden buildings had to be
erected and work started on a more permanent building
now known as the Castle, because of its design and
appearance.

On 5th September, 1965, L. Ron Hubbard
announced the end of researches on the state of Clear
and invited applicants for the Clearing Course.

On 24th October, 1965, L. Ron Hubbard announced
another new Saint Hill Course-the Solo Audit Course-
the non-professional route to Clear, for Scientologists
who are not trained to Saint Hill Special Briefing
Course requirements, but who wish to become Clear.

The O.T. Course was introduced by L. Ron Hubbard

on 10th August, 1966. The final routeto O.T. had
begun at last! Nearly 50 Clears had been checked out by
this time, and each Clear was delighted to receive his or
her invitation to enrol.



The Solo, Clearing and O.T. Courses were later
transferred to the Advanced Organizations.

In addition to issues under subject headingsin all
volumes, Policy written specifically for Saint Hill can
be found in the following pages: 86 to 112 and 674 to

705, and in the special Saint Hill sectionsin Volumes 3
and 4.
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 31 DECEMBER 1963

SAINT HILL
REORGANIZATION
(Effective January 1,1964)

The activities at Saint Hill are being re-grouped under three corporate headings.

HCO (WORLD WIDE) LTD, with Peter Hemery as the Organization Supervisor

for all Scientology Organizations around the World and locally will include reception, Mimeo,
Communications, Telex, Accounts, Addresses, Central Files and Franchise. Peoplein these
departments remain under Peter Hemery's direction and past functions are as usual.

HCO (ST. HILL) LTD, has been organized to care for the Course, house, grounds,
domestic staff, construction, materiel and all personnel. Edgar Watson is appointed Saint
Hill Administrator and isin direct charge of these activities and personnel. Heretains his
supervisory post of Book Administrator.

All construction, maintenance and repair is placed under Ollie Weller, who under Edgar
Watson isin charge of all construction, maintenance, repair and personnel and materiel used
in construction and maintenance.

Proper organization boards will be posted as soon as the name of the third company, a
research corporation, has been passed by the Registrar of Companies.

| remain as executive director of each of these companies.

Re-organization is mainly because of expanding activities and increased staff and an
effort to make executive hats wearable.

On the completion of the new building most of the activities of HCO (WOO) Ltd.
except accounts, will be moved into the basement.



Office.
Edgar Watson will have his desk for the moment in the ground floor executive

The actual function on post of each staff member other than those named above
remains unaltered. Only their seniors and admin channels are changed.

LRH:dr.rd Copyright (c)
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HCO POLICY LETTER OF 25 JANUARY 1964
Issuell

HCO (STHIL) LTD
PERSONNEL TRANSFER

EFFECTIVE ON RECEIPT

Valerie Obin istransferred full time to the Enrollment Division of HCO (Sthil) Ltd.

Sheisto perform all needful duties under the direction of the Director of Department

but isto act temporarily as Letter Registrar.

In the post of Letter Registrar her attention isinvited to the many policy letters on the

subject and the need for volume.

Programme No. 2, writing all former graduates offering a og150 retread, should occupy

her first attention.

No other personnel is allocated to the Department of Enrollment at thistime. At such

time as progress has been made, new personnel will be added.
LRH:jw.aap.rd Copyright ()
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 1 APRIL 1964

SAINT HILL
PERSONNEL

All persons employed at Saint Hill, for personnel purposes, except officers of
corporations, come under the Saint Hill Administrator.

HCO (St Hill) Ltd provides this service for HCO (WOO) Ltd and SLR Ltd.

This means that acquisition of new personnel and dismissal of personnel comes under
the Saint Hill Administrator.

Personnel actions by HCO (WOO) Ltd and SLR Ltd must be referred to the Saint Hill
Administrator.

The Saint Hill Administrator may take independent action on any personnel in the
interests of efficiency or finance.

As amatter of principle, a corporation officer or department head has authority over
the personnel within his own corporation or department. This includes some power of
decision in the matter of hiring and dismissal.

The Saint Hill Administrator should therefore work in close co-operation with other
corporation officers and with department heads in personnel matters.

If any disagreement arises on executive level on the question of personnel, the matter
in question must be kept in abeyance until it can be referred to the Board.

LRH:gl.rd Copyright (c)
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HCO POLICY LETTER OF 6 MAY 1964



REORGANIZATION

(Effective Monday, 1 1 May 1964.
Appointments herein begin as of that date

Our shift to a new pattern of organization last autumn has not proven successful.

We are therefore reverting to the original pattern and using only HCO WW Ltd. to re-
establish our lines and positions as they existed in September 1963. We will maintain the
bank accounts of the two new corporations but otherwise de-activate them.

All personnel reverts to employment under HCO (WOO) Ltd.

"The Auditor" as a publication is being detached and handled on a part time basis as an
additional duty by Fred Hare. The title Director of Auditors may be retained. Fred Hareis
returned to his post as Case Supervisor with my thanks for his work in getting new
promotion in.

John Lawrence is returned to his post as head of the Income Section and Director of
Accounts with part time duties as staff auditor and as assigned, with my thanks for all he has
done as Case Supervisor.

Edgar Watson is appointed HCO Area Secretary Saint Hill. He may keep his former

title although the title HCO Area Secretary is a better title. His duties are those done by
HCO Areain aCentral Org. hat checking, bulletin and policy checking, hat issue and
standard org rudiments for Saint Hill as an organization. All personnel including instructors
and domestic staff are included in having hats and check outs. His additional duties are
Books, always supervised in Central Orgs by HCO Area, and purchasing and personnel, the
duties of the Director of Materiel in a Central Organization.

The Franchise idea, accounting for considerable income, will be retained at thistime
and Membership abandoned.

Joe Breeden retains Franchise Secretary. He is additionally appointed in charge of

student procurement, central files, address and letter registration, with the title of Director of
Promotion and Registration asin a Central Org. John McMaster is appointed L etter
Registrar under Joe Breeden. Only one other person, the typist, is permitted to this
department. Mary Long continues as Course Registrar.

Certification isto remain with Central Orgs. We will not take it on.

Until transferred to Course Instruction, Roger Biddell will continue on tapes but will
also assist in the Book Department.

All other appointments remain as they were as of September 1963.

This places strong personnel in the key places where they are needed. It brings us back
to asuccessful pattern of operation and adds the ingredients we have lacked which have



made Central Organizations endure succesfully, the HCO Area Sec. whose actions and
functions have been lacking at Saint Hill, and a Department of Promotion and Registration.

LRH:gl.aap Copyright (c)
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 13 MAY 1964

St Hill
only

INFORMATION ABOUT YOUR
POST

All Saint Hill Staff, including technical, office, domestic, maintenance and construction
personnel, are required to write, briefly, but completely, an account of their present duties,
i.e., exactly what they are doing on their posts at thistime.

Where a Staff-member is occupying more than one post, a separate write-up isto be
given for each post.

Each write-up isto be headed with the post's title; then the PURPOSE of the post isto
be given, followed by the DUTIES of the post-to be numbered separately.

These write-ups are to be completed within 7 days of receipt of this Policy Letter, and
handed to HCO Area Secretary St Hill with any HCO Bulletins, HCO Policy Letters, etc.,
which have any direct or indirect bearing upon the posts you have written up.
L. RON HUBBARD
LRH: jw.rd Copyright (c)
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HCO POLICY LETTER OF 28 MAY 1964



REORGANIZATION

(Thisfunctional structure bears no relation to and does not alter existing corporate
status.)

Hill.
On Sunday, 31 May 1964 the following organization goesinto full effect at Saint

There are FIVE Production Departments at Saint Hill. Only these five directly produce
income. All other activities are service units to these five. Therefore they are designated
UNITS. Full attention must therefore be given to Production Departments. Solvency
depends upon maximum effort by Production Departments and minimum wastage by any
Department or unit.

The production departments are:

1. Department One. Production of basic Scientology materials, writings and policies. These
functions are mainly done by myself. | receive assistance from Mrs. Hubbard and

assembly and recording assistance by Reg Sharpe. This unit is the basic unit

responsible for eventual income.

2. The Course Department. This, under the Course Supervisor, is responsible for about one
third of the income received at Saint Hill. It consists of its technical and administrative
staff, including the Course Secretary, Registrar and L etter Registrar.

3. The Book Department. Thisis responsible for another third of the income at Saint Hill,
and is far more important to economics at Saint Hill than has been realized.

4. The Organization Department is responsible for handling International Organizations
around the world, not Saint Hill, and obtains another near-third of the income of Saint
Hill by way of organization ten percents, etc.

5. The Franchise Department. This unit receives arelatively small but respectable annual
sum by way of Franchise 10%s from field auditors.

There have been other designated unitsin the past at Saint Hill. These are no longer so
designated but are transferred to the direct control of the Organization Secretary. They
include Accounts, construction, maintenance, purchase, office cleaning, etc but not
administration or domestic staff.

Domestic staff is considered a Unit of Department One, under my personal secretary.
It includes the butler, cook, housekeepers, nanny, driver, and the outside grounds staff which
in turn is headed by the head gardener.

| remain in general charge of Saint Hill and International Scientology, as Executive
Director.



The following appointments are therefore made:

Mary Sue Hubbard, ORGANIZATION SECRETARY, in general charge of everything
that goes on at Saint Hill and all departments, including Department One. Thisisthe
equivalent post to a Central Organization's Association or Organization Secretary. All
departments and personnel are answerable to her for their conduct of duties and the general
solvency of their departments. She may hire or dismiss personnel, increase or decrease
wages, sign on all accounts and act to improve conditions without further consultation with
the board or the Executive Director.

Herbie Parkhouse, COURSE SUPERVISOR retaining post also as Case Supervisor.

He isto increase enrollments and keep students progressing steadily through the course to
early completion, safeguard technical practice and in general ook over all those matters
relating to course income and conduct. His primary duty isto maintain afully enrolled course
while graduating well-trained auditors rapidly.

91

Peter Hemery, INTERNATIONAL ORGANIZATION SUPERVISOR. Heisto do
everything possible to increase the efficiency, technical proficiency and income of Central
Organizations and offices throughout the world and to collect all monies owed by them to
Saint Hill and to act to prevent emergencies in them or to handle existing emergenciesin
them.

Edgar Watson, PUBLICATIONS DEPARTMENT MANAGER, and materiel and

personnel procurement Assistant to the Organization Secretary. Taken from the Book
Department, his absence caused afalling off of athird of theincome from Saint Hill, afact
not disclosed until recently. He is swiftly transferred back in belated recognition of the
importance of this department to Saint Hill solvency and is removed from other posts. The
Book Department is to get into publication all new course books, handling all printing and
manufactures and increase meter sales. He is to achieve the full potential of this department.
He retains purchase and personnel procurement as an assistant to the Organization
Secretary.

Joe Breeden, DIRECTOR OF PROMOTION AND ADMINISTRATION and

FRANCHISE SECRETARY . Having the smallest income department, heisto extend his
actionsinto any and all Promotion and any and all Administration that achieves promotion or
otherwise. Under him then come all other administrative functions including mimeo, filing,
typing, reception and all other such personnel except Accounts, since these are all in essence
promotional activities. All typing for all other departments is done by this department where
they cannot do it themselves. Administrative personnel, even when working in other
departments, comes under the Department of Promotion and Administration.

John Lawrence is appointed Accounts Assistant to the Organization Secretary and isin
charge through the Organization Secretary of accounts personnel and financial matters.

Fred Hare is appointed as the Editor of the Auditor which is under the Department of
Promotion and Administration and retains the courtesy title of Director of Auditors. Thisisin
addition to course duties as assigned.



Reg Sharpe in addition to duties in Department One retains post as Course Secretary.
Mary Long retains post as Course Administrator and Registrar.
All other technical personnel retain post as currently assigned.

All Administrative Personnel, reception, typists, file clerks, now come under the

Department of Promotion and Administration. They remain on post as previously assigned
unless transferred by the Director of Promotion and Administration. The main change is that
Central Files personnel come under general administration on a pool basis and that any
administrative personnel may be employed for promotion purposes and that all typing is done
in this department which cannot be done by other departments.

Irene Thrupp remains as personal secretary to myself and as such isin charge of all
domestic staff including gardens, housekeeping, driving, nursery, etc. which is assigned to
Department One.

There are no changes in invoicing by companies or disbursement or the purchase order
system.

The reason behind these changes is future efficiency. The organization made huge
sumsin 1963 and spent them all, producing emergencies in 1964. Without threatening
anyone's job but by using greater efficiency and emphasizing production, not spending, the
condition will easily be righted, providing we all make more and spend less. We are far from
insolvent. But | intend we shall be even further away by autumn. Produce more. Spend less.
And make this reorganization work by doing your job.
L. RON HUBBARD
LRH :jw.rd Copyright (c)
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HCO POLICY LETTER OF 9 JUNE 1964
Sthil
SAINT HILL STAFF ONLY

REORGANIZATION

Y ou see the new organization chart in the front office. Y ou should study it.



The basic steps are being taken to make it an efficient reality.
What we expect from staff members at Saint Hill are:

1. Do your job efficiently and well.

2. Handle and preserve your materials and supplies.

3. Work to produce income or help its production.

4. Co-operate to save on expenses.

5. Take your orders only as given on the chart. Don't accept orders from anyone and
everyone for that adds confusion and wastes time and material.

6. Work only at your own job. Don't do somebody else's.

7. Clear designs and plans with the Organization Secretary or myself. Don't plungein
just because somebody else says so. Clear it with the Organization Secretary or
myself and if okayed, work like blazes on it.

8. Realize we are essentially a production team, not a company or commercial
enterprise. What we produce is very plain on the organization chart. Production is
either direct or in serving a production unit.

9. Readlize that there are only avery few waysto get in trouble. These are-

(a) Not doing your job;

(b) Wasting resources.

(c) Overworking Mrs. Hubbard or myself by making us do your job.

(d) Upsetting people so they can't do their jobs or upsetting the children.

Within that framework your job is as safe as the Rock of Gibralter.

Our ams are:

Increase income.

2. Decrease outgo.

3. Get everybody to know and do hisjob with initiative and intelligence.

4. Have a good team that doesn't require a brigade of military police to keep it going.

Our theory is that each one of you, as an individual, works for Mrs. Hubbard and
myself. Thisis different than company or military organization. Those are essentially caste



systems.

The way we're doing thisis you work for us. It's always really been that way, so let's
make it afact. You don't work for X who works for us. Y ou work for us.

Certain production activities are singled out and spotlighted. As each of these
93

succeed, so succeeds Saint Hill. As any one of these fail to produce, so we fail.

It'saterribly ssmple organization. It will work as you will see.

Mrs. Hubbard and | put in about 10 hours of work a day on different activities than
management. She is getting together books to print and sell and | am handling by myself a
research line which is successfully completing what one large foundation (The Ford
Foundation) spent 15 million ayear on for a decade and which their thousands of top-line
scientists failed to do and eventually gave up. And I'm doing it al by myself mostly unaided.

Thiswork requires quiet so we have an additional working day that begins sometime
after 9 PM and ends around 7 AM seven days a week.

Y ou are probably unaware of thiswork except in its finished form. Y ou see students,

book income, growing organizations. But what produces all this? Research projects and
written materials. So right there we have a strenuous career. We then get afew hours sleep
and around 2 or 3 PM get to our desks to handle management, administration, etc. We have
dinner about seven, spend a bit of time with the children and get back at it. Thisisour day,
then. It's one five hour and one ten hour working day out of the 24, seven days a week.

Y ou might ask why we work this hard. Well, nobody else can do our jobs and we are
working against a set time table that even so falls behind. We have amost made our
schedule now and just ayear and a half more should see our basic jobs done. Then we can
resume more reasonable working hours and have a vacation.

S0 you see successful management must be one that lets us do our jobs too. If we

were only managing things, it would be very easy. That we must also work makes it harder
to handle an organization. Y ou see, if we didn't do our own jobs there would be nothing to
organize.

Therefore, areally good staff member to us is somebody who does hisjob well and lets

us do ours. We haven't any time for somebody who has to be policed before he or she will
work, and we are particularly annoyed by somebody who triesto "get away with it" and
thinks we will never find out, for we aways find out and we always eventually act and open
the outbound door.

If you understand these things, you will understand Saint Hill.

We would not be reorganizing now if the organization had not dropped production and
started spending 02400 a week more than it was making. That could lead to an emergency.



We don't want emergencies. The organization is still solvent but at that rate would soon go
broke.

Hence, current reorgani zation.

One could probably think of other waysto handle this, far more ideal, but we've tried
many and have come back to this for only this system works. And thisiswhat we're doing.

So what we want is very smple. Do your job so well we can get on with ours and welll
be avery happy team.

We value your help and we are glad you are with us.
LRH:jw.rd Copyright (c)
1964 by L. Ron Hubbard
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 18 JUNE 1964
NEW POSTS

What has formerly been called Reception is re-designated COMMUNICATIONS
OFFICER. The post has outgrown what is commonly held to be reception responsibility.

The Communication Officer is responsible for relaying anything or anyone that is
received at or sent by Saint Hill.

Phone and other duties continue.

Failure to report receipts of goods to the Communication Officer or failure to give the
office courtesy and co-operation will result in areport to the Organization Secretary.

A log is kept by the Communication Officer in which all communications. received
goods and happenings are entered.

In emergencies such asfire or accident inform the Communication Officer in the Front
Office at once.

MAIL CHANGE



No more mail will be delivered to desks effective 22 June 1964.

Instead such mail and despatches will be sorted into the Comm Centre Baskets in the
Front Office and will be picked up daily by the staff members themselves.

Procedure for Office Personnel: Do your work into your Out Basket as usual. Then

take your outbasket contents to the Front Office yourself and sort it into the various other
baskets or outgoing mail. Pick up whatever isin your basket and take it back to your place
of work.

Try to get your despatches and letters al sorted into the Comm Centre before 5.30 pm
daily.

For material required get the chitsinto the appropriate Front Office baskets by noon.

Exceptions: The despatches of the Executive Director will be taken to his office by the
International Organization Supervisor and the outgo picked up by him. The despatches of the
Organization Secretary will be picked up and delivered by the Org Sec's Sec. This measure
is made not for convenience but to expedite purchase requests and cheques which might

hold up other personnel.

TEA

Teafor office workers will hereafter be handled in al its arrangements by the
Housekeeper or the Assistant Housekeeper, effective 29 June 1964.

One or another office worker below executive rank may be detailed to assist in thison
arotational basis by the Housekeeper.

ACCOUNTSASSISTANT TO THE ORGANIZATION SECRETARY

There will no longer be Income and Disbursement posts as separate personnel. Both
these posts will be held by one person with the title Accounts Assistant to the Organization
Secretary, effective at once.

ACCOUNTSFILESADMINISTRATOR
The post of Accounts Files Administrator is created.

This staff member will help the Accounts Assistant with Files and in other ways as
contained in the Administrative Directive of the post, effective at once.

L. RON HUBBARD
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 25 JUNE 1964

DEPARTMENTAL REPORTS
(Effective for the week of July 6, 1964)

The heads of Production Departments are expected to include in any other weekly
reports required the following specific data.

International Organization Supervisor.

1. Thetotal Income of al organizations.

2. Theincome of the lowest organization.

3. The exact total of 10% received by usin the week.

4. Any significant increase directly traceable to the actions of the International
Organization Supervisor, or any explanation for lack of increase.

5. Thetotal disbursement on behalf of this department (to which need not be added its
general share for service).

The Course Supervisor.

1. Of his own personal knowledge and count, the number of actual applications on
hand, in which no actually enrolled students or withdrawn applications are
included.

2. Number of graduates in the week.

3. The exact amount of course income for that week.

4. Any significant rise of income due directly to the actions of the Course Supervisor or
any explanation for lack of increase.

5. The Disbursements for the week on the behalf of the department (not including any
genera sharein costs).

The Publications Manager.
1. The number of book or products buyers who bought during the week.

2. The exact amount of income from purchases for the week.



3. Any significant rise in buyers or income due directly to the actions of the
Publications Department Manager, or any explanation for lack of increase.

4. The Disbursement for the department for the week (not including its share of
general service).

The Franchise Secretary.
1. Thetotal of Franchise Income for the week.
2. The lowest Franchise payment received.

3. Any significant increase in Franchise Income due directly to the actions of the
Franchise Secretary, or any explanation for lack of increase.

4. The Disbursement for the department for the week (not including its share of
general service).

These reports need only be added to the forms of existing reports.
All summarizing reports required by the Organization Secretary remain unchanged.

The usual or routine reports required by the Organization Secretary, with the above
appended, are forwarded to the Organization Secretary as required.

To these reports is appended the Organi zation Secretary's report as follows:
Organization Secretary's Report.

1. Total income for the week.

2. Total Bank Balances for the week (without adjustment).

3. Approximation (rough) of al amounts owed by the Organization.

These reports are then forwarded to me as Executive Director, arriving not later than
the Tuesday following the Thursday which closed the week.

The ordinary time then for department heads to make out such reports would be Friday
and the Organization Secretary's report Monday, all concerning the week that ended at 2.00
p.m. Thursday.
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1964 by L. Ron Hubbard
ALL RIGHTS RESERVED
L. RON HUBBARD

96



Saint Hill
only

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 30 SEPTEMBER 1964

HCO
CORPORATIONS

For staff information there are FIVE HCO Corporations.
They are:
HCO (WOO) Ltd

Thisisthe corporation that manages international organizations. It has the magazines
we publish and handles the international communication lines. Linda Nussbaum has just
replaced Peter Hemery as Secretary of this corporation. All Photography and its accounts
come under this corporation, also. Useits letterhead for these.

HCO (St Hill) Ltd

Thisisthe corporation that runs the course, handles the internal activities of Saint Hill.

All student activities and letters concerning the course' quarters, domestic accounts go under
this corporation. Only its letterhead is used for these activities. Edgar Watson is the
Secretary of this corporation.

SCIENTOLOGY LIBRARY AND RESEARCH LTD

Thisisthe corporation that sells books, compiles research materials and makes tapes
and also Cinefilms. Reg Sharpe is the Secretary of this corporation. All book |etters use this
letterhead.

THE ABOVE ARE THE ACTIVE CORPORATIONS WHICH HAVE THEIR
HEADQUARTERSAT SAINT HILL.

I

There are two other HCOs. They are:

HUBBARD COMMUNICATIONS OFFICELTD

Thiswas a public corporation formed in order to handle the communications of another
corporation, HUBBARD ASSOCIATION OF SCIENTOLOGISTSLTD. This corporation
ran the garage at Hickstead but asthat is closed and as the corporation it was formed to

serve, HASI LTD, isinactive, this corporation is dormant. However all garage (Hickstead)
letters and bills are written on its letterhead. BUT ITSLETTERHEAD MAY NOT BE



USED FOR ANYTHING ELSE.
HUBBARD COMMUNICATIONS OFFICE
Thiswas the original HCO, a private unincorporated business which was taken from
London when we came to Saint Hill. It became the HUBBARD ASSOCIATION OF
SCIENTOLOGISTS INC World Wide Division. This HASI was an American company.
HASI INC till owns al the property and equipment as it has never been transferred by
formal board action. But this company is dormant and its letterhead should never be used.
Itisillegal for the name of one company to be used in the transaction of the business
of another. So care should be taken that this does not happen. Just remember that ONLY
THE FIRST THREE COMPANIES ABOVE ARE ACTIVE.
LRH:jw.aap Copyright (c)
1964 by L. Ron Hubbard
ALL RIGHTS RESERVED
[For further data on Corporation Structure, see pages 533 to 553 in this Volume.]
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 18 DECEMBER 1964

SAINT HILL ORG
BOARD

Effective January 1, 1965, the Org Board at Saint Hill will be composed of the
following purposes.

Centre.
This policy letter is acompanion to the actual posted Org Board in the Comm

NOTES FOR CHART
CHAIRMAN BOARD OF DIRECTORS OF HASI, INC

1. Convenes and conducts Board Mestings. Signs on all bank accounts worldwide. Directs
basic planning and promotion. Suggests policy to the board. Sees that corporate structures
worldwide are properly composed and registered.



SECRETARY BOARD OF DIRECTORS OF HASI, INC
2. Prepares and keeps all minutes and records of board activities. Gives notice of meetings.
Retains originals of all valuable corporate documents and furnishes copies Signs on all bank
accounts worldwide. Has prepared all documents of registration and reports to Registrars of
Companies. Serves as Deputy Chairman in absence of Chairman.

TREASURER BOARD OF DIRECTORS OF HASI, INC
3. Oversees dl financial records and reports of the company and all branches. Retains the
financial, bank account and report files, including tax and non-profit status documents.
Enforces financial policy within the company and all branches.

EXECUTIVE DIRECTOR

4. Oversees all HCO Secretaries, Organization Secretaries and Association Secretaries
and all managers. Appoints all Executive Personnel in all organizations and these may be
removed only by the Executive Director or with his concurrence.

CONTINENTAL DIRECTORS

5. Oversee Continental groups of organizations and act as designated board officers
although not board members.

NATIONAL ASSOCIATION SECRETARIES
NATIONAL ORGANIZATION SECRETARIES
6. Manage Individual Organizations of Scientology throughout the world.
CONTINENTAL HCO EXECUTIVE SECRETARIES
7. Oversee Continental groups of HCO Offices.
ORGANIZATION HCO AREA SECRETARIES

8. Handle the Communications, technology and awards of single organizations around the
world.

1ST DEPUTY EXECUTIVE DIRECTOR
9. Acts as Executive Director in the absence of the Executive Director.
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2ND DEPUTY DIRECTOR

10. Acts as Executive Director in the absence of the Executive Director and 1st Deputy
Executive Director.



ORGANIZATION SECRETARY

11. Manages Saint Hill in all its activities. Handles Financial Management for all accounts of
Saint Hill. Hires and dismisses all Saint Hill personnel. Regulates all technology and awards
for Saint Hill. Originates or passes upon all promotion for Saint Hill activities. Sees that
income is greater than outgo at Saint Hill and in al its departments.

1ST DEPUTY ORGANIZATION SECRETARY
12. Acts as Organization Secretary in the absence of the Organization Secretary.

2ND DEPUTY ORGANIZATION SECRETARY

Acts as Organization Secretary in the absence of the Organization Secretary and 1st
Deputy Organization Secretary.

SAINT HILL ADVISORY COUNCIL

14. Advises the Org Sec concerning promotion and execution of promotion in all Saint Hill
activities. May originate minutes but they have no force without Org Sec approval.

SAINT HILL STAFF MEETING
15. Convenes from time to time for general discussion, advices and recommendations.
CHAIRMAN SAINT HILL STAFF MEETING

16. Chairman calls, convenes and presides at meeting.

SECRETARY SAINT HILL STAFF MEETING
17. Records minutes and forwards them when signed by Chairman, to the Org Sec.

CHAIRMAN SAINT HILL ADVISORY COUNCIL
18. Convenes meetings weekly and presides.

1ST DEPUTY CHAIRMAN SAINT HILL ADVISORY COUNCIL

19. Convenes meetings and presides in absence of Chairman.

SECRETARY SAINT HILL ADVISORY COUNCIL
20. Records minutes, has them signed by Chairman and submits them to Org Sec.

1ST DEPUTY SECRETARY SAINT HILL ADVISORY COUNCIL

21. Records minutes, has them signed by Chairman and submits them to Org Sec in absence



of Secretary.

HCO BOARD OF REVIEW SAINT HILL COURSE
22. Passes on qualifications of Saint Hill Students before graduation or classification.

LEGAL

23. Handles Committees of Evidence Internationally and at Saint Hill. Handles all matters of
copyrights and trade marks registrations in various countries. Handles all book contracts.
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ACCOUNTSUNIT FOR SAINT HILL
24. Manages the Accounts. Handles all financial records, income, disbursement and reports
for the Org Sec and maintains all accounts files and the Purchase Order System. Purchases
for Saint Hill.
ASSISTANT TO THE ORG SEC FOR ACCOUNTS
25. Manages the Accounts Unit and isin full charge of its personnel.

SAINT HILL CONSTRUCTION UNIT

26. Handles all construction, maintenance and repair at Saint Hill except roads and grounds.
Receives, safeguards, uses or stores all construction equipment and materials.

IN CHARGE SAINT HILL CONSTRUCTION UNIT
27. Isin general charge of construction and maintenance.
ESTATE BRICKLAYER SAINT HILL CONSTRUCTION UNIT
28. Handles all brick and masonry work at Saint Hill.
GROUNDSUNIT

29. Handles all grounds keeping, trees, lawns, paths, roads, gardens, fences, streams and
lake at Saint Hill and keeps them safeguarded, clean, policed and of good appearance.

HEAD GARDENER GROUNDSUNIT
30. In charge of grounds, paths and all traffic and isin charge of all grounds personnel,
equipment, tools and supplies. Takes care of the swimming bath. Cleans the outer buildings.
Looks after all boilers at Saint Hill.
ORGANIZATION SECRETARY'S SECRETARY

31. Looks after the despatches and communication equipment of the Org Sec. Transcribes



needed transcription.
COMMUNICATIONSUNIT
32. Handles all Communications at Saint Hill. Does check outs of technical and policy
matters on staff. Acts as awatch during business hours. Has in its keeping all
Communication equipment and materials at Saint Hill and seesthat it is properly used,
clean and in good repair.
COMMUNICATIONS OFFICER COMMUNICATIONS UNIT

33. Isin charge of the Communications Unit, its functions, its personnel, equipment and
material. Handles all staff, transport and routing and all hired domestic transport.

1ST DEPUTY COMMUNICATIONS OFFICER COMMUNICATIONSUNIT
34. Acts as Communications Officer in the absence of the Communications Officer.
2ND DEPUTY COMMUNICATIONS OFFICER COMMUNICATIONSUNIT

35. Acts as Communications Officer in the absence of the Communications Officer and 1st
Deputy Communications Officer.

RECEPTION

36. Handles all body traffic routing, telex, telephone, and log book. Keeps a careful record of
everything received by or leaving the organization.
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MIMEOGRAPH

37. Handles all mimeographing, mimeograph equipment and supplies and all mimeo routine
and master files.

CENTRAL FILES

38. Receives and files all Scientologist and student correspondence for filing and files.
Furnishes materials for departments and Registrars.

ADDRESS
39. Keeps up to date the Scientologist Address files, cuts plates and has charge of al
Address equipment and Address area, furnishes addresses or addressed envelopes or tapes
for all departments. Furnishes card files of names for departments.

INVOICING

40. Invoices all incoming monies, safeguards it during and after receipt and until taken over



by the Accounts Unit for which Invoicing acts as an extension in this regard.
MAIL & SHIPPING

41. Envelopes and mails al mail or seesthat it is mailed. Handles the Franking Machine and
isresponsible to Accounts for the franking record and stamps. Wraps materials to be
shipped by other departments than the Books Section.

VALUABLE DOCUMENTS
42. The Communications Officer.
TYPISTS POOL

43. Does any required typing for the Communications Unit or organization members who
have no other typing service.

DOMESTIC UNIT

44. Looks after Saint Hill domestic matters and family. Takes care of the Manor itself and
those living init.

BUTLER

45. In genera charge of domestic staff. Hires and dismisses domestic personnel. Looks after
the security of the Manor, its doors, windows, locks. Has charge of all furnishing and
decoration. Supervises al food preparation and serving. Serves as Valet. Caresfor all
interior electrical supplies. Handles and sees to the repair of all domestic appliances and
cooking fuel. Conserves heat and electricity. Has charge of al menus.

HOUSEKEEPER
46. Looks after the Manor, its supplies and cleanliness. Buys all food and handles domestic
accounts. Safeguards supplies and safeguards against damage and breakage. Keeps
consumable supplies under lock and issues as needed.

GOVERNESS
47. Caresfor the children, their clothing, quarters, serves their meals, washes their dishes.
Looks after their dining room and toys and pets and recovers or safeguards toys left outside,
playground items and children's vehicles. Looks after the children while swimming.
TUTOR
48. Teaches the children or coaches them in their studies.
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COOK



49. Cooks for the family and living-in staff. Has charge of all equipment, dishes and the
Kitchen. Designates required supplies.

CHAUFFEUR

50. Looks after the persona and company vehicles. Has charge of all automotive tools and
repairs. Cleans and keepsin order the garage area and everything in it.

CLEANERS
51. Keep domestic quarters, offices and outbuildings in good order.
LAUNDRESS
52. Washes all domestic laundry. Looks after the laundry room and its machines.
PRODUCTION DEPARTMENT
53. "Production Department', means that subdivision of the organization which directly
produces income. The Course Department produces student income. The Publications
Department produces book, tape and Congress Income. The International Organization
Department produces 10% administration and royalty income from all organizations. The
Franchise Department produces income from Franchise 10%s. The whole of Saint Hill
Income comes from these four sources. Therefore these departments, their equipment,
supplies and personnel are favoured.
THE COURSE DEPARTMENT
54. The Course Department procures, trains and graduates students of Scientology.
COURSE SUPERVISOR
55. The Course Supervisor oversees all Course Department activities and is directly
responsible for producing course income, the training of students and graduating auditors at a
high level of technology and good will.
1ST DEPUTY COURSE SUPERVISOR
56. Acts as Course Supervisor in the absence of the Course Supervisor.
THEORY SUPERVISOR
57. Handles all Theory Instruction of the course and acts as Auditing Supervisor.

THEORY INSTRUCTOR

58. Assists the Theory Supervisor, acts as Auditing Supervisor. Handles al Theory
Administration.



PRACTICAL SUPERVISOR
59. Handles all Practical Instruction, acts as Auditing Supervisor.
PRACTICAL INSTRUCTOR

60. Assists the Practical Supervisor, handles all Practical Administration and acts as Auditing
Supervisor.

CASE SUPERVISOR
61. Supervises the cases of all students on the course.
COURSE REGISTRAR

62. Acts as Registrar and Letter Registrar for the course. Is responsible for procuring new
students and the income level of the department.
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COURSE SECRETARY
63. Handles all studentsin general asindividuals acting as Dean of Students. Handles
lecture and TV and film arrangements and programmes. Handles graduate students after
their departure in matters of information, training and practice rights and activities in any
actions not covered by Franchise.

FACULTY MEETING
64. The weekly meeting of all instructors, held on Friday, where course reports are made
and questions answered. Reviews the general state of the course with an eye to any needed
improvements. Sends report to Org Sec.

CHAIRMAN FACULTY MEETING
65. Calls and conducts the meeting. Signs its report.
1ST DEPUTY CHAIRMAN FACULTY MEETING

66. Acts as Chairman in absence of Chairman.

SECRETARY FACULTY MEETING

67. Keeps minutes and prepares report for signature. Forwards it to Org Sec when signed
by Chairman.

THE PUBLICATIONS DEPARTMENT



68. Handles all publishing activities, book, tape, meter and insignia sales. Composes and
edits the PAB, The Auditor and Certainty. Prepares all manuscripts for printing. Records and
copies tapes. Handles all film and TV activities. Has charge of al printing, recording and
electronic equipment, materials and supplies. Is fully responsible for achieving a good income
for Saint Hill from dissemination materials and widely disseminating Scientology.

THE DIRECTOR OF PUBLICATIONS

69. Manages al publishing and dissemination activities. Handles all departmental
personnel.

1ST DEPUTY DIRECTOR OF PUBLICATIONS

70. Acts as director in the absence of the director.

THE BOOK SECTION
71. Stocks inventories and keepsin supply all books, tapes, records, film, items and
insigniaand fills all orders rapidly. Notifies the Director of all dwindling or over-stocked
materials promptly.

BOOKS-IN-CHARGE

72. Manages the Book Section. Is accountable for all orders, stocks and shipments.

SHIPPING CLERK
73. Does the actual filling of all orders and their dispatch.

THE EDUCATIONAL AIDS SECTION

74. Manufactures and stocks all visual and aural educational aids such as tapes, films,
records, charts, animated graphs or structures.

EDUCATIONAL AIDSIN CHARGE
75. Supervises or manufactures the arranging, making and stocking of all educational aids.
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THE PUBLISHING SECTION

76. Prepares all manuscripts, and make-ups, and arranges printing of books, magazines,
folders, flyers and brochures.

EDITORIAL-IN-CHARGE THE PUBLISHING SECTION

77. Supervises or handles all make-up, proofs, proofing and final publication of all
items published. Seesto it that publishing schedules for magazines and books ate met.



EDUCATIONAL AIDSADVISOR

78. Advises on all educational aids materials to be manufactured, tapes, films, TV materials,
charts, animated aids.

COURSE PROGRAMMES DIRECTOR

79. Arranges al TV programmes, tape plays, live lectures and all social programrnes of
Course.

BASIC COURSE SUPERVISOR (PE, HAS, HQS)

80. Handles all courses for the public or staff given at Saint Hill such as PE, HAS; HQS,
and appoints and has control of their instructors.

STAFF CO-AUDIT
81. Supervises any and all auditing amongst staff members at Saint Hill.
BASIC COURSE INSTRUCTOR
82. Instructs lower level courses.
STAFF STAFF AUDITOR

83. Audits staff members when called upon to do so by the Org Sec. Handles Auditing
Emergency Assists on staff.

CHILDREN'SINSTRUCTOR
84. Instructs Saint Hill children in Scientology.
THE INTERNATIONAL ORGANIZATION DEPARTMENT

85. Handles all International Organizations, increases their efficiency and activity. Collects
their 10% administration and royalty payments. Handles all organization traffic.

INTERNATIONAL ORGANIZATION SUPERVISOR
86. Directs and handles the International Organization Department. Receives all cabled
reports and keeps close watch on states of organizations. Supervises all Organization and
Association Secretaries and their communications.
HCO SEC WORLD WIDE

87. Isindirect charge of al Continental and Area HCO Secretaries around the world.

HCO DISSEMINATION SEC



WW
88. Supervises contents of al national magazines and handles International Dissemination.
THE FRANCHISE DEPARTMENT
89. Handles all franchise holders and field auditor matters and traffic and supervises their
activities. Collects all 10% royalties from franchise holders. Awards and withdraws
franchises. Conducts Franchise programmes. Handles all memberships and certifications.
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FRANCHISE SECRETARY WW
90. Conducts the Franchise Department.
MEMBERSHIP SECRETARY
91. Handles all matters relating to any and all Scientology memberships everywhere.

CERTIFICATIONS AND CLASSIFICATION

92. Handles all Certifications and Classifications at Saint Hill and anything relating to them
Internationally.

STANDING ORDER #1 LETTERS

93. Letters from Scientologists and the public addressed to LRH are answered and
forwarded to LRH for signature.

GENERAL LETTERS

94. Public letters from any source or kind which do not specifically belong to any unit or
department are answered.

STAFF PHOTOGRAPHERS
95. Take and handle photographs for publications.
1
PROOF-READING
96. Proofreads stencils, Bulletins, Policy Letters, Executive Letters for Mimeograph.
L. RON HUBBARD
LRH:jw.cden Copyright (c)

1964 by L. Ron Hubbard
ALL RIGHTSRESERVED



[Note: HCO P/L 18 December 1964, Issue I, listed the personnel appointments existing or
made as of 1 January
1965, in the format of the above issue.]
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 30 DECEMBER 1964

ARRANGEMENTS DURING ABSENCE OF EXEC DIR & ORG
SEC

The following arrangements are effective during Mrs. Hubbard's and my temporary
absence.

EXECUTIVE DIRECTOR

1. As aboard member and 2nd Deputy Executive Director, Marilynn Routsong takes

over as Executive Director, in charge of all International matters and isin specific charge of
the house, domestic staff and children, and performs the general duties of Executive
Director. Her office will be the Director of Publications Office in the courtyard.

ORGANIZATION SECRETARY

2. As 1st Deputy Organization Secretary, Herbie Parkhouse takes over as

Organization Secretary, in full charge of all units, departments and personnel and isfully
responsible for carrying out the organization's programmes and promotion and its solvency.
His officeisin the Hall whereit is currently located. His letters and despatches are handled
by the Org Sec's Sec who remains also as Mary Long's secretary, Marigold Brierly.

COURSE SUPERVISOR

3. The Course Department comes under the direct charge of the Deputy Course
Supervisor, Jenny Edmonds, who becomes Course Supervisor for this period. Her office
remains as the Theory Office.

ACCOUNTS
CHEQUES AND PURCHASE ORDERS

4. The Accounts Unit reports, purchase orders and chegques go to the Org Sec.
Herbie Parkhouse. All purchase orders and cheques require the joint signature of Marilynn
Routsong and Herbie Parkhouse.

REPORTS



5. All normal reports from Departments go to the Org Sec as usual, weekly income,
etc. and are submitted in turn by the Org Sec to the Executive Director and are returned to
the Org Sec for filing.

CONSTRUCTION

6. The Construction to be done during the above period includes the 1st floor and old

Org Sec office redecoration. Direct arrangements for this are in the charge of Mrs. Thrupp,
direct supervision isin the charge of Ken Urquhart as butler, but general supervision remains,
of course, with the Org Sec. Contractors for painting and rug handling are being arranged
for. In event carpentry is not carried out on schedule, full authority to contract it and remedy
the situation lies with Herbie Parkhouse. The main point isto get it done on schedule. The
bricklayer may be employed on paths, pointing or roads.

CF & ADDRESS

8. A new personnel to be employed isaMail Clerk as an assistant to Phil Quirinoin

charge of CF and Address. This person isto handle al incoming and outgoing mail, a mail
log, franking, stuffing and packaging items for shipment completely separate from Book
Shipping. Books will continue to wrap and ship books, tapes, meters but will cease to handle
any other wrapping. The area across from the
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basement lift door will be utilized as the Comm Unit Mail and Shipping Room. The
new Mail Clerk will assist Phil Quirino otherwise, when not directly employed with
mail. All stuffing of magazines will then be done by Address.

RECEPTION

9. A new receptionist will be put in charge of body reception, telephone, telex
despatches and invoicing. The Comm Officer, John McMaster, is responsible for getting this
individual and placing on duty.

10. The post of children’'s nanny is not to be left empty during the above period or
during our absence.

EVENING COURSE INSTRUCTOR

11. An evening course instructor isto be found at half pay or an existing instructor
placed on duty afternoons and evenings but not morningsto care for student programmes.

ACTIONS IN PROGRESS

12. Existing situations are to be cared for on aroutine basis. Water company,

Hickstead Garage, sale of Minibus and old Jaguar, completion of Canteen, getting new books
out, are the important local ones. On the International (Exec Dir) front, there is the neating
up of corporate structures (no immediate action needed); the Melbourne Enquiry (final



pronouncement in Feb may bring in Press but as both Attorney General of Victoria and the
Enquiry board both refused point blank to let me appear and testify in my own defence, Press
can be steered off; policy on thisis no international press, which | have stopped so far and
require to continue stopped); the FDA mess (quite ably handled by Marilynn and not likely to
pop); South African filing of HASI, Inc (very remissly not filed); filing ANZO asHAS!,
Arizona (Cons Dir so ordered); shifting bank accounts back to HASI, Inc Nationa &
Provincial Fitzroy (already in progress with bank manager). No other matters now existing
are important.

GROUNDS

13. The Grounds Unit should do any tree work and clear up the rhodie tangle near the
terrace bird house, cut up the down oak, finish the dog run, finish the creek dam, stop the
lake leaks, and repair mowers. They are now allowed heating oil for the gardener's shed
only, not greenhouse.

HOUSE CARE

14. Marilynn Routsong and her daughter Kay are to live in during the above period,
with aroom on the second floor (top).

15. The children are not to be left without a nanny. The nanny and the children arein
the general charge of Mrs. Foster.

16. The house and personal effects are in the direct charge of Ken Urgquhart who is
also responsible to see that redecoration takes place without damage and on schedule. The
house and domestic staff in general are under the charge of Marilynn Routsong.
17. My cars are to be cared for but not used.
ORG BOARD CHECK OUTS

18. The Organization Board is posted and the Comm Officer is expected to
check all staff members out on it as soon as his new personnel is on duty.

Aside from the above there are no changes in organization function or staff members
duties. The organization runs on as before, Internationally and locally.

| can easily be reached quickly in case of emergency. Point is: Don't have any.
LRH :jw.rd Copyright (c)
1964 by L. Ron Hubbard
ALL RIGHTS RESERVED
L. RON HUBBARD
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HCO POLICY LETTER OF 13 FEBRUARY 1965
Sthil Staff

1965 SAINT HILL
OBJECTIVES

Thisisthe Saint Hill Programme for the remainder of 1965.

1. Bring the Saint Hill Org up to ahigh level of efficiency.

2. Get in the programme contained in 1964 HCO Policy Lettersin al orgs.

3. Have every Saint Hill Executive and Scientology staff member qualify for a Hubbard
Administrator's Certificate, the check sheet for which is being prepared. (Org

Board, Policy Letters, functions, etc.)

4. Bring al Saint Hill staff cases up to clear or above.

The concentration in this programme isto get "our own house in order” as an org and as
individuals.

We have madeit al the way in having available Scientology technology. | have for 14
years said "Scientology will go asfar asit works'. And "When we have it down technically is
time enough to begin heavy dissemination and expansion”.

We now "have it down" technically.

The first sound move in any expansion isto secure the ground you're standing on. So,
taking things at a reasonable speed, we will devote 1965 to the accomplishment of atip-top
org at Saint Hill with every staff member well versed in the org and its functions and in
excellent shape case-wise.

If wework at it steadily we will also keep the other orgs going in 1965 and get our
dissemination programme in just by doing our jobs. Then when we're in top form we can
begin to concentrate on them very heavily in 1966.

I think we can accomplish these objectives for 1965 rather easily if we work at them
steadily through the remainder of thisyear.

LRH :jw.rd Copyright (c)

1965 by L. Ron Hubbard

ALL RIGHTS RESERVED
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 20 FEBRUARY 1965

APPOINTMENTSAND
PROGRAMMES

As matters ran fairly well in my absence in January and February, and as | must devote
time to compilation of technology for our dissemination programme, the Saint Hill
Organizational structure is confirmed as follows by minutes of the Board of Directors:

I will continue as Chairman of the Board of Directors of the Hubbard Association of
Scientologists International, the company which operates all Scientology organizations over
the world and Saint Hill.

Mary Sue Hubbard will continue as a director on the Board and Secretary of the
Marilynn Routsong will continue as a director on the Board and Treasurer of the
company, and is appointed Acting Executive Director of HASI and all its organizations,
including Saint Hill.

Herbie Parkhouse is appointed Acting Organization Secretary, Saint Hill.

The existing organizational appointments in organizations over the world continue as of
this date.

The Saint Hill Org Board is otherwise mainly unaffected except as follows:
Mary Sue Hubbard is appointed Staff Training Officer.

Mary Sue Hubbard is appointed my personal assistant for the assembly of technical
data and new courses under the title of Director of Technology.

Reg Sharpe is appointed a personal assistant as Director of Compilation including all
educational aids, dictionaries and encyclopaedias and films.

Both the last two appointments are non-organizational and are not part of org comm
lines or command lines, being connected with my personal activities in research and being
under my direction only.

Anton James is appointed acting head of the Saint Hill Book Department as Acting
Supervisor of Publications, a change of title for the post, replacing Marilynn Routsong.



The changes at Board level are due to International programmes set for 1965-1966.
The basic needs are:

(a) To provide new simplified books on already devel oped but not entirely rel eased
technology;

(b) To provide educational aids such asfilmsfor al drills and processes for all orgsto
hold a standard of excellent technical training and application;

(c) To get existing org patterns and programmes into full effectiveness;
109
(d) To clear, asfeasible, the majority of staff members internationally before 1967.

(e) To achieve higher levels of beingness for al Scientology executive personnel before
1967.

These objectives are an easy gradient to more ambitious projects envisioned for 1967
and 1968.

It is easy to see then that the balance of 1965 and all of 1966 are being devoted to
consolidating our position, making Saint Hill and other orgs efficient and effective, making
each org more stable and affluent, getting our materials into highly comprehensible and easily
disseminated condition, getting our 1964 book-membership programme understood and going
well and making each one of us better informed and effective on organizational activities and
getting all our casesin order. This gives us a solid base from which to advance.

It is easily seen then, that organizational appointments at Saint Hill have been made to
facilitate (a) and (b) above, and that all organizational appointments or transfers in other orgs
in 1965 and 1966 will be influenced by the degree they carry on their own tasks or facilitate
the execution and attainments of (a) to (€) above. All barriers erected to the above
programmes such as avoidable org troubles, the precipitation of distracting attacks, demands
on my time exterior to carrying out my part of the above, down income, wide policy
departures and Dev-T will be somewhat ruthlessly handled, as nothing can be permitted to
assume greater importance than our basic objectives for 1965-1966, as given above, in order
to advance securely into our 1967- 1968 programmes when these are fully agreed upon and
released.

OUR FUTURE
All our actions are influenced to a remarkable degree by the state of world affairs.

A cautious estimate of the governmental situation as of this date is that, unless

something intervenes, World War 111 isless than five years away, but may occur within
three years. Thus we are not operating with all the time margin we could hope for. We have
been lucky so far. We have all held things together long enough to achieve our technology
while there was still peace.



| hardly need remind anyone that we are the only organization that knows where it's
going and have a chance to do something. Even our enemies give us that. Others have
neither answers nor hope. And all our really rough spots are behind us.

We were rather pinned down so long as our technology was incomplete, but now this
and the time consumed in technical changes has ended.

We have the most formidable array of answers ever assembled. And our technology is
now not only developed but is tested and sound. We have not only the new but also the old.
And it will also serve.

To make aminor point, in Arizona as early as 1954 we proved that we had the answer

to the effects of atomic fission, amongst other things, and made burns caused by radioactive
materials vanish using some of our most elementary processing, the touch assist, capable of
being taught to anyone in minutes. Our aims and abilities are infinitely broader than that but
thisalone, as small apart asit is, would justify our forward rush and the need to be bigger, do
better and to reach more in the face of threatened catastrophe.

The big thing now is to do our personal best, each of us, to lay aside our personal
penchants and petty animosities, and as beings, as Scientol ogists, and as organizations get
very effective, fast. There's an awful lot depending on us.
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Therefore | ask you to accept your tasks, the necessary policies and command lines as
appointed and do your best.

We can't expect perfection until all of us are perfect. We're making do with what we

have and we're progressing famously despite the many faults we would al like to correct.
Thething is, we are winning, we have enough time if we're quick to use what we have, and
any future thisrace hasisriding on our backs. It's very humanlike to vilify and
misunderstand. We can take that, too. And it doesn't excuse us one bit from not doing our
jobs.

Scientology isthe only game where everybody wins. And we are winning.

We are already well advanced upon our way as the accelerating progress of the past
two years indicate.

In January 1963 | took measure of how much time we had before any axe fell. | saw |
had to complete all research before 1965 and somehow did so, completing the basic
technology for OT, at the end of March 1964.

In April of 1964 | then began eight months of administrative reorganization, promotion
and programming for all orgs.

By October of 1964 | had also completed fully workable technology for levelsOto 1V,
up to clear.



By early December 1964 we had agreed internationally upon the world wide

dissemination (book-membership) programme and 5 of 9 orgs achieved their highest weeks
for the year in the usually deadest month, confirming the correctness of our planning.

On February 17, 1965, | had found the technology for and established Level VII.

On February 19, 1965, we decided the strongest need was for publications clearly and
comprehensibly setting forth our technology and a final summary of that technology and the
making of educational aidsto communicate it and maintain standards.

Therefore we are well advanced upon our way. Our opposition has remarkably lost
heart. We are responding well in organizations to our needs and the demands of the situation.

If we are now very active in executing just the programme (a) to (e) above by January
1, 1967, and if each of us, including myself, does his assigned tasks industriously, we will
have madeit all the way.
Andintime.
If we all work hard.
LRH :jw.rd Copyright (c)
1965 by L. Ron Hubbard
ALL RIGHTS RESERVED
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HUBBARD OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 22 FEBRUARY 1965

Limited Non-Remimeo
Sthil Staff

Org Sec.
Issuell

HCO AREA SECRETARY, SAINT
HILL

Thetitle "Communication Officer" is herewith changed to HCO AREA SECRETARY
SAINT HILL.

The HCO Area Secretary Saint Hill is also a department head under, as such, the



The duties of the HCO Area Secretary Saint Hill include heading the Communications

Unit. This contains all comm functions of the org. such as Mimeograph, Central Files and
Address, Mail and Mailing, the Comm Centre, the Comm System, Telephone, Reception,
Telex, everyone's desk Comm Station or Basket and the normal functions of hat checks,
bulletin and polity checks, nominal supervision of the staff coaudit, the receipt and despatch
of all goods, the arrival, departure and absence of personnel, the keeping of the log book and
any other record books and whatever other functions may be assigned to this unit and the
HCO Area Secretary heading it.

All personnel of the Communications Unit are under the direct supervision of the HCO
Area Secretary, Saint Hill.

The HCO Area Secretary Saint Hill is assisted by an HCO Communicator, and HCO
Steno, Address-in-Charge and other personnel as available within the framework of traffic
volume and economics.

The hat still retains, outside the above, a certain authority of its own and can remove
the Org Sec and carry on the Org Sec duties in periods of emergency.

The HCO Area Secretary Saint Hill accompanies the Organization Secretary on that
Friday inspection and keeps the Inspection Record and makes his own inspection.

LRH :jw.rd Copyright (c)
1965 by L. Ron Hubbard
ALL RIGHTS RESERVED

Remimeo
Enclosurein
Advance Reg Packs
Staff Hats

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 24 MAY 1968

IMMIGRATION
TIP

L. RON HUBBARD

The new book covers, particularly the one with the Inquisitor ("Have You Lived Before
This Life?") and the boy looking out the window ("Self Analysis'-hardback edition) operate
as asort of open-the-gate at Immigration and Customs if placed in plain sight in baggage or
carried and shown.

If al one's papers are in order, oneis not likely to be stopped if he has these books and,
if detained, shows the covers to the Inspectors or officias.



This probably applies to any Immigration service.

One should describe himself as a student of philosophy and can use the word
"Scientology” in describing it. One should hold up the book covers to them while saying this.

LRH:js.rd Copyright (c)
1968 by L. Ron Hubbard
ALL RIGHTS RESERVED
L. RON HUBBARD
Founder

112

ORGANIZATION CHART
HASI of LONDON May 20, 1954
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Copyright (c) 1954 by L. Ron Hubbard
ALL RIGHTS RESERVED

Remimeo
All Hats

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 2 NOVEMBER 1970
This Organizational Health Chart was
first issued to all HASI London Staff
on August 3rd, 1956.
Corrected and Reissued 7 Nov '70

ORGANIZATIONAL HEALTH
CHART

Thisis an anatomical chart of alive organism, the HASI, London.
In ahuman being, we know the man livesif his heart still beats. To further our
examination of his health we determine if he breathes. We look then to his color, his

stomach, his organs, his glands.

An organization is no less aliving organism, but we have never had a diagnostic health
chart for one.

If one were a doctor to organizations, how would he tell if it were alive or not. Not by



motion, since people in an underground are in motion but they are not an organization. What
isthe pulse, what is the breath, of the organism called an organization?

To determine the health of an organization isimportant. On that health in our case
depends a crusade, a very important game, the furtherance of our work and the future of
millions. Also on that health depends our jobs, our continued association with friends, the
smoothness of our own days. Therefore that health is important to us. But what determines
it? There could be a thousand thousand different things that might be the heart, while really
thereisonly one. And only if we diagnose ill-health in the organization can we cure it.

One of us, doing perhaps a job not connected with the pulse, wonders what is
wrong-we are not, in our job, ableto get on. Isit our job that iswrong or is there another
factor gone awry?

Thislist of importances tells us what the heart is, the breath and all therest in order. If
anything on this list goes wrong, it and the items above it must be examined in turn. Thisis
diagnosis. Repair consists of setting the functions back to order and each in turn after it,
since when an organism'’s highest functions fail, the remainder begin to enter difficulties.

Thisthen isadiagnostic chart and a chart to effect the cure. The organization books
amplify the functions. This|list gives each function its proper importance to the rest, not
perhaps in social caste, but certainly in health.

Organization on an action level of the HASI London, consists of the following activities,
given in order of importance:

1. Books on Dianetics and Scientology in circulation (by sale to group courses, lot
sales to auditors and bookstores).

Secure receipt and invoicing of mail, keeping it in aclosed channel, handling it
with accuracy and speed; dividing that mail into the three categories- orders,
students and preclears and general, invoicing the first, logging and giving to
Registrar the second and distributing then the third. Without accurate and
responsible channeling, handling this comm line, there would be no need to

set down another point since there would be no HAS!.
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3. Responding same day by the Registrar to all such inquiries by personal letter, not a
canned |etter.

4. Interviewing and booking all eligible applicants for training and processing with
regard to internal schedules only when it does not inconvenience applicants.
(Internal serviceis aproblem we must continually solve, but it is our problem, not
the public's.)

5. Filling al book orders and other cash orders promptly (same day) and giving good
service and satisfaction on lost orders, etc. Acknowledging by card order has
been sent.



6. Placing as many books as possible in the PE Course's hands.
7. Selling as many memberships as possible. Associates in particular.
8. Answering general enquiries by routine letter.

9. Bringing as many people as possible into PE Course (providing quarters as needed
isour problem) and then selling these the Advanced Course.

10. Processing preclears with fullest possible gains, with good attention to precise
keeping of appointments. No waiting.

11. Writing pcs we have processed by Registrar after one week, three weeks, three
months as routine.

12. Keeping accurate and full files on every potential preclear and until signed up; and
putting all pcsinto file as potentia students; and using file to develop prospects.
(Registrar.)

13. Training studentsto high level of reality and result (the facilities and number of
instructorsis our problem, not the public's.)

14. Staying in good A-R-C with field auditors. Getting out magazines and mailings on
time.

15. Handling general business affairs of HASI. Membership cards, addresses,
certificates.

16. Keeping straight with government and Inland Revenue offices. And keeping in
good order at the bank.

17. Keeping bad stories out of newspapers and squashing scandal.
18. Answering general correspondence.

19. Giving social affairs for staff.

Note again that the above are given carefully in order of importance.
LRH: re.rr.rd Copyright (c)

1970 by L. Ron Hubbard

ALL RIGHTS RESERVED

L. RON HUBBARD
Founder

[Note: This chart, first issued as a paper to London Org staff on 3 Aug '56, was reissued as a
bulletin on 9 Sept



1959, adding the phrases, "The magazine issued to whole general list at least once every
month", at the beginning

of point I, and "Keeping an address and CF system up to date so newer people can be reached
too by mailings’,

at the end of point 5.

It was issued again (without change) as HCO B 18 Dec 1969.

The 2 Nov 1 1970 Policy Letter was a copy of the original 3 Aug '56 issue (i.e. it did not
include the above two
additional phrases) and added the paragraph underneath the date.

The 7 Nov 1970 correction deleted Org Series 12 from the heading.]
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Washington Staff
HUBBARD COMMUNICATIONS OFFICE
HCO BULLETIN OF 14 NOVEMBER 1956

REORGANIZATION WASHINGTON
OPERATION

NOT HCO POLICY LETTER
ORIGINAL COLOUR FLASH
NOT GREEN ON WHITE

I have been in Washington long enough, now, to appreciate the situation, and to have
some understanding of what is right and what is wrong about the operation. Accordingly, the
following measures are directed, not necessarily on a completely permanent basis:

Richard Stevesistransferred, at their request, to the Organizations of America office
at 1621 Connecticut Avenue, N.W., where his duties will consist of directing the Committee
for Washington with the intent to make it successful and make it pay!

Fernando Estrada is posted as temporary Director of Training at the Academy, with
the additional duty of Maintenance of the building at 1812.

Ken Barrett is transferred to the newly-created post of publishing and book store

promotion and servicing with instructions to make that particular business remunerative both
in terms of itself and to feed persons into the communication lines of the organization which,
be it remarked, are totally separate from this book store-publishing activity. As an additional
duty, Barrett will assume all contact and direction with field auditors, not only as making
them his agents to place things into book stores as he may desire, but so as to encourage and
increase their business and activity. As an additional duty, he has the instruction of the
School of Life, which isto re-open immediately after the end of the ACC.



Donna Tranin isin charge of the HCO OFFICE, and my general communication lines,
and as an additional duty, isin charge of maintenance at 1810.

All personnel and direction at the HGC, except for routine shifts of auditors, will remain
the same, without change of communication lines or activities. The Director of Processing
remains in charge of maintenance at 2315-15th Street, N.W.

The Distribution Center, Inc., which has assumed the staff and functions of the Silver

Spring Business Service, reverts at once to the same status, functions, activities and
communication lines, as these existed on October 10, 1956, with the exception that Marilynn
Routsong has been replaced by Maxine Lawrence, who is expected to remain on post at
Distribution Center.

Mary Sue Hubbard, having resumed the post of Superintendent at the Academy, and as
assisted by Lois Stein, continues any and all duties hitherto performed by Steves and
Crandell, and is further assisted by the appointment of Fernando Estrada to Maintenance,
which, however, is under her indirect control. It is pointed out that the Academy, during her
close direction of it in 1955, at its opening, was and remained popular, solvent, and in good
working condition.

Alonzo Freeman remains as janitor for 1812, under the immediate direction of the
Director of Training, who is under the direction of the Superintendent of the Academy, Mary
Sue Hubbard.

Upon her completion of the ACC, Marilynn Routsong isto assist Ken Barrett in the
handling of books, publications, book stores, and field auditors. Sheisto have more specific
charge of field auditors, groups, and isto assist Ken Barrett secretarialy. It is noted that she
is not now to perform any function of the Distribution Center, Inc. that she earlier performed,
but still operatesin that sphere of action, as does Ken Barrett. Routine handling of groups, as
done earlier by the SSBS, is till to be done by the Distribution Center, Inc., at Silver Spring.
Marilynn's handling of groups from 1812 has another function and aspect, connected with
dissemination of materials along the book store-publications communication line.
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John Fudge is to be transferred from the HGC to the Academy, where a trained and
experienced Scientologist is avital necessity, and where he will take charge of files, the
Academy message center, and reception.

The placement and allocation of space to personnel is as follows: Distribution Center,

Inc., unchanged from the situation of October 10, 1956. Hubbard Guidance Center,
unchanged. The Academy, Director of Training and all instructorsto rear room second floor;
files, reception and message center to center room, second floor; Superintendent, Academy
secretary, Account, and Attorney, to front room, second floor. Publishing and any business
machinery to front room first floor-all the foregoing at 1812-19th Street, N.W. HCO to

first floor, 1810-19th Street, N.W.

Policy: That Scientologists only will be used in the organization. That HGC auditors be
fed, asrapidly as possible, through Indoctrination Course. That procurement be stepped up



by all units, HGC, Distribution Center, and Academy.

General: Situation report is that the organization isto remain in Washington, D.C. for a
very long time to come, since the probabilities of atomic war are rendered so remote by
various activities that no real danger isto be apprehended. The acquirement of aradiation
refugee center elsewhere than in Washington has little or no bearing on the activities of the
Founding Church, and is undertaken, in the main, as a promotion stunt. The only thing which
could force any removal would be general fear on the part of the public of an imminent
bombing of Washington, thus deterring them from attending at the classes or coming in for
processing, but thisis quite remote and, if it arises, it will be taken care of at that time, by
establishing an additional center at the radiation refugee unit. However, thisis not
contemplated at thistime. Various political reasons make it mandatory for the Church to be
in Washington, D.C., and the atomic scare which is permeating government will not affect,
and indeed may even assist, our activities, in that other workers may become more easily
available to us, within the city.

Aswill be seen by the above plan, all communication lines of the organization remain

intact and as they were throughout the summer and early fall of 1956, and any changes
which have been made since October 15 in the communication lines are, after careful study,
reverted to a status quo for those lines as they were. The shifting of the lines was done to
establish their flows and importances, and it has been duly noted where the operation broke
down when lines were shifted. The only unit to which this does not apply is the Academy,
which isthe only unit which has not done superlatively well with its communications during
the past year. Even so, conditions at the Academy were improving up to October 15, and
were probably mainly affected by the increased traffic of mail incident to my arrival, and by
the rather confused scramble occasioned by the reconstruction of the building at the
Academy and the opening of the building next door.

We are settling this operation in for along haul, which we know will be a successful

one. The immediate steps which are to be taken are now in the form of confirming the
communication lines which existed, and smoothly adding to those lines the HCO traffic and
the new publishing-book store lines, which, it should be noted, are both completely new and
additive to the organization's activities. The main action which isto be taken is the teaching
of personnel in general the complete organizational pattern which exists, familiarizing them
with who is on what job, and why. An organization is a group of associated communication
lines and terminal s, united with a common purpose. It exists so as to assist the doingness of
people in accomplishing that purpose The doingness of the peopleis not supplanted in any
way whatsoever by the existence of communication lines and terminals, but their lack can
impede that doingness. Thus, we must demonstrate their existence, so asto facilitate the
activities of the individual staff member.

All the above changes and positionings are effective Monday, November 19, 1956,
except as otherwise specifically noted.
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HCO BULLETIN OF 20 MARCH 1957

ALL STAFF
RON

Thisisgiven asvita staff information.

INCOME
SOURCES

The sources of income of the Founding Church are as follows:

1) Processing at the Hubbard Guidance Center (Preclears). 2)
Training at the Academy (Students). 3) Book sales at 1812
Reception and the HGC. 4) The sale of teststo thefield. 5) The
sale of crosses, badges and emblems. 6) Ministerial Certificates
of ordination. 7) Vocational Counseling at the HGC. 8)
Collection of notes. 9) Refresher Courses. 10) PE-Advance
Courses when given. 11) Possible government contracts. 12)
Possible courses in handling people.

The most potent promotion factors are as follows:

NOT HCO POLICY LETTER
ORIGINAL COLOUR FLASH NOT
GREEN ON WHITE

1) Books by L. Ron Hubbard.

2) Ads for books or counseling.

3) Congresses.

4) Procurement L etters (see Organizational Health Chart)

5) Satisfied preclears.

6) Satisfied, able students.

7) Good staff interrelationships (as it affects word of mouth in the
public).

8) Clean quarters.

9) Quick positive administration handling (as it improves staff and
public ARC).

10) The staff member's knowledge of his subject and the lines and
terminals of his own efficiency on the job.

L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W. 1

HASI POLICY LETTER OF 21 APRIL 1957



INCOME
The horrible truth about HASI income is that it comes from
1. The Outflow of the Registrar and CF auditors,
2. The expert handling of people by the Registrar and from her comm lines;
3. Sale of books, memberships and tapes;
4. Good ARC with the world,;
5. Good Service in training and processing.
Thought you'd like to know -
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RON
c.c. Association Sec

HCO Washington

Bulletin Board

Director of Admin, London

Reception, London

Treasurer, Washington

HUBBARD COMMUNICATIONS OFFICE
LONDON

HCO POLICY LETTER OF 21 APRIL 1957
The HCO office function is expanded to include the following: 1. Memberships:
To be done by HCO Clerk in addition to HCO filing and other work. 2. Association Secretary.

Keeping in view that HCO is primarily my own office supported by the Association for the
benefit the Association derives from having my office on its premises, a benefit measurable in
pounds,

the office now shall include in its activities al secretarial and stenographic activities for the
Association Secretary.

For this purpose and to expand it to care for this new added activity, and memberships, the
HCO now has allocated to it an HCO Clerk.

This does not bring HCO under the HASI for various reasons. Amongst them is the fact that
the Association as an individual is co-registered with myself as proprietor of the HCO and | am
therefore extending the courtesy of facilities to him which he will then use.



| also solicit the assistance of the Association Secretary in supervising the HCO office for me
and in keeping my private office as a bit of a showpiece and for my own exclusive use.

The Association Secretary's attention is called to the HCO Bulletin outlining the functions of
this office.

A sign saying "Secretarial, Association Secretary”, very small, may be placed under Hubbard
Communications Office now on door.

The proper running of the office under its proper directivesisthen wholly under the
supervision of Dr. Parkhouse in my absence.

LRH:rs.rd

C.c. Association Sec
HCO Washington
Bulletin Board
Director of Admin, London
Reception, London
Treasurer, Washington

L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
LONDON

HCO POLICY LETTER OF 23 APRIL 1957

HCO is now handling Secretarial and Reception for the Association Secretary as well as
memberships.

This replaces HCO Policy Letter of April 21, asissued recently.

LRH:rs.rd
L. RON HUBBARD
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THE FOUNDING CHURCH OF SCIENTOLOGY
1812 19th Street N.W., Washington, D.C.

FOUNDING CHURCH POLICY LETTER OF 30 APRIL 1957
POST CHANGES

RICHARD F. STEVES

L. RON HUBBARD, JR

FERNANDO ESTRADA



MAXINE LAWRENCE

CAROLYNN BROWN

MARY HARVEY

JOHN FUDGE

KEN BARRETT

RALPH OJEDA

DON JENSEN

LEIGH RICHMOND

JULIA LEWIS

SMOKEY BRAND

TECHNICAL COUNCIL

RUDY SAVAGE

to Organization Secretary from Director of Training. No unit
change. Office change to Room 1, 1810. Administrative and
legal, procurement functions plus field, groups and policy
enforcement.

to Instructor & Examiner in charge HCO Board of Review
from Technical Director, Founding Church. No unit change.
He is complimented on conduct of technical end of post. New

income envisaged from new post for Founding Church.

to temporary Director of Training from Staff Auditor. No
changein units.

to Registrar in charge of Dept of Registrar, includes Central
Files. Units changed to 5 0. No quarters furnished. (May pay
for quartersif retained.)

to in charge Central Files. No change in units.

transferred from 2315 to 1810. No change of pay, May 6.

to Academy Instructor and part time Academy Administrator.
No change in units. (Same job as Technical Administrator.)



to Personnel Efficiency Course full time. Part time publishing.
No change in units. Hours 2:00 to 10:00 p.m.

dismissed for failure to keep 1810 clean or speed Maintenance.
No weeks pay or further quarters.

appointed to Maintenance at 2.0 units plus quarters.

assigned to attend Night HCA course beginning Wednesday,
May 1. $250 course fee will be gradually deducted.

to staff Auditor from Dept of Testing, which Dept is closed.
No change in units. Effective May 6.

confirmed as Director of Processing. No change in units. He
is complimented on conduct of post. Smokey Brand to
appoint leading auditor who is aso to be in charge of
testing as well as audit regularly.

composed of Director of Training, Director of Processing and
Registrar assigned to replace Technical Director.

cautioned about small amount done by Construction & Repair
and invited to speed up Indoctrination Room at once.
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RECOMMENDATION to Advisory Committee to close 2315 and move clinic to 1810
temporarily to save maid service and utilities. To reopen
when traffic demands. Effective May 6, if favorably looked

DIRECTOR OF ADMINISTRATION (Mary Sue Hubbard) to replace night receptionist at
1812. May befilled by part time additional duty from present
staff for added pay.

A.D.HOOKS  directed to use all pressure on delinquent note collection.
HCO Secretary so inform him thisis basic duty.

KEN SALMEN to Staff Auditor from Central Files. No unit DIRECTOR OF
ADMINISTRATION directed to put day Receptionist at 1812 and a clerk

in CentralHCO SECRETARY and LRH, JR directed to correct Organization board and put red
flags

on to include above changes.

Changes undertaken after consultation with Director of Administration & Technical Director
and amonth's study of Organization's communication lines.

L. RON HUBBARD
President, Founding Church



HASI POLICY LETTER OF 30 AUGUST 1957
I have sent John Fudge, D.Scn, to London primarily to increase Academy efficiency
and to relieve Jack Parkhouse so Jack can set up Australia and South Africa. Jack will be
back on post as Assn Secretary in December when Fudge will return to the US.

I am looking to John Fudge to hold together and improve HASI Administration while he
isin London. He has a very high idea of efficiency of which | completely approve.

| have sent L. Ron Hubbard, Jr (Nibs) to London to:

Improve technical performance in teaching and training and staff in general.

2. Give the October Congress.

There is no criticism contained in this upgrading of technical skill in England. Nibs has

at hisfingertips al the invaluable data of the 18th ACC and | am taking this opportunity to
send that technology to England.

Nibs will not so much hold classes as brief staff personnel while they perform their
jobs. Thisis different than halting everything to learn more.

In October Nibs will return to the US. In December Fudge will return to Washington. |
want to hear from them how well they were treated by those in London and to hear them
report that the British Auditor is again the best in the world.

Sometime this Fall | will see for myself how good we can get.

For your stable data, look at these:

Nibs-Technical

Fudge-Administration.

Got it?

LRH:bt.rd
8/30/57
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My Best,
RON
HUBBARD COMMUNICATIONS OFFICE

HASI "PURPOSES" as per Organizational



Board

LONDON
9.1.58

HASI: To disseminate Scientology. To advance and protect its membership. To hold the lines
and data of Scientology clean and clear. To educate and process people toward the goal of a
civilized age on earth second to none. To survive on al dynamics.

L. Ron Hubbard: To develop and disseminate Scientology. To support and assist
Scientologists. To write better books. To act as a court of appealsin all organizational
disputes. To form and to make official policies and orders affecting the HASI.

ASSOCIATION SECRETARY : To execute policies and orders. To co-ordinate organizational
activities. To care for legal and public concerns of the organization:

TREASURER: To carry on Scientology. To be certain the organization remains solvent.

ACCOUNTANT: To expedite, handle and police the financial items from the moment they
enter the organizational comm lines to the moment they depart.

ADVISORY COMMITTEE: To advise the executives of the organization as to the needed
changes and policies. To act as a meeting ground of department heads. To assemble and
report the statistics of finance and action to the Association Secretary. To advance ideas for
promotion and improvement.

STAFF MEETING: To gather agreement and permit staff origination upon matters relating
to personnel and duties. To report on performance of duties. To suggest promotional,
maintenance and organizational changesto HASI executives.

TECHNICAL DIRECTOR: To ensure good training and processing, good service and ARC
inside and outside the organization.

HUBBARD GUIDANCE CENTRE: To do more for peopl€e's health and ability than has ever
before been possible, and to give the best auditing possible. To help people.

PE FOUNDATION: To make a better worker of the worker, a better executive of the
executive, abetter homo sap on all dynamics.

ACADEMY OF SCIENTOLOGY: To train the best auditors in the world. To coach outside
and staff auditors for employment in the clinic.

ACADEMY ADMINISTRATOR: To handle the comm lines and supplies of the Academy.

DAY COMM COURSE: To give people areality on Scientology and to teach the comm
formula by Dummy Auditing.

HCO: To be the office of LRH. To handle and expedite the comm linesof LRH. To
prepare or handle the preparation of all manuscripts and other to-be-published materials of



Scientology. To keep, use and care for LRH's office equipment. To assist the organizations
of Scientology and their people. To set agood example of efficiency to organizations.

HCO BOARD OF REVIEW: To review and stamp every certificate of any level or task, and
every field certificate "Validated for Advanced Processes HCO Board of Review 1957"
after their passing a proper examination on 5 levels of Indoc and CCH.
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DIRECTOR ADMINISTRATION: To ensure good and accurate communication inside the
organization, handle business and administrative affairs. To ensure good working quarters
and conditions for, and good work from, organizational personnel.

DEPARTMENT OF REGISTRATION & PROCUREMENT: To communicate what we
have to offer to those who care to be better and to help and to respond effectively when

they reply.
SECRETARIAL UNIT: To expedite the communications of the organization.

SHIPPING CLERK: To swiftly and competently furnish the public with the materials of
Scientology.

SENIOR INSTRUCTOR: To create a competent auditor with a good grasp of the theory and
practice of Scientology.

MAINTENANCE. To maintain suitable quarters, clean and in repair, for the organization.
MEMBERSHIPS: To identify and ensure the accurate service of the membership.

rs.rd
9.1.58

Later additionsto list of PURPOSES on Organization Board
STATISTICS: To maintain accurate and continuous visual records of the activities of the
HASI for the use of the executives and board of directors in planning future activities and

analyzing past and current activity. To help the growth of the HASI along orderly lines by
maintaining an historical record of that growth.

LEGAL DEPARTMENT: To make legal the actions of the organizations of Dianetics and
Scientology.

PERSONNEL: To maintain at all times a complete and accurate record of past and present
employees of the organization.

CONGRESSES: To create better and better Congresses. To bring about through
Congresses good dissemination of Scientology.

TECHNICAL COUNCIL: Same as Technical Director.



UPPER INDOC INSTRUCTOR (COURSE): To attain ability to handle bodies, objects and
intentions fully.

HAA (CLEARING) COURSE: To train HPA students to clear and to clear HPA students.
To make the best cleared auditors in the world.

RECEPTION: To create and maintain good communication and service amongst staff,
students and public.

PUBLIC RELATIONS: To maintain and increase good public relations of Dianetics and
Scientology.

BOOK PROMOTION, ADVERTISING & SALES: To monitor and improve sales of
Scientology books. To advertise and promote new ways of placing books in the hands of the
public.

"CERTAINTY": To disseminate widely. To see that wide distribution is maintained. To sell
services.

23.4.58
HCO
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FOUNDING CHURCH POLICY LETTER OF 19 MARCH 1958
TRANSPORTATION
DIR ADMIN
RESPONSIBILITY

Director of Admin shall hereafter be personally responsible for the condition of all
transportation, its use and allocation. He shall also be responsible for servicing and repairs.

He shall aso alocate parking space.
LRH:bt.rd

All staff
Field Offices

HUBBARD COMMUNICATIONS OFFICE
LONDON

HCO POLICY LETTER OF 7 APRIL 1958
(I'ssued at Washington)

ROUTING OF ORG BOARD



CHANGES

L. RON HUBBARD
A dlight modification in the routing of Organization Board changes: To date, our
procedure has been that Personnel dispatches HCO. The only change now is that the
dispatch goes from:
Personnel to Assoc Sec (Org Sec)

Assoc Sec (Org Sec) to LRH

LRH to HCO Sec for posting.

In officeswhere | am not present, the dispatch goes from Personnel to Assoc Sec. to
HCO Sec;

LRH:md.rd Copyright (c)

1958 by L. Ron Hubbard

ALL RIGHTS RESERVED
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L. RON HUBBARD

be:

THE FOUNDING CHURCH OF SCIENTOLOGY
1812 19th Street N.W., Washington, D.C.

FOUNDING CHURCH POLICY LETTER OF 9 OCTOBER 1958

DEPARTMENTS OF
FCDC

Effective October 20, 1958 the departments of the Founding Church of Scientology of
Washington, D.C., shall be asfollows:

The Academy of Scientology

The Hubbard Guidance Center
The Department of Procurement
The Department of Materiel
The Department of Business

The Trustees of the Founding Church of Scientology, Washington, D.C,, are, and will
continue to be, President, Secretary, Treasurer.

The Executives of the Founding Church of Scientology, Washington, D.C., shall



Executive Director

Administrative Assistant to the Board (supplanting the post of "Org Sec")
Director of Training

Director of Processing

Director of Procurement

Director of Materiel

Director of Business

The Advisory Council shall be composed of the following executives only, or their
authorized deputies:

Director of Training
Director of Processing
Director of Procurement
Director of Materiel
Director of Business

The Technical Division shall no longer have a Technical Director but shall be governed
by a Technical Council which shall consist of the Director of Processing and the Director of
Training.

The Administrative Division shall no longer be governed by a Director of Administration
but shall be governed by an Administrative Council which shall be composed of the Director
of Procurement, the Director of Materiel and the Director of Business.

The three departments of the Administrative Division shall be the Dept of
Procurement, the Dept of Materiel and the Dept of Business.

The Dept of Procurement shall be headed by the Director of Procurement who
125

must not be the Registrar. The Dept of Materiel shall be headed by the Director of Materiel.
The Dept of Business shall be headed by the Director of Business.

These changes do not particularly affect the performance on post of any staff member
but are made necessary by the difficulties of grouping various functions.

The organization is being readied to handle a new influx of students and results of other
promotional activities.

Staff meeting mandate of September 23, 1958 required, "That no fess then 10% of the
Salary Sum be spent for dissemination personnel and that a dissemination personnel isto
spend at least 70% of histime in dissemination.” Thisrequired that all dissemination
personnel be grouped under one department necessitating the above changes.

It will be noted that the changes more affect the chain of command than they affect
individual post activity on the whole.



To this policy letter is added the requirements of meeting of the Advisory Council, the
Technical Council and the Administrative Council. Each must hold a meeting once per week
and its report must be forwarded up the chain of command to the next stage within 48 hours
and must be held at least 3 days previous to the meeting of any Council or board aboveit.

Executives may not absent themselves from the meetings of the Technical Council,
Administrative Council or Advisory Council but may substitute a deputy from his or her
department only for attendance at the meeting with the distinct understanding that the deputy
has the full authority and vote at the meeting of the executive.
LRH:md.ei.rd

Full Distribution
L. RON HUBBARD Executive
Director Founding Church of
Scientology of Washington, D.C.

HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W. 1

HCO POLICY LETTER OF 20 NOVEMBER 1958
CONGRESSES

All Congresses and ACCs are now operated completely and totally by HCO in
whatever state or country as a service to any and all Scientology organizations in the world.

HCO
COMMUNICATORS
HCO STENOS

All HCO Clerks are now to be known as HCO Communicators.

All HCO Stenos are now to hold a second hat as Secretarial to Executive Director of
the local organization.

LRH:mp.rd
L. RON HUBBARD
[Excerpted from HCO P/L of 20 Nov 1958. The remainder of the P/L concerned HCO
personnel
appointments.-Ed. |
126

HUBBARD COMMUNICATIONS OFFICE



37 Fitzroy Street, London W.1
HCO BULLETIN OF 1 DECEMBER 1958

ACTIONSTO START AN
HCO

NOT HCO POLICY LETTER
ORIGINAL COLOUR FLASH

NOT GREEN ON WHITE

1. An Area Association to be enfranchised by an HCO receives brochure giving services of
HCO and vaue of it.

2. The Area Association nominates an HCO Secretary (HPA, London trained if possible,
previous organization experience if possible).

3. HCO appoints HCO Secretary Area.
4. HCO qualifies an Area HCO to do businessin that area, sends bank cards to HCO.

5. HCO sends new Secretary bank cards for LRH to sign and POA for HCO Secretary
to sign for him on HCO account only.

6. HCO prepares and sends contract franchise to Area HCO Secretary to give to Area
Association.

L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
LONDON

HCO POLICY LETTER OF 30 DECEMBER 1958
Full distribution
Delete:

FIELD OFFICES
Revision of Org Policy Letter of 4 January 1958

"All field officesin Sterling areas come under Director of Administration, London. All
field officesin Dollar areas come under Dir Admin, Washington DC. REASON: Nearly
everything needed by field officesis admin in nature.”

Insert instead:

"All field office services are supplied by HCO."



All reports, etc formerly sent by area offices to Dir Admin should be addressed to
HCO. NOTE: Thiswould be in addition to copy sent to LRH.

L. RON HUBBARD

LRH:ph.rd

[Note: Thefull text of 4 January 1958 Policy L etter was the deleted paragraph above.]
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HUBBARD COMMUNICATIONS OFFICE
1812 19th Street N.W., Washington, D.C.

HCO POLICY LETTER OF 13 DECEMBER 1958

Distribution: To all Central
Organizations and HCO Offices

IMPORTANT INFORMATION ON POLICY
LETTERS

No further HCO Policy Letters shall be distributed to Central Organizations or Area
Organizations and go to HCO offices only and are for HCO offices only. If you get anything
for an area operation it will be marked " Secretarial Executive Director”. If you receive one of
this character it can be published. Y ou will receive exact instructions as to how to set up a
Secretarial Executive Director. Repeat: only policies so marked are to be given to Central
Organizations. HCO Policy Letters are strictly for HCO and are for the most part
confidential from this point even when not so marked. If marked "Confidential" they are not
to be shown to any member or officer of the Central Organization.

HCO is becoming itself and hasits own private communications lines by which it is
effecting things in various parts of the world. If these lines are too exposed, it may be that
the effectiveness of HCO may be reduced.

HCO Bulletins of atechnical nature may be released to a Central Organization as an

HCO Bulletin and should be, but are not intended for field auditors or Organization members
outside and must not be released to field auditors and Organization members even by the
Central Organization. If a Central Organization reprints and releases an HCO Bulletin given
to them by an HCO office, the act is subject to reprimand by HCO.

Under the classification of Confidential are the following recent releases from London
and are included in thisHCO Policy Letter:

Confidential Memo to HCO Secretaries-Nov 29, 1958 (Volume 1, page 17)
HCO Bulletin of Dec 1, 1958 (Volume 7, page 127)

Basic Financial Policy of Nov 27, 1958 (Volume 3, page 6)

HCO Policy Letter of Nov 15, 1958 (Volume 1, page 13)



HCO Policy Letter Issue Il of Nov 15, 1958 (Volume 1, page 15)
HCO Policy Letter Issue Il of Nov 15, 1958 (Volume 1, page 16)

Definition of an HCO area office: An office of aduly enfranchised Central

Organization manned by an actual HCO Secretary and her staff asit may exist. The
following offices are bona fide HCO offices and are included in distribution of HCO Policy
Letters: HCO London, HCO Washington, HCO Melbourne. The following offices are not at
thistime qualified HCO offices even though they are carried on distribution lists for technical
bulletins and all distribution to them is suspended until they are awarded total status: HCO
Auckland, NZ; HCO Johannesburg, SA; HCO Los Angeles; HCO Sydney; HCO Perth;

HCO Durban; HCO New Y ork; HCO France; HCO Germany.

As soon as an HCO officeisregularized and existsin fact, it will be published as

additive to the distribution list. Any communication between actual HCO offices and the list
of areas which are in process of being regularized shall be henceforth devoted entirely and
only to the establishment of proper HCO offices and the proper enfranchisement of a Central
Organization which will be done by HCO Ltd., London

L. RON HUBBARD
LRH:md.cden Copyright (c)
1958 by L. Ron Hubbard
ALL RIGHTS RESERVED
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Dist. HCO Pers only, WW

HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W.1

HCO POLICY LETTER OF 30 JANUARY 1959

HCO CONTINENTAL SECRETARY
HAT

The HCO Continental Secretary (Executive) looks after specia events. Under the
heading of special events come Congresses, ACCs and things such as afilm show, for
example.

HCO Continental Secretary also handles books but on awider basis than the HCO

Area Secretary. HCO Area Secretary issues only those books which are sold locally. What
books are actually sold across the counter by the HASI are under the notice of the HCO
Area Secretary. Sheisto ensure that books are aways made available to students, preclears,
members of the public coming in. HCO Continental Secretary handles books on awider
basis.

We are taking all books over everywhere. We will inventory the actual books in stock
every quarter and these will be checked by the HCO Accountant against books sales and
then maybe we can afford to buy books. HCO can make money on them but Central



Organizations apparently cannot. Another thing.we can do is transfer books all over the
place and make money on them.

HCO Continental Secretary isinvolved with special events. HCO Area Secretary only
rarely will become involved in a specia event or Congress or an ACC. But as we have
HCO Continental being in charge of special events such as ACCs, Congresses, sheisalsoin
charge of books. Sheisin charge of wide book sales and in charge of the continental
magazine.

The magazine does not belong to the HCO Area Secretary, it belongs with the books
and the big bulk orders. The books ordered by mail are covered by the HCO Continental
Secretary. It is part of her duty to ensure that mail orders are handled promptly and the
books are in such supply that this can be done.

Therefore, the magazine being got out now by the HCO, book sales, invoicing thereof
and that sort of thing are supervised by HCO Continental Secretary. This includes mail
ordered book sales, the books themselves being shipped and other items of this character
being shipped to everybody around the country by the Book Administrator and Shipping
Clerk. Through these two personnel are aso shipped promotion materials on things like
ACCs, Congresses, etc which, of course, come under HCO Continental Secretary.

LRH: mp.gh.rd
HCO Personnel
Assoc Sec London
L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W.1

HCO POLICY LETTER OF 1 MARCH 1959

FORBIDDEN HCO
ACTIVITIES

No HCO or HCO Sec. full or part time, may do the administrative work of a Central
Org or its personnel.

This means also that no HCO Sec may do letters, correspondence, filing, reception,
mailing, phoning for an Assoc Sec. Org Sec or Dept Head.

Thisis so forbidden that entrance upon these activities or permitting a Central Org
Head or Officer to use HCO for secretaria actions can cause the immediate dismissal of an
HCO Sec or Personnel.

When such use of HCO has been allowed, chaos has resulted and the HCO office has
become nullified and my lines cut. Therefore, it islooked upon in avery serious light.

LRH: mp.rd
13.3.59



L. RON HUBBARD
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HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W. 1.
HCO POLICY LETTER OF 30 APRIL 1959

Convert the following Sec ED to alocal Sec ED and use it asfollows:
Issue a copy of this Sec ED to every staff member.
The HCO Sec will then have a staff meeting and read the Sec ED aloud.
The HCO Sec is then to have them put away copies of the Sec ED present and issue
blank pieces of paper and pencils and give the whole staff and executives an examination by
saying, "Write down now every point of this program. Sign your name at the top and hand it

in when complete.”

On the following day call another staff meeting. Read this Sec ED aloud, tell them to
put away copies of it, issue paper and give exam.

One week later do the same thing only this time be sure to have every exam paper
signed. Grade these exam papers and airmail the lot to me.

"SECRETARIAL TO THE EXECUTIVE DIRECTOR
(Local Areq)

OUR LONG DISTANCE
PROGRAM

The way we will clear (continent)

Function departmentally and effectively, each doing his job well.

2. Encourage HA'S Co-audit franchises in every populated area.

3. Grab off the name and address of each person who does an HAS course in the field by
smartly issuing every HAS certificate called for by afield ‘franchise holder' and get the
names smartly into CF and on the Address Plates.

4. Mail routine minor Abilities each 20th of the month to everyone in the CF addressfilelist.

5. Stress being the main org in every issue to make people newly receiving Ability aware of
services offered.

6. Run a Central Organization PE Fnd HAS Co-audit Course, to discourage town auditors
from poaching and to get a training ground for students and do our own PE HAS Co-
audit well.



7. Teach the new HCA course | have just made and teach it well.

8. Process only toward theta clear and say so (as field co-audit people will want to get
cleared finally when they are fully released by co-audit).

Thisisthe basic program on which we are working. It istime we all got busy on
clearing all (name continent!

Only irreponsibility and failure to do one's job can keep this organization down.

| am doing my job. It isonly just that | expect you to do yours. If we all do our jobs well
together, we'll make it and have a cleared Earth.”
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L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W.1

HCO POLICY LETTER OF 12MAY 1959
Convert into aSec'l ED for Australiaonly.

PATTERN OF
ORGANIZATION
MELBOURNE

Based partially on recommendations of HCO Secretary WW, the following executive
appointments and reductions are made for HASI Melbourne, effective at once.

Post of Assoc Sec-Vacated. John Roberts transferred to Dir of Processing.
Assistant Assoc Sec-John Swinburne.

Director of Administration-Vacated. Wally Burgess transferred to Director of
Accounts.

Director of Training-Peter Williams. Jessie Gray transferred to Staff Auditor.
Director of Materiel-Hugh Walker.

Director of Promotion and Registration-Dorothy Walker.

PE Fnd Director-A. Devlin.

The office formerly used by the Assoc Sec is to be used as the office of the Executive
Director and may be occupied temporarily as well by HCO Sec WW.



Further arrangements:

A meeting of all Executives shall be held daily and briefly at 2.00 pm. Only the regular
Ad Comm meeting each week, also to be held at 2.00 pm Tues, shall have minutes taken.

Each Department head shall have the responsibility of hiring and firing its own
personnel with the approval of the Asst Assoc Sec.

The basic functions of each department are as follows:
Thisiswhat | expect from each department head:

Training: Lots of students graduated, well trained, with a high reality on Scientology and to
the ability to run HAS Coaudits and to theta clear individual pcs. The materials are to hand.

Processing: To undercut the reality of all cases and to theta clear as many cases as
possible.

PrR: To get in the income for the organization as a chief responsibility, to sign up as many
pcs and students as possible.

Materiel: To provide quarters and materiel to get the work done-to keep CF serviceable
for PrR and Address useful to "Communication™, membership and statements.

Accounts. To get the income accounted for and into the bank, to pay the bills accurately and
keep good records and to raise the devil with PrR if income istoo low, with Materiel and
printing if the bills are too high and with legal if collections aren't made. PE Foundation: To
run an amazingly successful HAS Coaudit course, to keep new people coming in and the
Coaudit growing at least 5 new people per week and all cases cracked and everyone keen to
get trained further or cleared fully in the HGC.

Every person in each department share and own the purpose of the department.

In general, get more done, get the show on the road, be in on time and make
Scientology felt by digging the grooves deeper.

It isthe primary function of the Asst Assoc Sec to act at thistime as an Administration
Training Officer to all departments to shape their administrative lines
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and actions and also "To get people to get the work done".

The Magazine "Communication™" isto go out henceforce mimeographed and as such will
observe this policy:

Magjor Issue to go on 5th of each month to members and to include a PAB.

Minor Issue to go on the 20th of each month to everyone on the Address Lists.



Bankers orders are to be used in signing up pcs and students. Any exception must have
specia permission from the Asst Assoc Sec.

An Address and CF system must be set up and must become as orderly and complete
as possible.

The PE Foundation must be given every emphasis and cooperation in running an HAS
Coaudit and must run it with strong 8-c on the public.

A Comm Centre and good comm system must exist and be used.

Bank signature cards may be changed where necessary by reason of above.

The new HPA/BScn Course should be stressed heavily.

The purpose of HASI Melbourne isto take and hold and make grow all of Australia,

East, West, North and South, Melbourne, Sydney, Brisbane, Perth, Adelaide and even Port

Darwin.

My reasons for these changes include neither impatience nor animosity toward any.
Scientology businessin Australia has grown to necessitate a fuller pattern of organization.

Convert Wash
DC only

ToHCO USand DC

HUBBARD COMMUNICATIONS OFFICE
1812 19th Street N.W., Washington, D.C.

HCO POLICY LETTER OF 14 MAY 1959

HCO
ADMINISTRATOR

L. RON HUBBARD

Bill Hull is appointed herewith HCO Administrator for HCO US and HCO DC, with a
pay increase to 100 units. This appointment changes no other post function but vacates post
formerly held by Hull which must now be filled.

The HCO Administrator has general charge of administration and personnel and is
responsible for the general accomplishment of HCO functions.

The Administrator in particular holds the morning meeting, apportions work load,
reviews the functioning of communication lines, ensures the accomplishment of HCO and my
personal business viathe responsible hats.



In particular it isthe duty of the Administrator to see that personnel are causative
toward their posts and that the problems related to those posts are handled by them, not by
shunting despatches about.

The HCO Administrator brings order to HCO activities.
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L. RON HUBBARD

CenO

HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W. 1

HCO POLICY LETTER OF 1 JULY 1959
[Excerpt!

HCO WASHINGTON,
DC

HCO Washington, DC, in charge

HCO Continental Sec

HCO Communicator, Continental and Area
HCO Area Sec

LRH Personal Sec

LRH:gh.rd

HCO Dissemination Sec
Sec ED

HCO Steno

Book Section Admin
Book Section Shipping

L. RON HUBBARD

[Note: Taken from HCO Policy Letter 1 July 1959. The names of
persons appointed to the above posts have been deleted.]

CenOCon
Franchise
Field

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 28 JULY 1959
(Reissued as HCO Policy Letter of 7 February 1963



Reissue Series 10)

ORGANIZATION OF
CORPORATIONS

The terminals of an organization must approximate to some degree the goals of an
organization. The communication lines of organizations must parallel the action lines. The
traffic flow in any given organization must be approximated by the positions of terminals and
their communication lines.

An organization could be said to be asreal asit approximated the redlities of its
activities. If the organization does not well approximate these realities then it has alow level
of reality to the personnel working in it.

Further theory on the reorganization of organizations consists of the fact that certain
organizationa departments are engaged in business activities; certain are engaged in public
relations; and certain departments are engaged entirely in the handling of programs already
put into action on a board level.

The consistent failure of programs to produce results liesin the fact that the execution

of these programs has not been given sufficient dignity. Thus no matter how well the
programs were planned or what they consisted of, the persons actually entrusted with the
execution of the programs were not permitted to carry them forward uninterruptedly. Thus a
confusion of thinking has existed in the organization and a rather large absence of doingness.

For example, we give very little thought to the department known as "shipping”. This
shipping function is apparently something which is under executive management and hasin
itself no executive prerogatives. Thisis contrary to the reality of the situation. The action of
shipping is part of the action of dissemination, part of the action of executing certain
programs which have been laid down. Certainly the execution of the program should be given
as much dignity and as much standing as the planning of that program.

We discover in inspecting executive function that what we think of ordinarily asan
executive is someone who sits at a desk and handles a great deal of inflow. If thisisthe
case, we could then make a graph in which we could draw a small circle on a piece of paper
and point agreat many arrows at it. By the very reason of inflow on this "executive" level,
outflow becomes somewhat difficult. If we go off to the side from thisfirst circle and arrows
and draw another circle with arrows emanating from it, we would have a program execution
picture. Thisisvery largely outflow. Probably the impulse of the business and planning
sections to stop or change the outflow programs stems in the main from this disproportion of
flows. Only we in Scientology would understand this and only we in Scientology can do
something about it.

LRH:dr.rd Copyright (c) 959,
1 963 by L. Ron Hubbard
ALL RIGHTS RESERVED

L. RON HUBBARD
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 5 AUGUST 1959
HCO VOL. SEC. MATERIAL

Purpose: To ensure the survival of enfranchised auditorsin the field and future

organizational centres. To handle all ethical matters among the auditors by remaining impartial
and being loyal to LRH at all times by helping him wear his hats in this regard. To be the
direct communication terminal between LRH and the Field.

Ethics: Bring Order isthe prime job of all HCO Secs. What happens when you bring order is
that confusion flies off with great rapidity. Y ou see that someone is blocking the
communication lines and creating needless traffic, you put them straight, and the next thing
that happensis that they have got 100 very good reasons (justifications) why they can't carry
out your order. Don't Q and A with this, don't be amused by it, don't argue with it, just see
that they do what you told them to do. Y ou'll probably have to repeat it about half a dozen
times but eventually they'll get it.

This planet has been over-run by these confusions and banks for too long now, so we as
HCO Secs aren't going to get spun in aswell. This subject of confusion is an interesting
scientific observation. It happens without fail so don't get fooled by a bank.

Be equally interested in all the activitiesin the field. Don't just concentrate on one
centre-because the others won't like it! If there are any big disagreements handle
them-that's ethics. But just remember you are there to handle your area and that means
your whole area-not part of it.

Communication: You arein that areato represent Ron. People send their communications
through you to him-handle them. Watch out for people who develop heavy traffic and block
the lines. If they do (and they will) put them straight.

Finance: See that the franchise holders pay their 10%sin to HCO WW. Find out why some
do and some don't. Start collecting all of those delinquent payments.

Courses: Run model HAS Co-Audits. Get the franchise holdersin every so often and get
them to take your course. See that they know how to apply the latest data on their course.

Hold Advisory Committee Meetings and send in reports to HCO WW on the behaviour
and progress of your area.

Remember one thing, we are not running a business, we are running a government. We
arein direct control of people'slives. But for the first time we are not making victims of
them, we are making them more able. So bring order into these peopl€'s lives.



HCO Secretary WW
NW:brb.rd Copyright ()
1959 by L. Ron Hubbard
ALL RIGHTS RESERVED
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 26 AUGUST AD9

PROMOTIONAL FUNCTIONS OF VARIOUS
DEPTS

Central Organisations are now running on the six department system. They have been
for sometime and it is working, and working well.

Each of these six departments has its own Director, Deputy Director and Function. The
six are represented either by a Director of a Department or a Deputy Director in the
Advisory Committee.

The Association Secretary has amongst his functions, seeing that the purposes of these
depts are carried out and that the quotas and schedules of each department are met. In
addition he must see to it that the promotional purposes of each department are carried out.

Each of the six depts has a promotional purpose in addition to al its other purposes. By
promotion in a Scientology Organisation, we mean REACH the public.

Some of the promotional purposes of these Depts are listed herewith.

Dept of PrR: To reach individual aspirants for training and processing by various
communication means such as letters, phone, telegram and in particular, personal contact.
Public lecturing and the visiting of groups by PrR persons or an Association Secretary are
included in the promotional functions of PrR. Broad contact by means of advertisement is
also aPrR function. PrR promotion is however mainly an individual matter. Amongst the
promotional functionsis the arranging of the lives of aspirants so that training and processing
can be attained by them.

PE Foundation: The promotional functions of the PE Foundation include the dissemination
of invitations and literature to the broader public by means of the available public. They also
include the attainment of sufficiently exciting results by lectures and doingness that the
attendees will tend to bring new personsinto PK. PE via PrR may advertise for its classes.
This could be summed up by saying generate enthusiasm and attendance by straightforward
data and demonstration that Scientology works. The PE is a showcase.



Academy: Thefirst function of the Academy is to have a good Academy run with tough 8C.
For years it has been observed that a fine tautly scheduled Academy that puts students over
the jJumps and makes them into uncompromising zealots for the right way of doing things
always attracts new students. A bad Academy is always badly attended. The grapevine here
is so apparent that one only need look at Academy attendance to know Academy quality.
Thisisthefirst line of Academy promotion. The second line of promotion in the Academy is
using old students to get new students by letters and programs. Amongst these programsis
the Extension Course.

The HGC: The promotion function of the HGC consists of turning out cases that rave about
their auditors and the HGC. It is unfortunately true that an HGC is not as well attended as it
gets results. Indeed a good HGC from a standpoint of resultsis often less well attended than
one that really chews Pcsto ribbons. Thisis because of the victim complex in the society.
But good or bad-which is after all atechnical, not promotional question-the results of the
HGC MUST include enthusiasm on the part of Pcsfor their Auditors and the services
rendered. Handling the private lives of Pcsis forbidden by the Auditor's Code when done
directly. But sometimes this has to be done to get the case upscale. The best promotion of an
HGC isinterest in the Pcsin or out of session. And thisis furthered by the HGC use of tests.
An Auditor must not evaluate for a Pc. This does not include the D of P. A good D of P
evaluates as harshly as an instructor and more or less follows the Instructor's Code. An
overbearing evaluating D of P always has more Pcs than a meek and mild one. The sending
of teststo the Pc after he gets home, the hounding him afterwards for reports on what and
how heisdoing, isal apromotional function of the HGC. Thereis afive year standing order
that a Pc must be written to three times after leaving the HGC, the first letter one week after
he |leaves, the second letter one month after that, and the third letter three months after that.
An HGC that doesn't stay in communication with the Pcs
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never has very many. It's not up to PrR to stay in communication with the Pcs who had
Intensives even though the PrR does. It is up to the D of P to stay in communication with
these Pcs.

Dept of Materiel: Y ou would not at once think of the Dept of Materiel asbeing a
promotional unit, yet it is. Amongst its dutiesis cleanliness and spark in the quarters. A Dept
of Materiel that will inventively make the Org loom up in terms of buildings and quartersis
doing Promotion. Materiel should never slack on this function but many Materiel Directors
have been unaware of it. The Dir of Mat should get out and look the place over, and figure
out how within his budget he can make people come into this particular building who know
nothing about Scientology but only because they were attracted in. Further, the Director of
Materiel should realise that his promotional lines consist of keeping Address and CF straight.
He holds all the bodiesin CF enclosed in file folders and he knows where al the bodies arein
Address. If these are straight then the Director of Materiel has done a great deal of

promotion and combined with attracting (rather than attractive) quarters, heisrealy
promoting heavily.

Dept of Accts: Accountsis commonly so snowed under with Bookkeeping and Prop Income
that it doesn't think of itself as apromotional unit. But it is. Snappy and accurate accounting,
quick and accurate and even tough rendering of statementsisall promotion of a sort. We are



accustomed to thinking of an Accts Dept as being figure-figure non-reach sort of department
but thisis far from true. (That's figure-figure.) Accountsis promotional just by rendering bills
properly and on schedule. And they're promotional by making sure the public contributes to
the organization in money; by thoroughly backing up the PrR, Accounts does a lot of
promotion. Further, there is another thing that an Accounts Dept can do in the promotion line.
We are usually undermanned in the Accounts Dept and seldom realize that lack of peoplein it
isone of the most foolish economies we can make. It's lack of people in the Accounts Dept
rather than lack of willingness that keeps our Accounts in aturmoil. There should be one
person on Statements, one person on Current Bills book and one person on Prop Income
breakdown even if one or two of these people are part-time. If there are three-and there
should be-part of the work of each would be promotion as follows: Statements-noticing

that credit is good on some person in the Statements book, should write and tell the person so
and give alist of such people to the Dir of PrR. Current Bills, who should handle purchasing
and filing too, probably, has a public relations function in handling the merchants with whom
we deal and getting them interested in what we are doing rather than allowing a purely trade
relationship to exist. Prop Income, who also usually does the invoicing, has a promotion
function in making sure that the recei pts get back to the payee along with some kind of pat on
the back for helping Scientology along. MONEY is the attention unit of this society. A lot of
Scientologists say 'how mercenary' when | start talking about money. They don't believein it
to the degree that they don't want to attract any attention personally. And that's the crude
truth. We've got to get over that attitude. The commonest sense tells us that if we had enough
money we could advertise and build and hire our way straight up the line ten times as fast as
we are doing. Well one of the ways we fail isto fail to use money as a promotion factor and
to fail to fully utilize commercial transactions and monetary exchanges as promotional
avenues. Think that over and buy the Dir of Materiel the new building he wants and see how
they start crowding in. The Dept of Accountsisour most neglected promotional sphere and
this we must overcome.

The six department system is built like awatch. It isworthy of considerable study. And
it certainly accomplishes doingness. Any sphere of promotion there is can be assigned to one
or another of its departments.

Association Secretaries these days are selected on the basis of their personal ability to
promote and get the show on the road. This should now be extended to the Dept Heads of
the organization.
Promotion means REACH. Well, let's stop worry and start reaching on al six cylinders.
LRH :brb.rd Copyright (c)
1959 by L. Ron Hubbard
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Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 3 SEPTEMBER 1959

The following is written by Elizabeth Williams, HCO Exec Secretary,
Australia. These are her stable data and are well worth reading.

S.0.P. ON HANDLING ASSOC SECS, DEPT HEADS AND HASI
STAFF

1. If they come to HCO always ask them to take a seat and 'what can you do for them?
Put them at cause. If you go to them, take a seat, be calm and stable and ready to help.

Be courteous and polite and behave as per bulletins on Scientology Executives.

3. If they are upset ask them what the problem is and help them straighten it out. Be an
auditor.

4. Never be 'persona’ in your critical remarks to them. This does not help them or you.
Make sure you cover the ground of their problemsin the org.

6. Ask them what they are doing wrong to HCO or the org and what HCO or the org is
doing wrong to them if there are any ARC breaks on the line. Find out the particular
people. Patch it up.

7. If there is something wrong on the line from your point of view-tell them.

Y ou are the auditor in this case-DON'T expect them to straighten you out-they
have come to HCO to get help from you.

9. If they have come to see someone else in the office other than you DON'T stop work
and stare and listen or butt in the conversation. Continue work and don't lose time for
HCO. If it concerns you-it will be routed to you.

10. Don't expect them to see everything from your viewpoint just bang-if you see that a
job could be done better outline it to them and the reasons why it could be done better
and how. Make it concrete and precise.

Never validate or talk about 'case’ and Q and A with confusion in handling HASI staff.
Always outline and underline the constructive and Bring Order. Don't spread bad news.

12. NEVER criticize any HASI staff member one to another nor any HCO staff to HASI
staff.

13. Remember always you are an HCO staff member and are separate from HASI staff.
Therefore keep your moans within HCO and never, never moan to HASI staff or the
public, or ANYTHING to do with Scientology.



14. NEVER join with HASI staff against any Org. policy or Ron's policy or his appointments
in HASI, or for and against squabblesin HASI. Maintain always a very definite

separateness and do not voice your opinions on HASI mattersto HAS| staff. Say al

you likein HCO.

15. Always keep the goals of HCO and HASI in mind and operate as often as you can on
the best for the greatest number of dynamics.

NW:brb.rd
Copyright (c) 1959
by L. Ron Hubbard
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 27 NOVEMBER 1959
KEY TO THE ORGANIZATIONAL CHART
OF THE FOUNDING CHURCH OF SCIENTOLOGY OF WASHINGTON
DC

Thisisthe Organizational Chart of the Central Organization of Scientology in the United
States.

Director.

ED.

It iskept to date by Sec'l E D under the directions of only the Executive

Any changes believed necessary should be written as a dispatch and sent to Secll

This board has the force of assignment and is the primary means of assigning personnel
in the organization. This board is the publication authority for assignment to post.

Thisis not a Communication Chart.
Communication may be accomplished at any time by anyone to anyone but is official
only through the Communication Centre by proper dispatch. If it's not a written dispatch it

isn't an order.

Board Planned and Organized by LRH



with the assistance of Sec'l E D.

The aboveistyped on a3 x 5 white card (takes 2). Along with thisis the following, also
on 3 x 5 white card, with appropriate colours pasted on as indicated below.

Trustees are in Red.

Executives are in Blue.

Staff Members and Posts are in White.

A solid red line means a Founding Church chain of command.

A dotted red line means liaison.

A solid blue line means another corporation or office.

Where ared flag appears on board there has been a change of post
within the past week.

(Note "Executives' are Dept Heads and anyone who attends the Advisory Council)
Here are the Purposes of Various Posts
& Deptsinthe FC of S of Wash DC as
shown on the Org Board.

(Note: The org bd shows name of post, followed underneath by purpose, followed
underneath by person's name. Examples:

Organization Secretary

Purpose: "......
Nibs Hubbard

Comm Course Instr
Purpose: "........
Name of Person)
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Founding Church of Scientology
Purpose: To Disseminate Scientology. To advance and protect its membership. To hold the
lines and data of Scientology clean and clear. To educate and process people toward the goal
of acivilized age on Earth second to none. To survive on all dynamics.
Founding Church Congregation
Purpose: To communicate to the congregation the principles and philosophy of Scientology.
To insure for each individual an awareness of their health, happiness and immortality through
good training, processing and fellowship.

Staff Meeting

Purpose: To gather agreement and permit staff origination upon matters relating to personnel



and duties. To report on performance of duties. To suggest promotional maintenance and
organizationa changesto FC executives.

Organization Secretary

Purpose: To get people to get the work done. To enforce the policies and advise the Board.
Advisory Council

Purpose: To advise the executives of the organization as to needed changes and policies. To
act as ameeting ground for department heads. To assemble and report the statistics of
finance and action to the Executive Director. To advance ideas for promotion and
improvement.

L. Ron Hubbard Founder (Location of thison Org Bd is at very top of HCO)

Purpose: To develop and disseminate Scientology. To support and assist Scientologists. To
write better books. To act as a court of appealsin all organizationa disputes. To form and to
make official policies and orders affecting the Founding Church.

Hubbard Communi cations Office

Purpose: To be the office of LRH. To handle and expedite the communication lines of LRH.
To prepare or handle the preparation of manuscripts and other to-be-published material of
Scientology. To keep, use and care for LRH's office equipment. To assist the organizations
of Scientology and their people. To set a good example of efficiency to organizations.

Public Relations (under HCO)

Purpose: To maintain and increase good public relations for the organizations of Dianetics
and Scientology.

Editorial Director (under HCO)

Purpose: To keep materia in publications within Organization Policy, and to prepare
publishable material.

HCO Communicator

Purpose: To keep the communication lines flowing and the files in order in HCO.

HCO Board of Review

Purpose: To validate for full results every certificate ever issued in Dianetics and
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Scientology. To be the final authority on any certificates to be issued. To be the final
authority on Clear certification.



TECHNICAL
DIVISION

Purpose: To insure good training and processing, good service and ARC inside and outside
the organization.

(Note: Under thisisthen listed "TECHNICAL COUNCIL

Dir of Training
Dir of Processing")

Academy of Scientology
Purpose: To train the best auditors in the world.
Training Administrator

Purpose: To keep the materials and comm lines of the Academy in good order. To keep a
Roll Book. To prepare and collect certification materials.

Hubbard Clearing Scientologist Course
Purpose: To educate auditors in the techniques and skills necessary to clear human beings.
Communication Course

Purpose: To give people areality on Scientology and to teach the communication formula by
Dummy Auditing.

Upper Indoctrination Course
Purpose: To attain ability to handle bodies, objects and intentions fully.
Theory & Practice Course

Purpose: To create a competent auditor with agood grasp of theory and practice of
Scientology. All five levels of Indoc.

Hubbard Guidance Centre

Purpose: To do more for peopl€e's health and ability than has ever before been possible and to
give the best auditing possible. To help people.

Processing Administrator

Purpose: To handle the persons, communications and materials of the HGC to the end of
improving and continuing the quality and business of the HGC.



Scientometric Testing in Charge

Purpose: To give all and any tests or exams that may be required to any department or
organization or personnel, and to keep and file results accurately to assist research and
presentation, and to have test materials in abundance to hand.

Personal Efficiency Foundation

Purpose: To run an amazingly successful HAS Co-Audit Course, to keep new people coming
in and the Co-Audit growing, at least five new people per week, and cases cracked and
everyone to get trained further or cleared fully in the HGC.
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ADMINISTRATIVE
DIVISION

Purpose: To insure good and accurate communication inside organization. To handle business
and administrative affairs. To insure good working quarters and conditions for and good work
from organizational personnel.

(Note: underneath thisis shown:
Dept of Promotion & Registration

ADMINISTRATIVE COUNCIL
D of PrR
D of Mat
D of Accts
1
1
Dir of Administration
1
1
|

Dept of PrR Dept of Materiel Dept of Accounts.)

Purpose: To procure students and preclears by actual, direct and personal contact using
personal letters and assuring an adequate number of students and preclears.

Reception

Purpose: To create and maintain good communication and service amongst staff, students
and public.

Dept of Materiel

Purpose: To hold in readiness and good repair all the communication materiel, files,



addresses, furniture, equipment, quarters, and transport necessary to adequate function of the
organization.

Dept of Accounts

Purpose: To keep the business affairs of the organization in good order, to maintain the good
business repute of the organization and to see to it that the business activities of Scientology
are up to date in an excellent condition. To make sure that income exceeds outgo.
Disbursement Clerk

Purpose: Break down income into proportions; validate bills; issue checks.

Lega

Purpose: To make legal the actions of the organizations of Dianetics and Scientology and
safeguard their public and private interests.

L. RON HUBBARD
LRH:js.rd Copyright (c)
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 31 DECEMBER 1959

PROGRAMME DIRECTOR
HAT

The hat of Programme Director should be worn by the Association Secretary
(Organization Secretary).

This cancels any previous directive on the same subject.

LRH:js.rd Copyright (c) 1959
by L. Ron Hubbard ALL
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HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W.1

HCO POLICY LETTER OF 22 OCTOBER 1960
Re-issued from Sthil

THE THREE SERVICE
BRANCHES

Peter Hemery HCO
Secretary WW for L.
RON HUBBARD

HASI now has three service branches. Two are paid, oneisfree. These are Testing,
Training and Processing.

Training and Processing are the two paid services. Testing is the free service.

These Three Services take precedence in quarters, personnel and general activity.

All other services rendered are of secondary importance and, indeed, are important only
to the degree that they make these three services work and to make sure they are

adequately used.

The most important administrative department is Promotion and Registration. This
department ensures a flow of bodies into testing and from testing to training and processing.

Material isthe next most important department, furnishing as it does Mest-quarters,
supplies, files and addresses-to the service units.

Accounts is the next most important function, taking care of the receipts and
disbursements and payrolls.

PE, as a procurement activity, continues. Its future function will be to give abasic

evening course based on the Anatomy of the Human Mind, using Academy type instruction.
PE shall continue as a department in those areas where it has done well. In those areas
where it has not contributed, the Academy will absorb its functions of training, PrR will
absorb its procurement and HCO its open evenings.

Other activities also continue.
The basic plan of a Central Org does not shift and alters only in emphasis.

Personnel may be increased, cut, shifted or deleted in a Central Org on the sole
authority of the Assn Sec or Org Sec to accomplish any such re-adjustments.

The least affected organization is Washington, DC, asit does the least |ocal
procurement and probably will not materially increase its test department at thistime.
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 28 OCTOBER 1960

HASI-HCO RELATIONSHIP
DISCUSSED

| had a meeting today between the officers of HCO and HASI in Johannesburg which
brought up some points of interest to all HCOs and Central Organizations.

The points of importance were these:

Central Orgs have certain fixed promotion lines which should be followed. HCOs have
some interest in the effectiveness of these. HCO has no interest in the number of personnel
employed by HASI in tech or admin, this being entirely up to the Central Org officers. If
HASI thinksit can get along with far less and still render service acceptable to HCO, then
itsal upto HASI.

Central Orgs as such have a poor reputation for originating and executing new
promotion. HCO isresponsible for broad new dissemination projects.

| have always operated on the theory that if | drove enough businessin on Central
Orgs, they would cope with it. And that | should not be deterred by various resistances in the
form of thinking it could not be coped with.

Thereby emerges HCO's primary function today-to do broad dissemination and drive
businessin on the Central Org by any means within HCO's power.

HCO'srole stems logically from my own most consistent functions: (a) Technology and
its proper performance and (b) Promotion of Scientology widely by books and ideas and
creating comm lines.

Whenever HCO falls away from these two items, the Central Org has rough financial
going. Lack of technical wins gives fast stagnation and few excellent personnel. Lack of
heavy dissemination gives alack of bodiesin the shop.

On Promotion, driving in people on the Central Org is a primary function. This does not



mean individual people. It means masses of people. HCO deals in masses and mobs and
HASI dealsin individuals.

HCO must carry out heavy book promotion and sale, many special events (open
evenings, lectures, Congresses), hew effective mass comm lines (magazines, etc) and must
furnish new ideas.

HASI comm lines are set and fixed aready. New lines disturb proven effective HASI
lines when HASI doesthem. HASI is helped when HCO does them.

HCO'sinterest in HASI personnel ends with making sure the business HCO drivesin is

not wasted. Hence hat checks, security checks. But HCO may not interfere with actual
personnel selection or dismissal except to act as a justice on complaints from personnel, and
then HCO may be going too far even so.

HCO is amass dissemination organization. HASI is an individual service organization.

The primary breakdown in any org is Technical Excellence. When this goes, all else

soon follows or stays low. The primary lack of income comes from HCO failure to widely
disseminate and hold special events that bring people to HASI for HASI to approach and
care for. Almost as important an income failure source is HASI's failure to contact often
(from PrR) individuals HCO has drummed up by mass programmes.

When HCO lays down how many people HASI must or must not hireit errs.
HCO isthe "Madison Avenue" of Scientology, meaning it's the advertising broad public
presence unit. But "Madison Avenue" does not run the businesses it serves. It only makes

them look brighter to the potential public.

| think this gives us anew look at HASI-HCO relationships and their zones of
responsibility.

| laid down these principlesto clarify the problems which had arisen between
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HASI and HCO in Johannesburg and | feel the same principles may resolve and re-orient
many areas of overlap or dispute in other orgs.

HCO.

| consider these points as new policy for sorting out the two areas of HASI and

However, nothing in this policy letter exists to prevent HCO from taking sudden and

heavy action to remedy obvious or possible collapses on HASI's part in handling the business

brought in.

LRH :js.rd Copyright (c)
1960 by L. Ron Hubbard



ALL RIGHTS RESERVED
SA Only
L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
23 Hancock Street, Joubert Park, Johannesburg

HCO POLICY LETTER OF 8 DECEMBER 1960
DURBAN EXPANDED
The Durban Office effective area shall hereafter also include all of Natal.
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 9 DECEMBER 1960

CAPETOWN HASI TO BE
ESTABLISHED

L. RON HUBBARD

Effective at once aHASI Ltd Central Organization isto be established in Capetown,
Cape Province, South Africa.

The pattern of the organization isto be similar to the Central Organization in
Johannesburg. Johannesburg, however, remains the senior organization in Africa.

Special local courses may be run to give Capetown a start. Announcements may be
sent out by HASI Johannesburg to the Cape Area. A mailing list for the Cape Area but not
address plates may be furnished by Johannesburg.

A PE Foundation should be formed as soon as special courses and preclears have been
begun successfully.

Jack and Alison Parkhouse are appointed Association Secretary and HCO Secretary of
Capetown respectively. Their unit pay will be continued from Johannesburg. So long as such
unit pay isdrawn all receipts and disbursements of Capetown shall be part of Johannesburg's
accounts.



All Capetown staff shall be recruited and trained in Capetown. Due to shortage of Org
staff in Johannesburg, Capetown should develop its own.

Jack and Alison Parkhouse are detached as of this date from all dutiesin
Johannesburg.

LRH:aec.js.rd Copyright (c)
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All HCOs All Central OrgsHCO
Area-Call awhole staff meeting,
read, issue and discuss

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex.

HCO POLICY LETTER OF 16 JANUARY 1961

HELP ME PUT IN THE NEW
LINES

We are about to execute some fundamental changesin Central Orgs. For years Central
Orgs have had trouble promoting and procuring. After months and day and night work in
Johannesburg | have resolved this. It can work everywhere, according to early reports.

| am about to write up all the lines and hats of this new set-up.

We aready have technology wrapped up if it isfollowed. Ten hours of tape are coming

to you from DC for use in training HGCs. It is our first complete package of technology fully
tested, fully vindicated. It has yet to be fully understood or used. It must be trained in on all
staff auditors and all new auditors coming on staff. It is al there on the tapes.

In Admin, the new test lines are watch-like construction.

If we get too much alter-is, too much "change because this areais different”, too many
additives, we'll all bein aspin. My own Admin lines will become wholly unmanageable.

| will try to be as clear as| can be. If it isn't written into the line-up it isn't there. For
instance, there is no phone number given in the 1Q Ad, but DC put onein its Ad and got no
bodies, only floods of phone calls. | had to cable DC to get the phone number out of the ad
so people would walk in. For instance, an instructor trying to grasp Formula 13 wanted to
know if you crossed off a name from its assessment list when it was briefly run. Nothing
was said about thisin the HCO Bulletin therefore you don't cross off names.



Additives have been the most source of most scrambling to date. People add things
that aren't there.

Alter-isisthe other sinner. | call for small 18" square tablesin testing-large
rectangular tables get bought, potential capacity of test room is cut in half.

People want to know what's the authority of HCO. Its earliest genus was the need to

get new line-upsin place in Central Orgs. Broadly HCO is my officein an area. As
Executive Director, | am usually the one to put in new departments, promotions, ideas and
line-ups. HCO is there to make sure they go in smoothly without omission, additives, alter-is
or misunderstanding. Once these are in they can be run by my Association Secretary in that
area. HCO isthere to make Ron's postulates stick. That's its most vital action. My postulates
are contained in HCO Bulletins and HCO Policy Letters.

Y ou have to have cooperation from everyone to make an organization work. But there
has to be a workable organization there before it can be worked. Group-think never created
an organization that worked. Hence, | put them in, and modify only after long study.

Frankly, 1 could not function at all without HCOs and cooperation, | am tackling a huge
job-the shift of Central Org patterns all over the world and putting in new Central Orgs.
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Y ou can help by putting in the line-up as laid down, without alteration or omission or
additives. Only whenitisall inand in right can you see whether or not it works or how it
works. After it has been working for along time, we can discuss refining it.

To make this new boom stick, we have to line up Technical Excellence first, making

sure every pc that signs up gets full reality and case gain. Then we groove in the New PE
Foundation under a competent director. Then we make very sure of our Academy for future
auditor supply.

To do these things, | am already furnishing you lots of unchanging gen. You areon a
high level of stability now, Tech and Admin both. The only way we could fail isto fail to get
the exact mock-up in and working. Then it'slots of people, high units and we're away.

And I'm depending on HCO to make my postul ates stick, on staffs to cooperate and on
Association and Org Secs to help the new policies take form and to run them sensibly and
accurately after they are squared away.

That's our programme. Help me get it in shape.
LRH: js.aap Copyright (c)
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Oceania.
L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 30 JANUARY 1961
APPOINTMENTS

Peter Greene is appointed herewith Association Secretary, HASI Johannesburg.
Ray Stout is appointed herewith Association Secretary, HASI Durban.
Jack Parkhouse is appointed herewith Association Secretary, HASI Capetown.
Dennis Lee is appointed herewith Association Secretary, HASI New Zealand.
Tony Dunleavy is appointed herewith Association Secretary, HASI Perth.
Les Verity is appointed herewith Association Secretary, HAS| Sydney.
Peter Williams is appointed Continental Director for Australia, New Zealand and

Marilynn Routsong is appointed herewith HCO Executive Secretary, HCO Continental
America

Vicky du Toit is appointed herewith HCO Secretary, HCO Continental Africa.
Rosemary Friel is appointed HCO Area Secretary, HASI Johannesburg.
Alison Parkhouse is appointed herewith HCO Area Secretary, HASI Capetown.
LRH: js.rd Copyright (c)
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HCO POLICY LETTER OF 14 FEBRUARY 1961
(Re-issued as HCO Policy Letter of 20 December 1962
Re-issue Series 8)

THE PATTERN OF A CENTRAL
ORGANIZATION

The following is asummary of all parts of a Central Organization for use in Permanent
Staff qualifications and in departments.

HCO AREA OFFICE
An HCO Area Officeis attached to each Central Organization.

It expedites internal and external communications and in particular communications to
and from HCO WW and myself.

As part of communications supervision it hat checks into existence with staff members
HCO Bulletins, HCO Policy Letters and other official releases.

It issues and keeps to date the organization hats. HCO Area keeps the Org Board.

Fundamentally it isaso alibrary of technical and administrative data consisting of
books, mimeos, tapes and general know-how.

HCO Area has the power to take action to maintain a high technical level, a good
administrative form in the organization and to security check personnel.

It examines students and issues certificates through its HCO Board of Review.

Mainly through the HCO Continental of a continent it reaches broad masses of the
public where a Central Organization reaches individual members of the public.

The whole activity of an HCO Area Office is Communication, Collection, Local Book
Sales, Technical Level, Administrative Form, Ethics, Certificates and Awards. To this,
through HCO Continental, is added broad promotion and dissemination such as public book
sales, the magazine, ads and special events.

THE ASSOCIATION SECRETARY'S OFFICE

The Assn Secretary runs the Central Organization. He is usually assisted by a secretary
who expedites his communications, writes his letters and gets in his reports for the OIC and

keepsit.

Personnel procurement and placements, financial management, legal actions (including
press), valuable documents, and the OIC board are some of the administrative functions of
this office.



Proper operation, willing performance of duty of its executives and personnel, its ample
financial solvency and general high effectiveness of the technical and administrative functions
of the Central Organization are al the responsibility of the Association Secretary.

The Association Secretary islooked upon to keep the organization in existence and
functioning at a high level. HCO helps but the final responsibility of keeping an organization
going is the Association Secretary's.

He has a Dept of Official Affairs (Government Relations) to help him with legal, if
required.

TWO DIVISIONS

There are two Divisionsin a Central Organization. One is Technical, the senior

division, the other iSADMINISTRATIVE. There are six departments. The TECHNICAL
DIVISION includes these three departments. The PE Foundation, the Academy of
Scientology and the Hubbard Guidance Centre. These carry out the three basic services of a
Central Organization-Public training and processing, Individual training and Individual
processing.

THE ADMINISTRATIVE DIVISION consists of three departments: Promotion and
Registration, Material and Accounts. These care for the three basic functions of
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contacting and signing up people, taking care of quarters and supplies, and handling all
matters of finance.

TECHNICAL DIVISION
The Personal Efficiency Foundation

The PE Foundation is the entrance door of the public into the services of the Central
Organization? a knowledge of Scientology and a higher level of civilization.

Test Section
By means of advertising mailings and word of mouth, the public is brought in to be
tested and evaluated. Thisis done by the Test Section of the PE Foundation. This section
does everything possible to route new individuals into a PE Course.

PE Course Section

A five evening PE Courseis given weekly. Its curriculum is precisely laid down. Its
total purpose isto explain elementary Scientology and prepare and route people into the Co-
audit.

The HAS Co-audit Section



Using precise processes developed for this section only, the HAS Co-audit (Do it
Y ourself Processing) seeks to improve cases and further interest people in Scientology so
that they will take individual HGC processing and individual training.

Summary of the PE Foundation

The PE Foundation is an entrance point to Scientology. If it fails to pass people from
testing to a PE Course, from a PE Course to Co-audit and from Co-audit to the Academy
and HGC then it isfailing its functions, the unit will be low and the Central Organization
faltering.

No section of the PE is an end-all where the public feels an action has been completed.

That the PE Foundation in itself does agreat deal of good is indisputable. However, the
moment it relaxes on this fact and fails to pass people along, it lets down every staff member
in the other five departments as well asits own people. A PE Foundation income is not
adequate to support even itself, and its servicesin training and processing are not wholly
adequate to functioning in life. It is an entrance door. It must be alertly watched. Its numbers
in testing, PE Course and Co-audit today are the organization's units and Scientology people
tomorrow.

The PE Director is now, next to the Assn Secretary, the most responsible person for
solvency in a Central Organization.

The Academy of Scientology

Headed by the Director of Training, the Academy isresponsible for the technical
excellence of Scientology practice tomorrow.

Teaching two different courses in the same classes, the Academy trains Hubbard
Practical Scientologists and Hubbard Professional (HPA/HCA) Auditors.

The Academy also teaches an upper level course once or more ayear known as the
B.Scn. (Hubbard Clearing Scientologist) Course.

Precise scheduling, crisp training and true, direct answers to the students' questions
makes an Academy.

The HPA/HCA Course enrolls more or less every Monday unless the total average unit
isto be gained expensively through individual processing only.

The Practical course is the same as the old professional course except that it isfor
people "Who don't want to practice Scientology professionally”. The professional courseisa
tougher version with more requirements.

A bad Academy results in abad HGC tomorrow as many graduates become staff
auditors.

A good Academy is known by its snappy scheduling and the degree of basic data and
action the student actually absorbs.



The Hubbard Guidance Centre

The HGC is headed by the Director of Processing, under whom come all individual
cases (public and staff).
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The D of Pisthe case czar of the organization.

The D of Pstotal administration is done by HGC Admin. The D of P does not do
admin, only technical’ but isin charge of admin and all staff auditors and the department.

The D of P (or in case of more than 30 pcs/week, adeputy D of P) interviews HGC
cases every five hours of processing to establish the quality of goals and rudiments and what
the auditor is running.

HGC Admin procures and assigns auditors, gives applicants from the Registrar their

case estimates, keeps the files of cases, oversees proper auditor handling of forms, oversees
testing or getsit done for HGC pcs when PE testing is closed, finds and assigns rooms for
auditing and keeps, in genera’ the lines moving in the HGC.

If the D of P does these things or worse, takes preclears to process, you don't have an
HGC. Y ou have atechnical collapse.

HGC quality must be high and stay high. It is the highest technical quality in the
continent.

An HGC staff auditor audits directly on current run-down and produces high case

gains. HGC Staff Auditors are the most respected auditors in Scientology and for a period of
11 years have always gotten the highest, fastest resultsin Dianetics and Scientology. A staff
auditor may refuse to process or refuse to release from processing any pc.

The HGC was born to show field auditors the results that could be obtained, and lived
on to carry the full burden of successful auditing around the world.

ADMINISTRATIVE DIVISION
Dept of Promotion and Registration
D of PrR is headed by a Director of PrR only in the largest of Central Organizations.
Otherwise its two sections are headed by Registrars-the Personal Registrar and the L etter
Registrar.
Personal Registration Section

The Persona Registration Section finds and signs up applicants for the Academy and
the HGC.



The section includes one or more personal registrars, the receptionist and, for Admin
purposes, various admin personnel in the technical division. It is headed by the Chief
Registrar.

For public purposes (and possibly in afuture change), all registrars may be called or
sign themselves as " Consultants'.

The whole actual income of the Central Organization is dependent upon the activity and
excellence of the Chief Registrar, just asits potential income depends upon PE and the
Letter Registrar. If PE and the Letter Registrar do not get themin, it is still up to the Chief
Registrar to do so. The Assn Sec receives the total income report from the Chief Registrar
each week as part of the Personal Registration Section Report.

The Persona Registrars interview applicants, sign them up on contracts and rel eases

and take their money for individual training and processing. When prospects seem too few,
Personal Registrars go back over "hot files" and by phone or other means, seek to get people
in.

A Personal Registrar cannot accept applicants finally for training and processing. This
isdone by the D of T and HGC Admin. The applicant when fully signed up is sent to
technical. HGC Admin may demand more hours be signed for after assessment (not test) by
E-Meter-if so the Personal Registrar signs them up for more, adding the hours to the
contracts and taking in more money.

Personal Registrars are entitled to view the profiles of HGC and Academy resullts.
A Personal Registrar always interviews a student or HGC pc after training or HGC
processing and usually nets some 50% of an Org'sincome for additional sign-up in these
"after interviews).
book".
The motto of a Personal Registrar is"Always sell something, even if only a
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Unfortunately Personal Registrars have "income ceilings® for the Org. Any given
Registrar may "pin" the week'sincome at a certain figure. This has to do with acceptance
level on money. A Registrar must be wholly free on money or thiswill happen.
Registrars are Admin not technical personnel but usually the best registrars are good
auditors. However, they may not assign times of processing for the HGC, nor may they
criticize HGC resultsto apc. If registrars are dissatisfied with results, the matter is brought
up in Adcomm or taken to the Assn Sec or even the HCO Sec. if no remedy is forthcoming.

The Letter Registration Section

The Letter Registrar isin charge of the Letter Registration Section of PrR.



The Letter Registrar and assistants keep a steady flow of letters going to applicants to
get them to come in for training and processing.

Income is proportional to the number of |etters mailed afew weeks previoudly.

To send out hisor her letters, information packages and other mail material such as
projects, the Letter Registrar has executive charge of al typists, Central Files, Address, Mail
Room and Memberships.

Typing Pool

Anything to do with getting letters written and mailed or sending out mailings or mail
projects is wholly under the L etter Registrar.

All typing and typists are under the Chief Typist.
Central Files Unit

All files on Scientologists or applicants are under Central-Files-in-Charge. These include
afilefolder for everyone who has ever bought anything from the Central Org. Thefilesare
divided into Live and Inactive Files. Magazines go out only to Livefiles. But letters may be
written to personsin Live and Inactive Files. Everything about a person, except his financial
statements, actual training record and test record isin CF, but data even on these, such asa
profile sheet, can be included. For instance a copy of an invoice, the profile of a new test
taken, anotice of certification, al are forwarded to CF for filing.

Address Unit

Under Address-in-Charge, the up to date addresses of al personsin the Live and
Inactive Files of CF are kept readily useable on a proper address machine.

Address-in-Charge is always ready to give any unit or department a complete card file
complete with designations on persons in whom that function is interested.

Address-in-Charge receives a copy of all invoices before they go to CF to make proper
address changes or bring designations up to date.

All mailing and mail functions of the Organization properly come under Address-in-
Charge. Thisis external mailings. The internal despatch system can also be included here if
inuse.

All franking machinery also comes under Address-in-Charge as well as stamps and
their safekeeping.

Memberships

Memberships (as well asthe issue of HAS Certificates) come under the Letter
Registrar and are normally handled in the Address Unit.



Summary of Letter Reg Section

The writing of letters, the packaging of info packets, accumulation of mailing lists, and

the handling of all files and addressesis a highly developed activity in Central Orgs. It is
enormously important since a Central Organization income, even when PE isrunning well, is
forecast by the volume of this section. Volume has long since proven to be more important
than quality in the mailing of letters and packages. Any communication is better than no
communication, as facts and figures have proven for years. Of course quality playsitsrole
here too. Autumn 1960 data on how to write |etters exists and should be followed.
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Healing ARC breaks is a function of the Letter Registrar.

Preventing ARC breaks from happening by proper designations and address and
Membershipsisal part of this unit.

This section receivesits mail at once after invoice and receives copies of all invoices.

Y ou can't expect high outflow and deny the section itsinflow. Mail important to Personal
Registration is quickly answered by L etter Reg and passed to Personal Registration when it
has to do with people stating they will comein.

Thereisonly one Central Files. Personal Registration may have folders, but just to use,

not to keep. When afolder goes out of CF, adummy folder is slipped back in, so marked as
to tell wherethereal folder went. Anything to be filed while the main folder isgoneisput in
the off-colour dummy and placed back in the main folder when it returns.

Card files from Address rather than CF folders are used by other departments than the
L etter Reg Section.

Dept of Material

Headed by the Director of Material (Dir Mat) the Dept of Material owns every Mest
object including pieces of paper in the entire organization and is responsible for its inventory,
existence and good repair and usage.

Material sets up and clears away rooms, keeps the place clean, maintains everything,
orders and supervises construction and even procures new office or auditing space. If it's
Mest, take it up with Material. If it's service or significance or personnel, take it up
elsewhere.

Material does all purchasing for the organization.

Purchasing can be done only after a dept head and Assn Sec approval on a purchase

order, no matter how small the item. The greatest single threat to organization survival has
been Purchasing by Material without proper judgement and authorization by purchase order.
Both Washington and London have been all but crushed by this function done wrongly.
Johannesburg, purchasing with bad judgement, wound up with very little material despite huge
bills. Purchasing isafine art and in Central Orgs a primary threat if done too abundantly or



wrong. Purchasing can be so bad that the Organization can go broke while acquiring nothing.
Further, enough money to pay its bills and have thingsis a better index for necessary income
than the unit. If the disbursement fund is kept more than adequate, the unit will also be high.
Financial management includes what is to be bought. When it's okayed by the Assn Sec.
Material can buy it. But if Material, in liaison with Accounts, sees danger in buying Material
must take it up with the Assn Sec with more figures even if the Assn Sec has already okayed
it.

The biggest potential upset next to purchasing is"job completion™. An Organization can
be torn apart if each job, started, is not finished before new jobs are begun. Unfinished jobs
can upset everything. They must be avoided.

Material should be given proper schedules of activities so that rooms can be set up or
auditoriums procured well ahead of schedule.

Cleanliness of quartersisa public point of acceptance of Scientology.
Dir Mat is a highly responsible job. It can make or break an Organization.
Dept of Accounts

Headed by the Director of Accounts, the Dept of Accounts receives, safeguards and
expends funds in the Organization. No other person can expend money, though others can
receiveit if it is promptly handed to Accounts.

Scientology Orgs had trouble with accounts until a special accounting system for
Central Orgs was developed. That system is of avital nature to the Accounts Dept and
must be followed without additives, ponderous ledgers, peculiar sub-systems or deletions.

A Scientology Accounts system issimple. It works. It consists of writing an invoice on
afour-copy machine for everything received and a disbursement voucher on a four-copy
disbursement machine for everything expended, even petty cash, with a completed
statement of what Accounts knows of the expenditure.
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The system consists of four files-one with afile for every creditor, one with afile for
every debtor, one with a complete file for every bank account and one with afile for every
weekly breakdown envel ope.

A board with nails on it for pinning up invoices for every category on the breakdown
sheet and a book to put income sheets in plus an adding machine and cabinets completes the
entire system.

Then if accounts will file every piece of paper, letter, invoice, voucher and receipt that
comesin in these files properly, anybody can summarize them and financial management
becomes possible.

Monthly, on a mimeo sheet that bears the name of every creditor, al bills are listed



from the Creditor file (not from bills mailed in by firms) added up and presented to the Assn
Sec with bank statements for his directions as to payment.

A similar mimeo sheet is made up of debtors each month and the amounts they
owe Uus.

Pay is paid not by cheque but in cash by the signature of the staff member on a
disbursement voucher that tells the whole tangled story. Staff members each have afolder in
the creditor file at the back in which copies of the voucher are filed.

A chartered or certified accountant can aways do a quarterly balance sheet for the
Central Org rapidly from these filesif they are kept up and are as designated.

We don't copy figures from figures into vast piles of day books, ledgers, statements and
other mysteries unknown. The files are these books. The law demands records everywhere.
These are the records we want.

When people pay on their kills, invoice it, (send them the white with their next
statement) and fileit in their file folder.

Our weekly breakdown sheet, showing gross and units, amounts deposited to salary

sum, disbursement account, building fund must be displayed to the staff each week on a staff
bulletin board.

We are interested in complete, orderly files and their individual summation. That's
accounting in Scientology. If the Accounts department is doing something else, they're still in
the 19th century when accounting was a vast mystery and managers went broke.

We have had good accounts and an easy life for Dir Accounts everywhere the moment
this whole system went in. Even governments were satisfied.

Admin Report Forms

Only one report (and its income sheet) is permitted per department per week-except
in PrR where each of its two sections reports.

We don't allow random report forms to develop in a Central Organization. Everything
anybody wants to know is on a dept's single report sheet for the week.

HCO WW ultimately receives all except income sheets.
Technical Report Forms
A report by each student is required each week by the D of T.

A report for each session given apc is required from staff auditors by the D of P.
These are "reportsto LRH".

All these are ultimately received by HCO WW.



Holding the Form
The above write-up gives the essentials of the form of a Central Organization.
There are many policies. These are found in the HCO Policy Letters.

There are many specific lines and instructions. These are a'so mainly in HCO Policy
L etters.

It isn't the type of area a Central Org isin that establishes the unit for the staff. It isthe
adherence to the form. As soon as parts of the Central Organization break down the unit is
affected adversely.
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A Central Organization now makes as much as it adheres to the form above and getsin

as much hot water as it does not. The earnings of a staff member are directly related to the
pattern being kept. Thisform of a Central Org required a decade to develop. It is based not
only on what isright but what Central Org personnel will do. Follow it.

There are certain truisms which have developed regarding overall department function.
These are:

If technical breaks down (HOC) the whole show goes. Staff member cases bog,
executive personnel isn't developed, ARC breaks disrupt the field.

A badly run Academy ceases to be attended at once by some mysterious grape-vine.

If the PE Foundation isn't steadily flogged by the HCO and Assn Sec. its order
crumbles since it isthe first point of impact by a disorderly public. Where the public contacts
the Central Org the points have to be held hard to keep order in.

We must never put things on "wait". The legal eagles are always asking one to wait.
Companies are always putting us on "wait". Don't stand for it. Crush it through.

A staff member should be judged by his effective action on post, not on his charm or
personality to other staff members or lack of personality.

A clique of friends of the top versus the rest of staff always denotes fear on the part of
the top. The proper group is the whole staff in and doing their jobs.

It is better to train than process income-wise but don't neglect signing up pcs.

A staff member whose appearance is sloppy tends to handle his comm the same way.

A security risk staff member can require as many as 2 additional staff members to handle
the resultant Dev-T. Security risks are dynamite. Only with security risks do you get lying
rumours and bad morale.



Never fill apost with a second-rater just to have a post filled on the Org board.
It makes a camouflaged hole. Less staff, if highly effective, can get more done.

Don't try to raise the unit by firing good staff ever. Come down on the PE and the
registrars instead.

Get books sold to get people in. That appliesto PE and reception and the registrars as
well asHGC.

As an executive don't drag people off jobs to get emergencies done. Emergencies only
occur after somebody drops the ball.

Free weeks demanded by HGC means the registrar-HGC Admin line has broken
down, that HGC is doing a poor job and that people aren't signing for enough processing.

Keep field security risks out of PE, training and even the premises. They cost alot of
people.

Keep staff processed until they're clear.

Don't let a person on a department head post who has a bad needle reaction to
control.

Don't let an auditor on staff who has a bad needle on help-they dramatize failed help
every time.

The Assn Sec can order a staff member to processing at staff rates but not to the
detriment of processing of the public or other staff members.

Run atight show, using this outline of organization, convert all franchises to Central
Orgs, keep technical high and income up and we'll makeit.

LRH:dr.rd Copyright (c)
1961, 1962 by L. Ron
Hubbard ALL RIGHTS
RESERVED

L. RON HUBBARD

[Note: The only change made on re-issue was increasing the
distribution to include Franchise and Field.]
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Assn Secs
HCO Secs
Area Sec
City Offices



HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 21 FEBRUARY 1961
PATTERN FOR CITY OFFICES
There are now two types of Scientology Organizations. Oneis the large Central
Organization as represented by Washington, Los Angeles, London, Melbourne and
Johannesburg.

The other is the City Office as represented by Sydney, Perth, Durban, Capetown,
Auckland, New Y ork, Seattle, San Diego, €tc.

FUNDAMENTALS
Fundamentally, a City Office evolves much as alarge Central Organization did.

A City Office at first cannot use or afford the extensive pattern of a Central
Organization and still remain solvent.

There is amake-break point above which one can afford the six department system and
below which one hasto "cope". Thisisat a minimum at ce00 per week income or $1200.
Until one routinely has that, one cannot do otherwise than "cope”.

A City Officeis at its beginning characterized by the fact that everyone on staff wears
all the hats. There is no individuation of departments. Later some semi-individuation can take
place. This comesin asincome grows.

Evenif all thetitles are worn, the departments do not exist in fact and a condition can
arise where people try to be Dept heads when they are really just sweeping floors.

In aCity Office at first one cannot afford to employ Administrative staff who only
Administer. The first break-out of thisis hiring areceptionist.

A City Office is composed almost entirely of Technical personnel who while working at
technical activities (teaching, processing) somehow handle Administration.

A City Office invoices everything received, banksit all and pays all its salaries and bills

by cheque. That is the lowest rung of an Accts Dept. Probably the Assn Sec in a City Office
does this. The records are kept no further and someday get audited.

The fundamental action of a City Office istechnical service.

A RUNNING CITY OFFICE

A City Office which iswell established may have seven or eight people on staff.
Almost all of these people render at least some technical service except reception.



For example:
Assn Sec is Promotion, also Interview Registrar, Dir Accts and Purchasing.
D of PisaRegistrar, does al Letter Registration and Invoicing.
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Dir Mat keeps the place clean, does Address and Mail.
D of T teaches all students all classes.
PE Director handles PE and Co-audit both (staggered nights).
Any additional personnel are staff auditors.

A crew such as the above (such as HASI London, 1956) can actually make ce500 or
$1500 aweek using only five rooms and this small staff.

Now very little Admin is expected of these people. The whole of Admin is aweekly
financial breakdown for the unit and Adcomm reports, pc graphs and auditors' reports,
student training reports and local mailings. Nobody expects OI C boards to be kept or long
winded reports to be made.

THE TEST LINE

With forthcoming Automatic Evaluation, to an established City Office, already doing
well, aTest Line may be added providing it requires only the services of two people-one as
Test in Charge, the other as Test Marking, Evaluation and Test Mailing.

If the PE Director is the best control person in the Org. the test line would then have
a hope of paying off very well.

A test line should probably not be put into a City Organization which is not yet
established.

A City Office has an HCO Area Office.
HCO OFFICE
The actions and duties of this office are covered by arecent HCO Policy Letter.
But in a City Office thereis an added action for the HCO Area Sec. She may or may
not have a communicator, depending on the size of the 5%. But the HCO Area Sec in a City

Office assumes the HCO Continental Hat for Broad Dissemination in that area.

The HCO Area of a City Office must think about, handle and bring off special
events.



These consist of Free Open Evenings, Tape Plays, Junior Congresses, Meetings for
Field Auditorsin the area and any special activity calculated to interest people in Scientology
in that area.

SUMMARY

A City Office, well-handled, can grow to become a Central Organization with a Six
Department System. But itsincome must rise above 06500 a week or $1500 before it starts
adding anything but technical personnel.

LRH:js.vmm.aap Copyright
(c) 1961 by L. Ron Hubbard
ALL RIGHTS RESERVED

L. RON HUBBARD

[Note: This Policy Letter was reissued in full by Franchise Sec WW on 30 Oct 1963 as part of
acompilation of

four P/Ls, dated 21 Feb '61, 9 Apr '61, 2 May '61 and 11 May '61. A paragraph reading, "A
City Office could be

said to be running when it is receiving income for its support. This is paramount above posts
and patterns’, was

added after the sub-heading "A Running City Office", followed by a new sub-heading "An
Established City

Office".]
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HUBBARD COMMUNICATIONS OFFICE
Saint Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 22 FEBRUARY 1961

"Central Organizations'
MY PROGRAMME TO RAISE YOUR UNIT

1. Differentiate between a City Office such as Perth, Sydney, Auckland, Capetown; etc and a
Central Organization (see HCO Policy Letter of February 21, 1961,
Pattern for City Offices).

Put strenuously into effect recent HCO Policy Letters regarding HCO activities in every
Central Org HCO and every City Office HCO.

Put firmly into effect HCO Policy Letter of February 14, 1961, "Pattern of a Central
Organization" so that it is understood fully for every department by
every person on staff in every Central Organization.



4. Get into action auditing of staff under D of P on 121/: hour intensives.

5. Get HCO Bulletin of February 18, 1961 on Goals SOP in action first on
staff and then on HGC pcs.

6.Get HCO Policy Letter February 21, 1961, Issue Il on Choosing PE and
Registration Personnel for action.

Get permanent staff and permanent executive staff qualifications in action and permit no pay
increases to a new permanent staff level until all qualifications
fully satisfied as per HCO Policy Letters on Personnel and Permanent staff. Get them qualified.

8. Get Test Line in and working as per policy and PE Foundation furnishing plenty of
prospects.

This is my immediate programme. | have been preparing it and letting you in on it for the last
few months.

It means a 2 par unit plus as aroutine thing if you follow the above steps.

To show you what this means, in 8 (Test Line) the moment the Script for Evaluation was
memorized by Evaluators and used, six sign-ups for PE were done
in one hour as opposed to six in half aweek last week in Johannesburg.

This is the immediate basic extent of all my Central Org planning. These are the basics for
action.

These are the things | want HCO concentrated upon.
These are the things | want Assn Secs to work hard to achieve, surviving the while.

Assembl e the above mentioned HCO Bulletins and Policy Letters. Do your work but get these
thingsin aswell and as firmly as you can. They are a package

for forward progress. Every staff member has his part in getting these steps accomplished
while keeping the show on the road.

LRH:js.rd

Copyright (c) 1961

by L. Ron Hubbard

ALL RIGHTS RESERVED

L. RON HUBBARD

(Note by HCO Secretary WW: The Policy Letters and Bulletins referred to are: HCO P/L 16
Jan.

1961, Help Me Put in the New Lines, Val. 7 - 145; HCO P/L 26 Nov. 1960, Permanent Staff
Requirements, 1-124;; HCO P/L 17 Feb. 1961, Staff Post Clarifications-Permanent Executives
to be



Approved, see 1-127;, HCO P/L 13 Feb. 1961, Permanent Staff Requirement Changes, 1-125;,
HCO

P/L 21 Dec. 1960, Staff Clearing-New Policy, 5 - 214; HCO P/L 9 Jan. 1961, Duties of HCO,
1-32;;

HCO P/L 31 Jan. 1961, Spheres of Influence, 1-35;; HCO P/L 17 Feb. 1961, HCO Continental,
1-38;; HCO P/L 14 Feb. 1961, Pattern of a Central Organization, 7 - 147, HCO P/L 21 Feb.
1961

Pattern for City Offices, 7 - 154; HCO P/L 17 Feb. 1961, Issue I, State of Emergency, 1-39;
HCO

P/L 21 Feb. 1961, Choosing PE and Registration Personnel, 1-110;, HCO B 18 Feb. 1961, SOP
Goadls, al Policy Letters on PE-Test-Evaluation line, Vol. 6. HCO Area Sec: Make sure that
these,

and all other Policy Letters, are hat checked on staff to ensure that they know and understand
them.)
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

Do not remimeo HCO POLICY LETTER OF 12 MARCH 1961

5 copiesto each Cent. Org Issuelll
1. Master file HCO

2.2nd fileHCO

3. Hat fldr Assn Sec Sec

4. Assn Sec

5. HCO Area Sec for hat

check on Assn Sec and Assn Sec Sec

DUTIES OF THE ASSN SEC'S SEC
IN A CENTRAL ORGANIZATION

The secretary to the Assn Sec. or where there is none, the Assn Sec. should
perform the following secretarial Admin duties:

1. Reception and appointments for the Assn Sec (body and phone traffic).

2. Vauable Documents, keeping them in a safe, holding the combination to the safe,
photostating them in accordance with directives about Val Doc and being able to
produce them.

3. Organization Forms, knowledge of them, their duplication and supply, and giving them out
on request.

4. On Thursday morning each week, placing one each of the proper weekly department head
report forms and an income sheet (as it applies) in the Comm Centre baskets of the
Dept Heads for their filling out by Monday next.



5. Handling all job applicants and furnishing them forms and giving them guidance. Filing
all job applications as per HCO Policy Letter of March 12, 1961.

6. Typing the Assn Sec's letters from dictation equipment (never by shorthand) or seeing
they get typed in the typing pool, and seeing they get signed and sent.

7. Handling secretarial and filing matters of the Dept of Govt Relations or Official Affairs,
or if it does not exist, handling items related to it as directed by the Assn Sec.

8. Doing all Thermofax (photostating) duplication for the Organization as requested.
Keeping the desk of the Assn Sec straight.

9. Keeping the hat file, Policy Letter file and Technical file of the Assn Sec in order.

12. Policing the comm lines and the In, Pending, Out baskets of the Assn Sec in order to
facilitate his paper work. Preventing the Assn Sec from using the In basket for pending
and seeing that the In basket remains open for fast perusal of newly received material.
When perused by the Assn Sec it goes into Pending as soon as seen or is handled and
put in Out. In short, preventing the Assn Sec from being overburdened with despatches
and preventing him or her as well from becoming a bottleneck on the comm lines, since
the Assn Sec must be kept swiftly informed on the despatch or it will become a body-
phone line. Discourage the Assn Sec body traffic by getting people to put things on the
despatch line. When people phone for appointmentstry to get them to write a despatch
or |etter instead.

13. In case the Assn Sec is a Continental Assn Sec. providing an additional pending basket
for each City Office and for HCO WW.

14. Receiving, marking and posting on time the O.I.C. charts each week.
15. Taking and typing Ad Comm reports.
16. Forwarding the weekly department reports to Accounts after doing the Charts.

17. Seeing that Accounts forwards the Dept Head reports to HCO Area Sec for forwarding
to HCO WW by the Thursday following the week they represent.

18. Being acquainted with and having to hand all Policy Letters dealing with personnel, legal
matters, Val Doc filing, forms, press relations and other matters relating to the above
duties.

19. Refusing to permit the Assn Sec to remain unaudited. Making sure his overts on and
withholds from staff are taken off routinely.

LRH:ph.rd L. RON HUBBARD
Copyright (c) 1961

by L. Ron Hubbard 157

ALL RIGHTS RESERVED



4 Copiesto each Cent Org
Fwd to City Offices

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 9 APRIL 1961
Issuell

CITY OFFICES
SUCCESSFUL PATTERNS
(Reviewing HCO Pol Ltr of Feb 21, 1961)

In the evolution of Dianetic and Scientology Organizations, there have been several
patterns for small offices.

A Running City Office

The most successful of the pre-Organization offices was actually quite different from
anything we have had since. It made a great deal of money.

It was London 1953-55.
It did not have afull time Academy or any HGC.

This office periodically gave a course in Scientology which awarded certificates.
Perhaps two or three courses a year.

It sold books and memberships.
It sought to handle field problems.

The staff consisted of an HCO Sec-Assn Sec type person, amail clerk and atypist-
membershi ps-accounts person. These were all on regular pay.

The instructor for each course was called in from a distance and was usually a known
personality and was paid quite well.

The field in the area was not very happy with the office which was what caused its
change. But it was successful.

Initslater daysit farmed out pcsto field auditors and received 25% of the fee. This
was thefirst "HOC" outside the US. This did not work well at the time.

An Established City Office

The most successful established City Office pattern was London, 1955-56. This office
gave good service and was very solvent.



Its staff was on wages and consequently there were not many of them and they
worked very hard.

The activities of this office were Training (enrolling students weekly), Processing (an
actual HOC), selling books, memberships, and issuing a monthly magazine, and keeping
addressfiles, giving Congresses, and keeping accounts.
Its personnel was more or less as follows.
The Assn Sec (who did everything).
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My Secretary (who handled field and non-routine mail). The D of P and Registrar
(same person-no HGC Admin). The Director of Training (and also sole
instructor). The Administrator (who handled Materiel, purchasing, accounts and
typists). A typist (one, who did address and C/F and Memberships). A Mail Clerk
(who sold books and handled mail and copied tapes). A Receptionist (who also

typed the D of P/Registrar's letters). Staff Auditors (about five or six, who
audited pcs without further duties).

Training and Processing costs were about the same as at present.

Washington at that time had a similar structure.

Thiswas a highly successful office in terms of solvency and pay but asits personnel
increased to handle overwork, its procurement had to increase, making toward our present

Central Org sub-divisions.

The one frailty of this Established Office was itsinability to keep its files and accounts
in good order, a condition which also prevailed in its Washington counter-part.

| also assisted this established office, but it also bore research expenses.

These two patterns of a Running and Established City Office, because they worked,
are favoured by me for offices other than Central Organizations.

| would prefer that a City Office run on either of these two patterns rather than try to
scale down the Pattern of a Central Organization.

The unit system could still apply or the City Office could go on wages, depending on its
own decision.

L. RON HUBBARD

P.S. The patterns of 1950-51 Dianetic Organizations are not recommended. They ran
only aslong as| did all the work, afactor which tended to make me an expert in Admin.

As| had no legal control over these Orgs and as (especially Los Angeles) the staffs



elected their own heads (afatal error) and as security was zero-minus, there islittle to be
learned from them of a positive nature. Negative lessons consisted of:

1. | keep control of the Orgs.

2. No heads of Orgs may be elected.
3. Security isvital.

4. Press must be avoided.

5. Vested interestsfirst try to capture an Org. then try to invalidate me to the public,
then try to infiltrate.

6. Finance must remain for Scientology, not for private profit.

These were bitter lessons and have determined our pattern of organization from the
moment in 1952 that | managed to regain control and put a gradual end to the various evils
which began with the pre-Book One attacks on Dianetics by an aberrated society.
LRH:ph.rd Copyright (c)
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HCO POLICY LETTER OF 28 APRIL 1961
Issuell

CENTRAL ORGANIZATION MINIMUM
STAFF
(A Reorganization Policy Letter)

(Not imperative for South Africaor Australia)
The minimum staff of a Central Organization means the number of posts that must be

covered each by one person. The additional hats of the organization are worn by these staff
members listed as basic staff.



The main sources of low units are:

1. Poor Academy Training,

2. Poor HGC resullts,

3. Ineffective personnel on the posts of Chief Registrar and Letter Registrar,
4. Failure to adhere to Org pattern and duties, and

5. Overstaffing Admin.

The unit system makes an organization peculiarly prone to overstaffing in Admin and,
for some reason, understaffing in technical. There istoo much ease in putting a person on
staff and too much nostalgiain taking him off.

Large staffs are usually aresult of a chaotic personnel employment application system
and consequent Dev-T. An insecure staff member makes enough Dev-T to keep two more
persons employed. Thisiswhy there are large governments-they solve inefficiency and
Dev-T by adding people, not by getting people to do the job.

This, therefore, is abasic Central Org staff list. Consistent low units stem from the
causes listed above and, in thin times, having a staff larger than that listed below:

(Not listed in order of importance):

1. Association (Organization) Secretary
2. Association Secretary's Secretary
3. Director of Processing

4. HGC Administrator

5. Staff Auditor Auditing Staff

6. Staff Auditor Auditing Staff

7. Staff Auditor

8. Staff Auditor

9. Staff Auditor

10. Staff Auditor

11. Staff Auditor

12. Director of Training

13. Instructor (plus Ext Course)

14. Director of Accounts

15. Director of Materiel

16. Chief Registrar

1 7. Receptionist

18. Letter Registrar

19. CFin Charge

20. Address in Charge (plus Certs, Memberships)
21. Typist for Letter Registrar (Mail)
22. PE Director (Test and Eval)

23. 1/3 PE Course Instructor



1/3 Night Comm Course Instructor
1/3 Co-Audit Instructor

24. 1/: Weekend Academy Course Instructor |/:
Weekend Intensives etc.

25. Cleaning personnel.

The basic staff is observably 25 persons, if we count night and weekend instructors
as part of an individual unit.

It will be seen that with low income this still gives an adequate unit.
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Staff auditors can be added to the degree that pcs warrant. Extra auditors occurring in
the five allowed can be assigned impermanent Admin duties, such as ARC Break Registrar,
but are pulled back to HGC when pcs exist for' them.

When the basic pattern of each department does not in fact exist in that department

(such asfour files complete in Accounts), the Org is always too busy with a disorderly

present to cope with the time needed to get a basic pattern in with which to work. This

makes an appearance of a need for many more staff members. If these are to be employed

at al, they should only be given jobs which will get in the basic pattern of files, lines, materiel
readiness to handle traffic. While their departments are being gotten in strict good order,
regular staff should carry on present time activity. In other words, never use extra help to
handle

current business. Use it only to straighten out past and future business. For instance,
Accounts will always be calling for current help until the basic four file system is complete, at
which time one person could care for the department proper (even if another ‘were used on
Tax, etc). But without the basic pattern in properly, it takes two or more people to do current
accounts. Thisis also true of PK.

With no tests prepared properly for issue, no comm baskets to take various stages of a

test and routing, no simple record system, it takes afull time test administrator just to cope
with the basic disorder and keep the PE Test section running. In short, if a Department isn't
"in" right, it takes many more people to run it 'end' there goes the unit value and the future

problem-"We can't get personnel because we have too low a unit" etc. etc.

Expansion from basic staff should be in two directions - 1.. Getting the basic department

in and 2. Technical personnel. Admin staff should never be expanded to handle current work
until the income of the organization is above $5,000 a week or cel,400, routinely. This means
hard work but it also means high units until the income gets up to that point.

However, at the moment, with our current resurge, and with staff clearing, coping with
new businessis going to be our worst problem, not low units.

My advice now isto skin staff down into two categories:



1. Current work; and
2. Basic Organization and future technical.

Take the above skeleton force to handle current activities. Take the entirety of
remaining staff you have and assign them to those departments that need their file systems,
lines and materiel straightened out and get a basic organization in perfect shape.

Further, take any Scientologist on staff and get him or her also pushed through a
rigorous evening course on Tits, E-Meter, Model Session and make |etter-perfect auditors out
of them. Technical, needless to say, is basic organization.

I would not dismisslots of staff members now to get a higher unit. | would use existing
staff members intelligently as above and prepare to expand the number of pcs who can be
audited and the number of students that can be trained. Y our personnel pool isthe
overstrength departments of the organization.

I would now stop the staff going from HGC to Admin and reverse the flow. 1'd get people
into Admin and shape them up to be transferred to technical. Y ou'll be needing them. You
just haven't got enough auditors and instructors. The intelligent thing to do is make them out
of Admin people as above. "

The basic staff given above isthe basic staff of a Central Organization. It can care for

any current business up to $5,000 or o€1,400 sterling per week by adding six more staff
auditorsto it. No more Admin people should be added until the $5,000/c€1,400 level is routine.
Then give the Letter Reg more typists? get another Registrar and give Materiel aclerk. Then
add an assistant Admin for HGC and an Instructor to the Academy, more or less in that

order.

Follow this plan or something near it and you'll have high units. Go on with an expanded
Admin staff and no basic organization or future Technical personnel and | guarantee your
unitswill below. | want you to have higher units. And | want a basic organization there when
the rush starts and enough tech personnel to handle them.

Please act aong these lines.
LRH:jl.rd Copyright (c) 1961
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 2 MAY 1961

PROCEDURE ON SETTING UP
CENTRAL ORGSORCITY
OFFICES

Before anew Central Org or City Office can be considered to be in existence, and

before the HCO starts sending to it Organizational Bulletins, Policy Letters and other HCO
issues, it is a pre-requisite that the person or persons who will run the new organization
should receive training to this end in an established Central Org-normally the Continental
Central Org for the areain which the proposed new organization will operate.

Either the future Assn Sec. or the HCO Sec. or preferably both, should receive this
training.

The person who decides when the new personnel are trained and ready to start the
new organization, is always the HCO Continental Secretary of the area concerned.

In addition, legal matters must be dealt with, including the registration of one of our
Scientology corporations in the area (if not already done), and a contract must be signed with
the Hubbard Communications Office.

PROCEDURE IN SETTING UPCITY OFFICES
The following procedure must be followed in setting up a City Office.

1. The auditor who wishesto set up the City Office should make aformal application in
writing. The application should be sent to the HCO Continental Secretary of the areain
which the City Office will operate.

2. No City Office may start operations without an HCO City Secretary being appointed first.
This City Secretary may be proposed by the auditor or appointed by the HCO

Continental Secretary, but in any case must be approved by the HCO Continental

Secretary. The HCO City Secretary must receive Org Training in the Continental HCO

for aperiod of time determined by the HCO Continental Secretary, who will be the sole
judge of when the training is completed.

3. The auditor or auditors who will run the City Office may also go to the Central Org or
Continental HCO for training in Org procedure. Thisis not essential but is considered
advisable.

4. When the HCO City Secretary and/or auditor(s) have completed their Org training, and
the HCO Continental Secretary is satisfied that they are competent to start operating a
City Office, a contract must be signed by the auditor. When this contract has been

signed, and when the HCO City Secretary isinstalled in the City Office, and not

before, the City Office becomes fully operative as such. Org Bulletins, Policy Letters,



etc. may then be sent to the City Office. No Bulletins or Policy Letters may be sent
before the contract is signed, except the ordinary Franchise bulletinsif heis a Franchise
Holder.

5. Thereafter, the running of the City Office follows the current policy, as set forth in HCO
Policy Letter of February 21, 1961, Pattern for City Offices, and HCO Policy Letter of
April 9, 1961, City Offices Successful Patterns or subsequent patterns that may be
approved.
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GENERAL

The City Office pays the HCO of the City Office 5% of its weekly income each week.

The salary of the HCO City Secretary is paid from this amount. If the HCO City Secis
appointed to the post by the HCO Continental Sec. the HCO City Sec is till paid by the City
Office.

A City Office should be along the following lines as a bare minimum: HGC, PE, and
perhaps a small Academy, which can be run by the PE to start with. A good idea would be
to start with old-style HAS courses, as a preliminary to training to HCA/HPA level. A City
Office must obtain the approval of the HCO Continental Secretary before commencing
HCA/HPA level training.

Only the HCO Bulletins, Policy Letters, etc which apply to the City Office need be
made available, but the others may be sent for their information at the discretion of the
Continental HCO.

In genera, the City Office is guided by the advices of the HCO Continental Secretary,
but most of its activities are covered by current policies as set forth in HCO Policy Letters,
Bulletins, etc.

L. RON HUBBARD
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by L. Ron Hubbard ALL
RIGHTS RESERVED
Central Orgs

HCO Secs

Assoc Secs

Franchise

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 11 MAY 1961

CITY OFFICES



(Addition to HCO Palicy Letter of 2 May 1961,
Procedure on Setting up Central Orgs or City Offices)

Before a City Officeisfinally established, the contract and other arrangements and
agreements and personnel involved must have the written authority of the Executive
Director.

Therefore, when a Central Org makes arrangements for a City Office, the contract
must be sent to HCO WW for approval of the Executive Director.

Provision must be made for this by a specific clause in the contract.

LRH:jl.rd Copyright (c) 1961
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 24 AUGUST 1961
HCO ORGANIZATION, FUTURE PLANS

The future spotlights of HCO will light on the following plans for Continental
Organization.

No Continental HCO isto remain in or with a Central Org.

An HCO Continental Office will be situated so as to communicate easily with all
Central Orgs and City Offices.

The HCO Continental Office will handle al orgsin HCO matters, will contain my

Continental Office, will do al printing for the continent, all mimeographing, all make-up of
mags, al mail order book sales, will do all filing for al HCO Offices on that Continent, will be
the basic tape repository and clearing house for al Orgs and sales of Tapes, will handle all
Franchise matters for the Continent, will clear all fundsto HCO WW, will handle all
technology, act as board of review for the Continent (Ds of P will give exams), will give any
"HCO Specia Course", will possibly conduct some special activity such as a Juvenile
Delinquency Camp, and will have its own buildings and grounds.



A Central Org or City HCO Office will be a one-person office, occupying one room

and possibly ante room. There will be no local communicator or other HCO Officer until the
Org so served has at least 100 staff members. The Area HCO will act as acomm relay

point, will demand and attain high technology, will distribute ail bulletins to the Org (sent to it
in packets by HCO Cont), collect all monies due HCO from the Org. distribute local books
and tapes through reception, handle the Org's tape library, keep HCO Continental and myself
in touch and, in short, make my postulates stick locally. With no mimeo or filing, with no
examinations to do, one person should be able to do an HCO Areajob. That person should be
awell trained Scientologist, able to obtain excellent results, preferably clear.

Telex connection should exist from HCO Continental to all HCO Area Offices and
from Saint Hill to all HCO Continental Offices.

It will be seen that randomity amongst organizations will reduce if HCO Continental is
attached to no one Org. It should also be seen that if all personnel over one personin HCO
Area Offices were al attached to HCO Continental more people would be available in the
Continental Office and work duplication would fall off, thus freeing HCO Continental and
Area Offices from overburden.

My own. Continental Office and al its furniture, files and equipment should be re-
established at the HCO Continental Office.

For this purpose, HCO Continental Washington DC should move to some desirable area

in the center of the US. This could be Saint Louis, Arkansas, Mobile, or New Orleans,
depending on the most liberal laws, whether Missouri, Arkansas; Alabama or New Orleans,
and depending on cost of living and construction. New Orleans would have the best comm
lines, St. Louis the shortest comm lines, Mobile the best operating atmosphere, Little Rock
the better climate.

HCO Continental Africa should be located on the Coast, South of Durban and North of
the Cape. Details of this have already been sent to SA.

HCO Continental Australiais not badly located where it is, in Melbourne, but might
prosper under another roof. It should continue to include New Zealand.

HCO Continental England is carried out to a marked degree by Saint Hill but should be
decentralized entirely from HASI London, leaving only the HCO Area at London, and made
to include Europe.

If the Continental Office were on the seacoast, it would be much more likely to
see me.

The primary caution on thisis not to incur huge building expenses or rentals asinitially
comm costs would go up everywhere but Australia. HCO Continental Africa has this already
more or lessin solution as 40 Hannaben exists to be traded.
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Washington would at least recover a $2400 per year storage hill if the move was properly
figured and the FCDC would acquire back needed offices, as would London and Melbourne.

As Central Orgs now pay the rent on HCO Continental space, some adjustment would
have to be made.

The units paid in an HCO Continental Office should be calculated on the basis of
standardizing all orgs units on the Continent as to how much for what job and then each
week, the HCO Continental staff would be paid a unit averaged from the units of each

Central Org and City Office. Like so: DC unit 40%, LA 30%, Chicago 60Y2, Texas 10%, HCO
Continental unit 35%2 or an average of therest.

Corporatewise, it would have to be set up properly-in the US as a branch of one of
the Churches, elsewhere as a branch of HASI and HCO Ltd.

I have had centralization in mind for some time, and was waiting for broad general
clearing to start before initiating action. | am indebted to Marilynn Routsong for suggestions
as to units and other matters.

The signal for when to start this is when the main Central Org's HGC starts to make
clears.
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 14 AUGUST 1961
CITY OFFICES

Effective immediately, the City Office project is disassociated from the Franchise
project. Experience has shown that it is not practicable to set up an established Franchise
Centre as a City Office, even though it is operating admirably as a Franchise Centre.

The only satisfactory way isfor a Continental HCO and/or Central Org to establish the

City Office as a branch or offshoot of itself, using its own trained personnel. Such personnel
would normally have worked successfully in the Org or HCO for at least one year. They
must be approved by the HCO Continental Secretary and Association Secretary of the Area,
and by L. Ron Hubbard.



The HCO Continental Secretary isthe actual terminal responsible for setting up the City
Office, working in close conjunction with the Association Secretary, and always with the
approval of L. Ron Hubbard.

Initsinitial stagesthe City Office may consist of an HCO only, with only one HCO
personnel, i.e. the HCO Secretary. No City Office can be set up, or exist, without an HCO,
even though the HCO personnel may be only part time at first.

The purpose of the City Office isto audit and to disseminate Scientology, and to

establish and consolidate Scientology in its area. The City Officeis essentially athird
dynamic activity. Its basic aim is the same as the Central Org's. The ideal personnel for
starting a City Office are those who have shown that they can work well in a group, can use
initiative but can understand and carry out instruction, and, it goes without saying, are good
auditors. They also must know and understand the policies, procedures and comm lines of
HCO and the Central Org.
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HCO POLICY LETTER OF 3 SEPFTEMBER 1961
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HCO VOL SEC POLICY
REVISED

(Supersedes previous directives)

The purpose of this Policy Letter isto effect a basic change in the conception, title, and
duties of what has hitherto been known as the HCO Volunteer Secretary.

Although persons who have held this post are eligible for further appointment as below,

the title and post of HCO Volunteer Sec is abolished, effective immediately. All persons who
are holding thistitle and post should consider it null and void. At the same time, they are
thanked for their services in the past, which have been sincerely given and much

appreciated.

This action has become necessary because two years experience of the scheme has
disclosed faults inherent in the scheme itself. Therefore it is necessary to re-shapeit.



Asfrom now, such personnel, working in the field, will be known simply as HCO City

Secs. The scheme will be entirely disassociated from the Franchise Scheme. Therefore

no person who is currently a Franchised Auditor will ssmultaneously be an HCO City Sec. or
be appointed to the post.

The HCO City Secisideally a dedicated person, working for the Third Dynamic of
Scientology in the area where he/she operates. He/she has no vested interests, indulgesin no
personal politics with regard to the other auditorsin the area. His’her sole aim and purposeis
to act asan HCO terminal and relay point for the area, in close co-operation with the
Continental HCO of the area, with the purpose of co-ordinating the dissemination and
effectiveness of Scientology in the area.

He/she will be appointed by the Continental HCO Sec. and approved by L. Ron
Hubbard. It is strongly recommended that he/she should spend enough time in either the
Areaor Continental HCO to thoroughly understand the comm lines and procedures of the
HCO and the Central Org. He/she will be paid asmall salary by the Continental HCO.
His/her final aim will be to establish a fully effective and stably running City Office, under
the direct control of the Continental HCO.
L. RON HUBBARD
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HCO POLICY LETTER OF 30 JANUARY 1962

TECHNICAL DIRECTOR AND
ADMINISTRATOR

The last time orgs ran with minimal upset, especially in London, two posts, now empty
everywhere, were filled. These posts were Technical Director, who oversaw all technical
activities and Administrator who oversaw all administrative actions.

These were two very busy posts.

Units have been reduced since 1958 by

(a) Lowered Technical results and

(b) Administrative Omissions.

In a City Office, these two posts, rather than the director of department posts, should



certainly be filled as a Tech Director can double in brassas D of Pand D of T. And an
Administrator does the accounts and Dir Mat posts and oversees CF and Address as well as
income from the Registrar.

So in a City Office these two posts should be filled at once, and some executive posts
dropped, at agreat saving in units and personnel.

In a Central Organization such as London and DC these two posts should befilled in
addition to existing executive posts. The scramblesin CF and Address alone create
more income |oss than the added units.

At present HCO Areais actually doing these two postsin amost al orgs. HCO Area
has its own duties such as Org Ruds and Hat Checks and isfinding it hard to do these as
well as Tech Director and Administrator supervision.

Y ou may or may not fill these posts elsewhere than London and DC. But | fedl it
would increase income and effectiveness.
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HCO POLICY LETTER OF 8 OCTOBER 1962

HCO
APPOINTMENTS

As Eleanore Turner is about to enrol on the Saint Hill Specia Briefing Course, Robin
Hancocks is appointed Temporary HCO Exec Sec US, during her absence.

Betty Jamesis confirmed as HCO Area Sec. DC.
LRH:gl.rd Copyright (c)
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Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 24 OCTOBER 1962

EMERGENCY
HEADQUARTERS

The International Headquarters of Scientology, in event of Atomic War suddenly
occurring will be

CAPETOWN
Seafare House,
Orange Strest,

Gardens, Capetown,
South Africa.

This does not mean that | will immediately go to Capetown, or that | will not go to
America. It means only this:

If atomic bombing occurs and Saint Hill does not answer up when called and if
Washington DC or London HASI do not answer up, then direct all communications seeking
clarification or information to Capetown.

LIBRARY

It is up to the Continental Director South Africa, now located in Capetown, to procure
afull tape and book library on Scientology.

Washington and Saint Hill are ordered to co-operate in this action.
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HCO POLICY LETTER OF 25 OCTOBER 1962

APPOINTMENT



Robin Hancocks is herewith appointed HCO Continental Secretary for
Africa

L. RON HUBBARD
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 31 OCTOBER 1962
DESPATCH ROUTINGS TO/FROM SOUTHERN AFRICA

All Org despatches going to Southern Africa or all Org despatches going from Southern Africa
to WW and elsewhere are to be sent via Capetown.

They are to be marked VIA CAPETOWN in block letters on the top right-hand corner of each
such despatch.

A Continental Office is being established in Capetown and until such time as aresident HCO
Continental Secretary is installed, all despatches going to and from Southern Africa are to be
seen and

initialled by the Continental Director, Africa.

A telex is being installed in Capetown office now and ALL telegrams and telexes to/from Orgs
in

Southern Africa are to be routed to Capetown for onward transmission.
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HCO POLICY LETTER OF 6 NOVEMBER 1962
APPOINTMENT

By basic policy, thereis only one Continental HCO and one Continental HCO Secretary for the



whole of the United States.

In line with this basic policy therefore and in line with the 1970 Org Structures mock-up, it is
necessary to make the following change.

The appointment of Bob Oakes as HCO Secretary, Western States, is herewith amended to
Temporary HCO State Secretary-California.

Thisisactually an upgrading of the post of HCO Area Secretary Los Angeles.
LRH:jw.rd Copyright (c) 1962
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HCO POLICY LETTER OF 5 DECEMBER AD12
ADMINISTRATOR'SHAT
(Assn/Org Sec: Assign this hat at once and keep it assigned.)
(HCO Area Sec: Hat check this Pol Ltr on the Assn Sec or Org Sec
and on all execs of the Admin Division and particularly and often on
the Director of Admin. The twelve functions below should be by rote.)

The hat of the Director of Administration is as follows:

PURPOSE: To Expedite, Supervise or handle all Administrative actions for the
organization.

The Administration of the Organization (The Administrative Division) is divided into the
following spheres: The Administrator is directly responsible for these spheres:

1. Registration of students and preclears.
2. Procurement letters to obtain students and preclears.
3. Answering the organization's mail.

4. Organization quarters providing enough (a) technical facilities for training and
processing and (b) secondarily providing administrative quarters.



5. Procuring, allocating, cleaning, maintaining and preserving all organization buildings,
furniture, property, supplies and transport.

6. Collection of all incoming money, accounting for it, seeing that it does not remain
outstanding and safeguarding it.

7. Disbursement of all sums owing any employee, person or company, safeguarding
against over-disbursement.

8. Preparation of accounts for the board, the organization and for the government.
9. Maintaining and handling all files, addresses, and filing and addressing equipment.

10. Guiding, handling and caring for all incoming and outgoing mail for the organization
including all postage meters and posting equipment.

11. Guiding, handling, expediting and caring for all internal communications, despatches
and equipment and communications property of the organization.

12. Handling and routing all body traffic for the organization.

In the above actions, depending on the size of the organization, the Director of
Administration is assisted by the administrative personnel of the organization.

The Administrator is guided in his duties by the various policy letters and hats of the
Administrative departments and posts. These are: The Registrar, The Letter Registrar, CF in
Charge, Addressin Charge, Typists, Reception, The Director of Accounts, The Director of
Materiel, Academy Admin, HGC Admin and all other hats of the Administrative Division.

In asmall organization, the Administrator is also all the executives of the Administrative
Division. He or sheisthe Registrar, the Letter Registrar, the Director of Accounts and
Director of Materiel. In such a case, the Administrator has a Receptionist, possibly an
accountant and a clerk as the total personnel of the Administrative Division.

In amedium sized organization numbering around fifty staff members, all
Administrative departments have their own executives and this Administrator Hat is worn by
the Association or Organization Secretary.
Abovefifty staff members, technical and administration, all departmentsin the
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Administrative Division have their own executives and thereis aswell, a Director of
Administration co-ordinating them.

In al casesthe above twelve functions apply to whoever is wearing the hat of the
Director of Administration. The organization is never without one even when the hat is being
worn by the Association or Organization Secretary.



The Director of Administration has the full responsibility for the solvency of the

organization, even when the Hat of Financial Management is worn by the Association
Secretary or Organization Secretary. The responsibility of the Administrator liesin getting the
money collected when due, making sure things are paid for and that the money is securely
accounted for and banked and is not wantonly disbursed. If preclears and students are being
signed up, it isthe Administrator's responsibility that the Registrar first and foremost has
collected the money and that it gets recorded and banked. When people owe money, the
Administrator has the responsibility of seeing that it is collected.

When bills are owed, the Administrator must make sure that the money isreally owed
and then that it is paid, and that there is money to do the paying.

The Mest of the organization is under the Administrator's charge and it is up to the
Administrator to see that it iswisely procured and wisely and carefully used and not abused
and that unused Mest is disposed of, not left around to rot.

The ratio of Administrative staff to technical must never exceed two to one.

In an organization where much service is being given and procurement is easy, the ratio
of Administration to Technical Personnel can fall aslow as one-half to one. The lower this
ratio the higher the unit.

The terms "Administrator” and "Director of Administration” are inter-changeable.

Where the above twelve functions are obviously in poor condition in an organization, the
appointment of agood Director of Administration is mandatory regardless of the size of the
organization.

An Organization is divided into a Technical Division and an Administrative
Division.

The Technical Division is composed of those who directly audit or train or directly

supervise auditing or training. The Administrative Division is composed of all other personnel
except the Association or Organization Secretary and the HCO Continental, Area or City
Secretary, and the HCO Communicator and stenographer, as these come under my direct
supervision. The Director of Administration, regardless of the title of the administrative
personnel, is directly in charge of all administrative personnel, isresponsible for their hiring
and firing, their arrival on time and proper performance of their duties. And for the purpose of
pay and facilitiesisin charge of technical personnel.

The Director of Administration compares to the head of the Administrative Corps of a
hospital where he runs everything except the doctors and does everything except treat and
has charge of all the purposes except trying to make people well.

An organization is as busy asitstechnical is effective.

But an organization is as solvent as it has agood Director of Administration.



Thisisakey post. The person occupying it must have had good case gains and be clean
clean clean on Scientology.

If you can't get such a person, leave the post in the hands of the Association or

Organization Secretary until you can. For this post, beyond all others, backed up by a good
Technical Division will create awonderful organization, but no matter how good technical is,
abad Director of Administration can crash it.

LRH:jw.rd Copyright ()
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Franchise Field

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 4 JANUARY 1963

PATTERN OF DISTRICT
OFFICE

The following suggested mock-up for afully formed District Office was written up by
Jack Parkhouse from ataped lecture by L. Ron Hubbard:

A Digtrict OfficeisaHASI office and is part of the whole team of Scientology. The
purpose of a District Office (D.O.) isto introduce Scientology in itsimmediate area and
provide, through the means of Clearing Co-audit Units, Mass Clearing as part of the project
World Clear.

OPTIMUM STAFFING OF A D.O.
Under optimum conditions a D.O. will have nine staff members.
TECHNICAL STAFF
Senior St. Hiller (Class1V) A
Junior St. Hiller (Class1V or 111) B
HPA Assistant Al
HPA Assistant A2

HPA Assistant B |
HPA Assistant B2



CLEARING CO-AUDIT UNITS
ADMINISTRATIVE STAFF

Administrator
Receptionist A
Receptionist B

In afully operative D.O. the staff will provide four separate continuous Clearing Co-
audit units weekly.

The scheduling of these units will be:

UnitsAY
UnitsAZ
UnitsBY
UnitsBZ

Monday, Wednesday and Friday evenings. Monday,
Wednesday and Friday afternoons. Tuesday, Thursday and
Saturday (or Sunday) evenings. Tuesday, Thursday and
Saturday (or Sunday) afternoons.

Individual goal finding will be done by the St. Hillers as necessary during the time when
they are not on duty in their A or B Co-audit units respectively.

The technical staff for each unit (of up to 50 students) will be | St. Hiller and 2 HPA
Assistants, the Admin Staff will be 1 Receptionist.

The Administrator will work on a split duty basis. Testing for each preclear is
accomplished by the local city office by arrangement of the Administrator on the direction of
the St. Hiller in charge of the unit the preclear is attending.

DUTIES

THE TECHNICAL STAFF will perform their duties as per the current technical run-

down for Clearing Co-audits and goal finding as issued from time to time by L. Ron Hubbard.
The St. Hiller reports weekly on the technical success and or difficulties encountered each
week in his unit. These reports are forwarded to the D.O. Continental Supervisor, the
Continental Director and HCO Technical Sec WW.

THE RECEPTIONIST ison duty at least 30 minutes before the scheduled starting time
of the co-audit. The Receptionist in addition to Reception, Body Routing and Telephonist
dutiesis also in immediate charge of the Comm Centre of the D.O.

The Receptionist is also the Invoice Clerk of the D.O. No creditisgivenat aD.O., al

fees are payable at |east weekly in advance. A Shareholder or Life Member is entitled to a
20% cash discount on the standard Clearing Co-audit fees, which should be adjusted upwards
where this has not been done in order to permit this discount. Admission of a preclear to the



Co-audit unit is governed by the production of the White Invoice by the preclean In these
duties the Receptionist is governed by the standard HASI "Invoices' Hat. The Receptionist
also sells books.

THE ADMINISTRATOR isresponsible for the Administrative functions of the D.O. In
addition to these duties he is also available 30 minutes before the scheduled start of each unit.
He checks on the classroom lay-out and equipment and helps the
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Receptionist on the "Invoice" dutiesto prevent a bottleneck in routing preclears through to
the classroom.

It would be preferable if the Administrator was an HPA and that this hat were covered
by each of the HPAs on staff in turn. (Thus making a minimum of 5 HPAs on staff in an
optimum D.O.)

The Administrator turnsin al blue invoice copies to the Letter Reg of the City Office
weekly who writes to new attenders a "happy you're on course” letter and has her staff
handle the blues for Addresses and magazine mailing.

The Administrator is responsible for the cleanliness of quarters, supervision and getting
sessions set up on the request of the St. Hillers, financial supervision, letter writing and
answering and registration duties.

The Administrator obtains all necessary supplies viathe City Office using standard
Purchase Order forms. The Administrator also provides the local City Office Assoc Sec. the
D.O. Continental Supervisor and the Continental Director with OIC information weekly.

The Receptionist is responsible for monies received. At the end of a day she completes
alist of al invoices and the amounts received. The Administrator checks thislist and the
money, receives the money from the Receptionist and signs that he has received it. The
money is now the Administrator's responsibility. It is his duty to compl ete triplicate deposit
sheets and deposit the money to the credit of the Main Account of the local City Office (or
Central Org) and turn in immediately two bank stamped copies of the deposit slips to the Dr
Accts at the City Office.

In common with all HASI Offices Staff of aD.O. will receive salary on a unit basis.

This Salary is computed by the Accounts Department of the City Office and is disbursed by
the City Officein the usual manner. A separate salary unit figure for each D.O. is declared
by the City Office Accounts department each week for each D.O. based upon the actual
cash income for services rendered by that office (not Book Sales monies).

The Administrator completes weekly 3 copies of the following form. The week runs

from and up to 2.0 p.m. Thursdays. | copy of thisform isretained in the D.O. for reference,
the other 2 copies are delivered to the City Office Accounts Department before 4.30 p.m.
each Friday.

D.O. ACCTSFORM 1.



INCOME
Digtrict Office.................. W/Ending.

Invoices used this week. No
to No.

Co-audit fees received from Unit AY
Co-audit feesreceived from Unit AZ

Co-audit fees received from Unit BY

Co-audit feesrecaived from Unit BZ................. (02}
Total fees Received.................. e
Total Received from Book Sales

Incidentals received (state source:
i.e. telephone calls, etc)

Total Monies Received ce
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.................... inclusive

BANK DEPOSITSTO CITY OFFICE MAIN A/C

Monday oe

Tuesday ce TOTAL B MUST EQUAL
Wednesday e

Thursday ce------- TOTAL A EXACTLY
Friday oe

Saturday e

Total oceTotal
Deposits B

CITY OFFICE ACCOUNTING FOR DISTRICT OFFICE
Weekly the D.O. Deposit Slips and the total thereof are checked against the D.O.

Accounts Form | and aso checked against the Bank Statement Sheets for the Main Account
of the City Office. All must check.



These deposits are treated in the standard manner of all HASI receipts. Any book

monies are transferred in toto to the HCO Area Office Book Account. Any incidental
receipts are transferred to the Disbursement Account. 10% of the remainder (monies
received for services rendered) is sent to HCO WW weekly. Of the remaining sum 55% is
transferred (all transferrals are done by cheque) to the City Office Salary Account, 30% is
transferred to the Disbursement Account and the remaining 15% is transferred to the
Building Account.

The D.O. rent or building purchase is paid from the Building Account. The running
costs are paid from the Disbursement Account, the Salaries are paid from the Salary
Account.

D.O. UNITS

The Senior St. Hiller (Class V) The Junior St. Hiller (Class 1V or 111) HPA Assistant
A1 HPA Assistant A2 HPA Assistant B1 HPA Assistant B2 Receptionist A
Receptionist B Administrator D.O. Continental Supervisor Continental Director City
Office Staff

100
Thusin afully complemented D.O. the total units paid would be 430.

The City Office Staff units of 35 weekly are there to cover additional staff which will

be necessary in the City Office, particularly in the Accounts and Materials departments, to
handle the accounting and supplies of the D.O. These 35 City Office Staff Units value are
added into the weekly Salary Sum of the City Office itself before the calculation of the value
of the City Office unit.

The Purchase Orders of each D.O. must be okayed by the Assoc Sec and Dr Accts of
the City Office before being implemented.

A record shall be kept by the Accts Department of the City Office of the depositsto
the Disbursement Account by reason of each D.O., and arecord of the Disbursements
(including materials supplied) on behalf of each D.O.

It isfully expected that the Building Account and the Disbursement Account of the City
Office shall accumulate large sums of money through the activity of the various
District Offices.
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This accumulation can be used for building or acquiring new premises at the discretion

of the Board and also should be used for sending the best of the HPA Assistantsto St. Hill
for training to Class |1V or Class |11 at Org expense. These new St. Hillers would then
complement District Offices who were understaffed by St. Hillers, or open new District
Offices which they would head technically as required.



COMMUNICATION COURSES

To improve the efficacy of the Clearing Co-audit units it may be found desirable for the
local City Office to conduct a short Communications Course which may or may not contain
rudimentary training in the handling of an E-Meter. If it isfound desirable these courses
should be instituted at once to aid the efficacy of the District Offices.

Such a course should not be conducted by aD.O. asit would seriously interfere with
their scheduling and their technical function of providing co-auditing to clear. The D.O. is
not atraining ground and should not be used for this purpose.

Written by: Jack Parkhouse
Cont Dir Africa

Authorized by:L. RON HUBBARD
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Central Orgs
Franchise Field

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 20 FEBRUARY 1963

THE EVOLUTION OF A DISTRICT
OFFICE;
TWO METHODS
(See also HCO Policy Letter of January 4, 1963,
"Pattern of District Office")

Method 1.-Development from a Central Org Co-Audit.

Step 1. A Co-audit is started in a Central Org. A spareroom in the Org is utilised for

this purpose. The Co-audit operates in the evenings. Two auditors are assigned toit. In a
short while, the attendance numbers get to 20. Then it starts getting more results. Numbers
jump to 40. Then 60. Then 80. Soon the need for extra space becomes an urgent problem.

Step 2. A large room, ahall, or what Ron suggests as specially suitable, a disused

factory building, close by to the Central Org is hired. The room is whitewashed, or cleaned
up and made presentable. A factory is especially suitable sinceit islong and narrow thus
ideally suitable for accommodating two long lines of auditors and pcs. More auditors are
assigned. The Org pays al running expenses, electricity, rent, furniture, bulletins, auditor
reports, etc. etc. and of course, the staff. All the Co-audit attendees pay at the Central Org.



just as they had been prior to their move to the factory building.
The Co-audit expands more. Numbers are now in the first hundred.

Step 3. It isdecided in order to facilitate Co-audit attendees not having to go up to the
Central Org and pay there and thus cause bottlenecks and delays, that it would be better for
them to pay at the new building. An invoice machineis then installed here and a receptionist
is added to the staff, and she may later have some small book stocks. All money takenis
invoiced and deposited at the Central Org. Thereis still no change in the payment of staff.
Staff are all part of the Central Org staff and the whole operation is run as one entity till,
only that this adjunct is gradually coming into its own.

Co-audit numbers are now in the two hundreds. (These numbers here and above are

purely approximations just to illustrate growth.) There are two Co-audit teams operating now,
and two sets of Team Staff Auditors. One team meets Monday, Wednesday, Friday. The
other team meets Tuesday, Thursday, Saturday. Each team of Staff Auditors comprises one
Lead Auditor and two HPA/HCA graduates. There is one Receptionist. Also, thereis now
one Administrator whose job it isto see to the cleanliness of the quarters, and that materials
are readily available. The Administrator works under the direction of one of the Lead
Auditors, and also of course under the Director of Materiel at the Central Org.

Step 4. It is now decided for convenience of operation to classify this Co-audit
operation as a District Office. It now comesinto its own right.

The senior Lead Auditor is appointed as District Officer. He is directly under the
Association/Org Secretary of the Central Org and is therefore on similar status level asthe
top senior staff members within an Org such as the Technical Director and the Director of
Administration. He attends the weekly Adcomm Meetings of his Central Org. in which all
departmental heads attend under the chairmanship of the Association/Org Secretary.

He and all his staff are paid by the Central Org but there is a difference now: whilst all
the utilities and running expenses are paid by the Org (and will continue hereon to do so) he
and his DO staff get paid in direct ratio to what they earn.

Thisis how thisworks: In a Central Org. al the money taken, whether in cash or
cheques, is banked in the Main a/c at the Central Org'slocal bank. A Central Org
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always has four accounts: Main a/c, Salary a/c, Disbursement a/c, Building Fund a/c. Now,
all the money is banked in the Main a/c. 10% of thistotal taken during one week, is remitted
to HCO WW. Thisleaves 90% of the total take for that week in the Main a/c. This balance
is called the Proportionate Sum and is now regarded as 100% and distributed thus:

55% Salary alc. 30%
Disbursement a/c. 15%
Building Fund &/c.

Thus, al the money istransferred out of the Main a/c leaving a nil balance until the following



week's take is banked and so on.

The Salary a/c is always reduced to aweekly nil balance, too, by the amount being split

up into units, each Staff member getting so many units according to the post he is holding.
Thetotal units are totalled for the whole staff and thistotal of unitsis divided exactly into the
Salary Sum amount, thus you arrive at the unit rate for each staff unit.

The Disbursement a/c is utilised for al the running expenses of the Org. The Building
Fund is used for payment of rent, purchasing new buildings, and is aso a general reserve
account.

Now, in the case of a District Office’ all its administration is done for them and all its

utilities and expenses are paid. Thisis all done, as described above, in the general evolution of
the District Office. All the District Office hasto do isto deliver the goods en masse on alow
cost high number percentage turnover.

A District Office turnsin all itstake to its Central Org but now here is the difference.

Instead of as before, when it was all run as a part of the Central Org. it has now become an
entity initsown right by virtue of its numbers on Staff, Co-audit attendees, and the fact that it
has District Office status.

In the Accounts Dept of the Central Org. instead of as before all the money being

banked altogether with the Central Org. an account is now opened in the Accounts Dept of
the Central Org-not at the Bank, note-for this District Office. The four accounts for this

DO are held at the Central Org similar to its own Bank accounts, and thisisfor record
purposes. All money taken is noted as a credit to the DO Main a/c. 10% is then deducted
leaving the Corrected Gross Income which is then split on exactly the same ratios as above
for Salary a/c, Disbursement a/c, and Building Fund, by debiting the Main a/c and crediting
these accounts. These are record entries only. The actual money is banked in the Main
Account of the Central Org bank account. The distribution is exactly the same as before
except now a cheque is drawn by the Central Org on the Central Org Salary a/c at the bank
for the exact amount of the DO recorded amount in the Salary Sum at Central Org and this
cheque is shown as a debit in this account thus bringing thistotal to a nil balance. The actual
chequeis cashed at the Bank in cash and this amount is the Salary Sum for distribution to the
DO Staff who are al on units but they get paid now in exact ratio to what they themselves
have earned as aresult of their own efforts during that week at the DO. These salaries are
prepared by the Central Org. A record is kept of al their contributions to the Central Org's
Disbursement and Building Fund accounts, the actual funds being held at the Bank. These
latter accounts thus become accounts for the running of the whole area.

Y ou must remember that in an operation of the nature of a District Office, the DO is

highly dependent on the Org for its operations in many ways. Thisiswhat was often
overlooked in the old-time Franchise center operation working close to a Central Org. A
Central Org handles all the legal for an area, and handles attacks of this nature. It handles all
the broad dissemination for an area. It gives the best available training in the area. It isthe
main information point for an area.

All these and many other servicestoo are often overlooked when an ax-Franchise
center demands " Compensation” and thisis why none of these demands hold water. A



Franchise Center certainly carried out a good service to its community while it existed, and its
staff were well rewarded for their services during this time to the community. However, due
to fast expansion of Scientology across the world, it is necessary to give better and better
services and awider range of services. A closely linked, closely co-ordinated set of
organizations on the lines of Scientology 1970 will more adequately give the services now
being demanded of Scientology.
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Thisisnot to say in any way, that Franchise Centers operating in areas where there is

at present no better co-ordinated service will not be needed. They are indeed needed. Also,
of course, Franchise-holders operating in Industry, Commerce and Governments, will now
come more into their own. And thisis also not to say that those who were previously running
Franchise Centers now within Central Org Control Areas can not do equally as well
operating District Offices now.

In the case of a District Office operating within a 50-mile radius of a Central Org. there

will be very close liaison necessary between the DO and its Area Central Org for not only

are al itsrunning expenses paid for by the Org and all its administration handled for them, but
therewill be aclose liaison in routing. Thiswill be necessary because if a Rawmeat directly
wants to go on the DO Co-audit, he will tend to slow up the pace of everyone else. So, a
Rawmeat coming in either to the Central Org or the DO would not be allowed to go on a Co-
audit until he has attended probably at |east a PE Course and then a Comm Course, both
Courses being held at the Central Org. The Comm Course would now become a sort of
elementary training course (in addition to the ordinary Comm Course curriculum now run)
which would prepare him for the DO Co-audit (No Co-audits being run at all at the Central
Org now.) If the Rawmeat wasn't prepared thus, this would tend to slow up the pace of the
DO, as the DO would then have to train him for the rigours and all that isinvolved in what he
is about to face and what is expected of him on the Co-audit. Thisis not the job of aDO.

The job of aDO isto deliver the goods en masse.

This, then, is one method of the evolution of a District Office-that of being evolved
from a Central Org Co-audit.

Method I1. -In the case of an already established Center previously being run under
Franchise but now situated within a Central Org Control Area:

Steps 1, 2 and 3, have already been accomplished but as a separate entity.
Step 4 goes into operation.

The senior member of the Center, by agreement, is appointed as District Officer. He
attends Adcomm Meetings and thus has a direct say in the operation of hisAreaOrgin
relation to his District Office's operations. He works under but in very close liaison with his
Assoc/Org Sec of the Area Central Org.

All histechnical is done by close liaison with the Central Org Technical Director. All his
stationery, bulletins, etc. are supplied by his Area Central Org. All hisadministration is
handled by close liaison with and under the direction of the Director of Administration. All his



DO's money take is handled as outlined above and all his staff are paid exactly as outlined
abovein Step 4. All hisrent, utilities, running expenses for his District Office are paid for by
the Area Central Org as detailed above.

The District Office thus becomes an integral part of the Scientology Organization for
the whole area, at the same time it maintains its own entity and beingness and is directly
concerned with how much it earnsin the payment of its own staff.

The District Office is one of the main foundation stones on which a broad rapid
development and expansion of Scientology rest. It istherefore a very important entity in its
own right.

Co-ordination of its activities, outlined above, will enable Scientology to proceed across
the world with ever quickening pace. Pitching together, thus, " Scientology 1970" will no
longer be just a mock-up but a fast becoming reality-AND a dynamic thrust towards Project
World Clear.

Written by: Robin Hancocks
HCO Franchise Secretary WW
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 15 MARCH 1963

ORG DESPATCH ROUTINGS TO/FROM USA AND
CANADA

Until such time as a North American Continental Office is established, all Org
despatches going to North America or all Org despatches coming from North Americaare
to be routed as follows:

Orgsin U.S.A. and Canada, EXCEPT those in the State of California.



All Org despatch routings to/from Orgsin USA and Canada, except those in the State
of California, are to be routed via Washington DC and all these despatches are to be marked
VIA DC in block letters on the top right-hand corner of each despatch.

Thisruling appliesto New Y ork, and to Orgs under review for establishment in Sesttle,
Vancouver, Denver, Chicago, Dallas, Miami and elsewhere in the United States outside the
State of California.

For all FC (HASI) matters each despatch isto beinitialled as seen by the Org Sec DC,
and for all HCO matters each despatch isto be initialled as seen by the HCO Area Sec DC.

2. Orgs within the State of California.

All despatch routings to/from Orgs within the State of California are to be routed via
LA and are to be marked VIA LA in block letters on the top right-hand corner of each
despatch.

This ruling appliesto San Diego, and all other Orgs under review to be established in
the State of California.

For all FC (HASI) matters each despatch isto beinitialled as seen by the Org Sec LA,
and for all HCO matters each despatch isto be initialled by the HCO Executive Secretary
Californiawhen this post isfilled, and in the meantime by the HCO Secretary California.

Any Org despatches "jumping” the above routings should be returned for correct
routing.

With our fast growing expansion, it is to be expected that our communication traffic will
greatly increase if posts are not causatively filled. We are getting too big to refuse to make
decisions locally. Bottlenecks aren't necessary. It will be found that where posts are being
causatively filled, excess traffic on the comm-lines is minimised.
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 11 APRIL 1963

ORG DESPATCH ROUTINGS USA/CANADA
(Addition to HCO Palicy Letter of March 15, 1963)



All these despatches should be placed in a packet addressed to the
respective HCO at DC or at Los Angeles who will handle the routing.
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 18 MARCH 1963

DISTRICT OFFICE
TESTING

All preclears attending a Clearing Co-Audit at a District Office shall be given a
Personality and 1Q test before commencing the first session.

Personality and 1Q tests will thereafter be repeated every 25 hours of processing asis
standard with all preclears.

The Administrator of the DO shall be in charge of administering these tests. The local
Central Org Test Dept will mark the tests and provide properly written profiles.

The DO Administrator will ensure that one copy of completed tests goesin the
preclear's folder and one copy of the completed tests goes to the person in charge of that
particular Co-Audit Unit who will send this copy to HCO WW viathe DO Continental
Supervisor weekly with the Technical Report for that week.
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex



HCO POLICY LETTER OF 23 JULY 1963

APPOINTMENT

John Fudge is herewith appointed Continental Director USA.
Hereisacurrent list of Continental Directors so far appointed:

Peter Williams, Continental Director Australia Jack
Parkhouse, Continental Director Africa

John Fudge, Continental Director USA.
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1963 by L. Ron Hubbard

ALL RIGHTS RESERVED

CenOCon

L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 3 SEPFTEMBER 1963

STATUS OF
AUCKLAND

Auckland, New Zealand, is now regarded as having the status of afull Central Org. It
has a Continental HCO Office and its sphere of influence covers the whole area of New

Zealand.

AsNew Zealand is part of ANZO, Auckland is still under the aegis of the HCO
Continental Office ANZO and Continental Director ANZO, in Melbourne, and should
continue to maintain a close liaison with them, as well as maintaining their direct lineto HCO

WW.

LRH:gl.rd Copyright (c)
1963 by L. Ron Hubbard
ALL RIGHTS RESERVED
L. RON HUBBARD

180



HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 16 APRIL 1963

CenO
Con

HCO EXECUTIVES: CURRENT LISTS

Thisisthe current list of executive posts held in HCOs at all Orgs throughout the world:

Www
HCO Executive Secretary WW - Peter Hemery
Deputy HCO Executive Secretary WW - Robin Hancocks
Director of Accounts WW - Shortly to bere-filled as
Mike Rigby proceeding to
South Africa
HCO Technical Materiel Secretary WW - Edgar Watson
USA
HCO Executive Secretary USA (at WW) - Robin Hancocks

HCO Executive Secretary California (at Los Angeles)- Marilynn Routsong
HCO Area Secretary DC -Betty James

HCO Area Secretary NY -Eunice Ford

HCO Area Secretary San Diego - Ruth

Knudsen

UK

HCO Secretary UK - Joande
Veulle

AFRICA
HCO Executive Secretary Africa (at WW) - Robin Hancocks
HCO Continental Secretary Africa (at Cape Town) - Mike Rigby (asfrom

June 17, 1963)

HCO Area Secretary Cape Town - Heather Hermann
HCO Area Secretary Johannesburg - Adele Witkin

HCO Area Secretary Durban - Corrie Ellis

HCO Area Secretary Port Elizabeth - Unfilled whilst

Joy Ollemans



attending SHSBC

ANZO

HCO Executive Secretary ANZO (at Melbourne) - Elizabeth
Williams

HCO Continental Secretary NZ (at Auckland) - David Mayo

HCO Area Secretary Melbourne - Catherine
Gogerly

HCO Area Secretary Sydney - Dennis Stephens

.HCO Area Secretary ((temp)) Perth - Dot Lewis

L. RON HUBBARD

LRH:gl.rd Copyright (c)
1963 by L. Ron Hubbard
ALL RIGHTS
RESERVED
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HUBBARD COMMUNICATIONS OFFICE

Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 28 OCTOBER 1963

All HCOs

US Orgs

USField and

Franchise
HCO ZONES OF
JURISDICTION-

WESTERN HEMISPHERE

Following is a demarcation of HCO Zones of Jurisdiction for the Western Hemisphere
primarily for the United States.

These Zones were decided upon with consideration to population densities and
homogeneity of areas, and communication centers and lines.

All areasin the Western Hemisphere are under the jurisdiction of the HCO Continental
Office in Washington, DC.

The United Statesis divided into eight zones. Each zone is an HCO Zone of Jurisdiction
governed by its own Main Office as follows: (please note-these are HCO Zones of
Jurisdiction and Supervision-not necessarily boundaries for Org procurement).

US Zones:

North Western: Alaska; Washington; Oregon; Idaho.



Main Office-HCO Sesttle.
South Western:Hawaii; California; Arizona; Utah; Nevada.
Main Office-HCO Los Angeles.
NorthernMontana; Wyoming; the Dakotas; lowa; Minnesota; Nebraska
Great Plains:
Main Office-HCO Twin Cities.
SouthernColorado; Kansas; Missouri; Arkansas; Oklahoma; New
Great Plains: Mexico; Texas.
Main Office-HCO Dallas (when established).
North Central:Wisconsin; Michigan; Illinois; Indiana; Ohio; Kentucky.
Main Office-HCO Chicago.
Central Eastern:West Virginia; Virginia; District of Columbia; Pennsylvania;
Maryland; Delaware.
Main Office-HCO DC.
North Eastern:New Jersey; New Y ork; Connecticut; Rhode Island,;
Massachusetts; Vermont; New Hampshire; Maine.
Main OfficeeHCO NY.
Southern: Tennessee; the Carolinas, Georgia; Florida; Alabama;
Mississippi; Louisiana.
Main Office-unchosen. (Temporary-DC)
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Canadian Zones:

Western:British Columbia; Alberta; Y ukon.
Probable Office-Vancouver.
Central: Saskatchewan; Manitoba; NW Territories.
Possible Office - Winnipeg.
Ontario:Ontario. Office - HCO Toronto (soon to be established).
Eastern:Quebec; New Brunswick; Newfoundland; Nova Scotig;
Prince Edward Island.
Office possibly - Quebec. (Eventually may be divided
further with office in Halifax.)

The Continental Office for Canada will be HCO Toronto.

Those Zones which do not yet have an established HCO at their Main Office (Seattle,
Dallas, Chicago and the Canadian) are supervised and come under the direct jurisdiction of
HCO Continental in Washington until such time their HCOs are established. The one
exception to thisis Seattle, which until its HCO isfirmly established, will be supervised by
HCO Los Angeles (HCO Exec Sec W States).

All other areas of the Western Hemisphere come under the direct supervision and
jurisdiction of HCO Continental in Washington with the exception of Brazil, which will be
supervised by HCO Rio de Janeiro when soon established.

An HCO may be soon also established in Mexico City. This could be the basisfor an
HCO Centra America.



All the above listed offices of course, themselves, come under the supervision and
jurisdiction of HCO Continental located in Washington, DC.

Other HCOs can be established in any city in which there is sufficient interest for a
City Office. But these will be subsidiary offices to the above listed Main Offices for the
various Zones of Jurisdiction.

Two such HCOs already exist-San Diego and Detroit. The first comes under Los
Angeles; the latter will come under Chicago, at present is under DC as Chicago not yet
established with an HCO.

The Main Offices for each Zone should carry out al the functions of an HCO for that
Zone and promulgate the formation of further City and District Officesin its Zone.

Scientology communications, justice and order for these Zones are to be brought about
and maintained by the offices listed, or as established.

Written by: Joseph Breeden

Zones delineated by L. RON HUBBARD,
with the assistance of Joseph Breeden.

Authorized by: L. RON HUBBARD
LRH:jw.rd Copyright (c)

1963 by L. Ron Hubbard

ALL RIGHTS RESERVED

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 9 JANUARY 1964
CenOCon

Field for infoORG DESPATCH ROUTINGS-CANADA

(Amends HCO Pol Ltr of March 15, 1963)
Asthe Continental HQ for Canada has now been established and is already operating,
under John Farrell, National Director, Canada, and Tuc Farrell, HCO Cont Sec Canada, it
has been decided that dispatches from Canada will be routed direct to HCO WW at Saint
Hill, and no longer routed via Washington DC. Dispatches from HCO WW to Canada will
also be sent direct, not viaDC.

Canadian Orgsin formation at Toronto, Vancouver, and el sewhere should route their
traffic via the new Canadian HQ, address:

Hubbard Communications Office, Room



205, 160 Bay Street, Toronto 1, Ontario,
Canada. Tel. No. 364 - 7411.

It is emphasized that a close liaison should be kept between Canada and DC.

Issued by: Peter Hemery
LRH:jw.rd Org Supervisor WW
Copyright (c) 1964 -  Authorized byL. RON HUBBARD
by L. Ron Hubbard
ALL RIGHTS RESERVED

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

BPI for SA HCO POLICY LETTER OF 24 JANUARY 1964
Other Orgs
forinfo CONTINENTAL DIRECTOR

APPOINTMENT
SOUTH AFRICA

Jane Kember HGA, currently Association Secretary Johannesburg, is additionally
appointed Continental Director Africa.

John Sidney Parkhouse, at his own request, is restored to Association Secretary
Capetown.

Alison Parkhouse is appointed Director of Promotion and Registration Capetown.

Joy Ollemans, former Continental HCO Secretary Africa, is given an extended leave
of absence at her own request to attend the Saint Hill Course.

The Continental Director office and Continental HCO is returned therefore to
Johannesburg.

This appointment is in recognition of the excellent services of Jane Kember since her
assumption of the post of Association Secretary Johannesburg.

LRH:dr.rd L. RON HUBBARD
Copyright (c) 1964
by L. Ron Hubbard
ALL RIGHTS RESERVED
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Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 14 MAY 1964



SA Orgs
Other Orgs
for info

HCO CONTINENTAL
CHANGE

Effective immediately, HCO Continental Office is removed to Johannesburg.

Anne Bergin is appointed Temporary HCO Continental Secretary, Africa, in addition to
her post as HCO Area Sec Johannesburg.

The function of HCO Continental in Africa should meanwhile be limited to the bare
minimum of essential actions. These are:

1. To be the Central Office of L. Ron Hubbard for the Continent.
2. To keep communications flowing.

3. Toensuretheissueto all Orgsin S. Africaof LRH materials and instructions, either
personal or through HCO Bulletins, Policy Letters and other issues. Similarly, to
ensure the issue of other materials sent out by HCO WW.

4. To issue and distribute the Continental Magazine. (This function should be delegated
to aMagazine Editor.)

5. Toissue Certificates.

Heather Hetmann and Anne Bergin will be responsible for effecting this change with

the minimum expense and trouble. Asfar as possible, the MEST of the HCO Continental in
Cape Town should not be sent to Johannesburg but carefully inventoried, and either stored or
safeguarded effectively.

Effective immediately, each individual Orgin S. Africawill now order its tapes direct
from HCO WW. No further copying of tapes and distribution of tapesto other S. African
Orgs will be undertaken by Cape Town. Every effort should be made by Johannesburg,
Durban and Port Elizabeth to repay to Cape Town the outstanding amounts currently owed
on tapes. Tapes ordered from HCO WW must be paid for by cash in advance, as per recent
directives.

LRH:gl.rd L. RON HUBBARD
Copyright (c) 1964

by L. Ron Hubbard

ALL RIGHTS RESERVED

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, Fast Grinstead, Sussex



HCO POLICY LETTER OF 18 MAY 1965
Gen Non Remimeo

CANADIAN MAILINGS FROM TORONTO
ONLY

Promotiona Mailingsinto any part of Canada may only be done by the Toronto office.
US offices are to desist promoting into Canada, and are to send their Canadian addresses to
the Toronto office for handling from there.

The Toronto office is not to send promotional mailings into the US, and it is to send any
US addresses to the nearest US org for handling.

The Toronto office may refer Canadians to the nearest US org or London for services
the Toronto org does not offer. However, such persons still remain a part of the Toronto
mailing list.

Canadians are not prevented from seeking service from US orgs, but they still remain
on the Toronto mailing list.

Copyright (c) 1965 L. RON HUBBARD
by L. Ron Hubbard
ALL RIGHTS RESERVED
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HCO POLICY LETTER OF 30 JANUARY 1966
Issuell

Gen Non-Remimeo
Exec Sec Hats

MINIMUM PERSONNEL OF AN
ORG
(Effective 1 June 1966)

The minimum number of persons necessary to form a Scientology organization is ten.

Any organization having less than ten personsis classed as a City Office or Forming
Org.

CITY OFFICE

A City Officeis organized to do PEs and select persons to upper orgs to do Co-audits
and non-classed courses and incidental processing.



A City Office may not have Executive Secretaries. It can have an HCO Area Sec and
an Org Sec and an org board such asfitsits actual functions.

It cannot use the names " Academy of Scientology” or "Hubbard Guidance Centre".

It may not have an AdCouncil, but only an AdComm. It nevertheless must send in the
full OIC cableto Saint Hill.

AN ORGANIZATION
A Scientology Organization has minimum personnel as follows:

1. HCO Exec Sec

2. Org Exec Sec

3. HCO Area Sec & LRH Communicator
4. Dissem Sec

5. Org Sec

6. Tech Sec

7. Qual Sec

8. Dist Sec

9. Receptionist

10. Cleaner or janitor

It must operate on the 1966 Org Board Pattern.

The Secretaries do al the work of their divisions and may also be pulled in under Tech
and Qual to teach and process. The Exec Secs only may not be used in Tech and Qual
Divisions.

All such appointments (except 9 and 10) are "Acting” until the org has at |east 30 staff
members and then become permanent only by the authority of the Advisory Council WW.

Staff is appointed to the divisions as the org expands on aratio of one admin to one
technical personnel. In other words each time a staff member is added to Tech or Qual
Divisions, one can be added to one of the remaining divisions.
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The Executive Division is left unmanned except for the two Exec Secs until there area
total of forty on staff at which time an LRH Communicator Areais appointed who serves
also as Deputy Div 7 Sec.

A Division 7 Sec is appointed when staff totals 100 and the Exec Div is added to the
other admin divisions in the ratio.

Exec Sec Communicators are appointed when the staff totals 250.

A Scientology organization may have an "Academy of Scientology” and a"Hubbard
Guidance Centre".



When the staff totals 100 and Saint Hill trained Internes are available and permanent
staff has been power processed, the org may offer power processing to the public.

When the org numbers 250 staff members, it may offer a Solo Audit Course to the
Public.

When the org numbers 500 staff membersit may offer the Clearing Course to the
Public.

If an org carefully follows promotion and form of the org as per the current org board,
and if it only acts as per OIC statistics in appointments and Ethics matters, and if it very
closely follows tech without variation, and if it does not generate numerous disagreements
with tech or policy or the org pattern, it will surely grow.
L. RON HUBBARD
LRH:ml.rd Copyright (c)
1966 by L. Ron Hubbard
ALL RIGHTS RESERVED
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HCO POLICY LETTER OF 6 FEBRUARY 1966
Remimeo
All Executive Hats
Franchise
HOW TO INCREASE AND
EXPAND
AN ORGANIZATION
UNCLASSED ORG

Get asmall staff trained in technology at the nearest org.

Get the legal status of the org sound and regular, the proper corporation qualified with
the International Board.

Get some modest quartersin a population dense area.
Distribute books in the area.
Run a PE Course.

Select persons to the nearest org.



Get some Scientology groups formed in round about areas.

Get in Org Accounting Policies as soon as operation starts so that it is easy to begin
books-the first gap of poor accounting can cause one trouble. (HCO Pot Ltr 23 January
1966 "Accounting Policies of Scientology Companies'.)

All selectee commissions go to org. Org on proportionate pay.

Staff works mainly in the evening or week-ends, perhaps only one on duty daytimes.
Use arudimentary Org Board.

CLASS ZERO ORG

When enough auditors have been trained in the nearest org or when six persons are on
staff:

Send an HCO Area Sec to be trained in the nearest org's HCO.

Institute an Academy that trains up to Class Zero and an HGC that processes up to
Grade Zero.

Continue all successful phases of the Unclassed Org.

Use an Org Board based on the Six Department System of Summer 1964.
Highest officers are an HCO Area Sec and an Org Sec. Rest are directors.
Begin to run weekdays as soon as income warrants.

Continue to select anyone to nearest central org and also those who are trained to
Class Zero and processed to Grade .

Get in your own Field Staff Member system under the Registrar.
Get in asound CF and L etter Registration.

Watch financial policies closely as per HCO Policy Letter 23 Jan 66 "Accounting
Policies of Scientology Companies”.

CLASSI TO 11l ORG (CITY OFFICE)

Continue to add classes to the Academy and HGC as fast as auditors and
supervisors are available who are qualified for those classes.

Get some staff people to WW for Prov Cl VI.

Continue to run on the Summer 1964 Six Department System.



Get a 5,000 + CF.

Get a magazine going and being mailed to the wholelist in CF.

Get out Info Packets to new mailing lists.

Flood out letters from Letter Registrar.

Continue whatever was successful in the unclassed org and the Class Zero.

Get in an OIC and pay close attention to statistics. Make reports as per 1965 OIC
cables.

HCO Area Sec stresses Ethics and Org Rudiments.

CLASS 1V ORG (CENTRAL ORG)
When enough trained personnel are available, without dropping any promotion or
action successful under an unclassed org or City Office, shift to the seven division org
board. This requires ten full time personnel and would ordinarily also have severa staff
auditors and supervisorsif the org evolved as per this policy letter. Several St Hillers would
be on staff.
Switch to OIC Cable form.
Specializein getting in a Qual Division very fully.
Pick up al flubsin training and processing in the area.

Run wholly on statistics.

Get all Secs and Exec Secs checked out on policy letters of 1965 and following and
work on holding the form of the org rigidly.

Hitherto the org has run mainly on pre-1965 policy asto HCO etc.

Step up Ethics.

Step up promotion.

Get two or more internee to Saint Hill for Cl VII and get staff fully Power Processed.

Get your Field Staff Member System under Distribution and get it stepped up to high
velocity.

Put out mags monthly to whole CF list.

Get Ltr Registration up to a high assembly line action.



Select heavily to WW.
Get severa internee to WW.

CLASSV ORG
When key staff has been Power Processed and the seven division system is running
well, and when Qual and Tech Divisions are functioning smoothly and incomeis up and
quarters for expansion available and you can handle any and all flubs and are ruthlessly
running on statistics, with permission from LRH you can begin to Power Process the
public. The permission will be granted on the basis that you are fully
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solvent and doing wonderfully without it-it will never be granted to get you out of a slump
for slumps are caused by inattention to statistics, out-ethics and poor tech and no Qual.

Orgs boomed for years without Power Processing.

Get in every promotion action mentioned in policy. Stress those which brought the
org forward from unclassed up to IV, don't drop any.

Ruthlessly dlice off all credit except for Qual services given to persons aready in the
org if you haven't done so long ago.

Work to take the load off top executives by furnishing them personal assistance.
Run by AdCouncil and AdComm. Investigate every slumped statistic.

Get in fully the staff status system.

Continue to select heavily to WW.

Make Power Processing work one for one, using it flawlessly in conjunction with
Ethics.

Y our rates must now be on a par with WW.

Y our gross percentage to WW goes up to 15% due to the additional management
now required from WW.

CLASS VI ORG
When your income is very large and your staff is excellently grooved in, your Ethics
flawless and Power Processing is very successful in your hands you can obtain permission

from LRH to run aClass VI Course, making Grade V1.

Y our Ethics should now extend into the surrounding area.



Y our quarters should be adequate and credit excellent.
Smooth out and staff up al divisions.

Overcome any local objections to your expansion or Scientology. Work on cowing
dissident government authorities who seek to prevent expansion-don't compromise.

Step up public advertising. Advertise mainly success.
CLASSVII ORG
When you are certainly dominating your area and have nothing to fear from
governments and your income is very large and staff members adequate in number, you
can request from LRH permission to conduct a Class VI Course.
All earlier successful promotions must still be in progress.
All earlier functions must be successful.
Y our statistics must be undergoing a steady rise.
Y our quarters must be adequate for further expansion.
Y our gross income percentage to WW goes to 20%.

Y ou must continue to get your internee for V, VI and VII from WW.

Y our Exec Secretaries and Secretaries must have al their correct staff status numbers
before thisis granted.

Specialize in one for one results, students and pcs.
Run avery taut organization. Tolerate no faintest slip or non-compliance.
Begin a public education programme re economics, social relationships, SPs, etc.

Note: The above isageneral outline which parallels the expansion of Scientology and
its evolution.
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If even more closely followed (the general evolution) it might be even more successful
but the above is close enough.

Books sold, magazines to the whole list and letters out in floods are the proven heavy
points of successful promotion in that order. When an org neglects these it does not expand.
So throughout one stresses these. In early stages books out is the keynote, then to this one
adds a magazine that sells books and then sells services and at about this time must start
getting out floods of |etters. There are two types of |etters-one to the casually interested,



one to the hot prospects. One stresses the latter of course but it is a big mistake to forget to
write those who have only bought a book. Quantity of lettersis more important than quality as
has been proven numerous times. Regarding magazines, it is a serious error to cut down one's
Central Files or who gets one. London once went broke sending magazines to "actives only".
And regarding books, if you don't sell al and any books available you just lose, lose, lose.

Personal contact is a primary source of pcs and students but without books, magazines

and letters this bogs down. The FSM programme is the personal contact. But the FSM who
doesn't sell books, get the org to mail an info packet to somebody and who doesn't also write
lettersis also going to flop. Books and personal contact is the optimum combination. An
FSM who also runs a group and pushes books and gets them sent info packets or hands
them out will be very successful.

These above are the backbone promotions of an org (books, magazines, letters, FSMs).
If you do those you will have people.

But you won't have people long if your datais not straight and your tech service

excellent. Thetiniest bit of squirrelling crushes an org right out. Not because WW does it but
because the public does. Every org that squirrels getsinto trouble financially and doesn't
expand. By squirrel is meant offbeat technology. Let that in and the public stays away in
droves.

Every group or activity that has given out "We don't quite agree with Hubbard

but" is short lived. A few months, ayear, two years and they're gone like last

year's leaves. There have been dozens, dightly off or wholly defiant, and they have all
gone whether we acted or not.

So the primary notsin getting an org to expand are poor tech, squirrel tech, "not quite

with Hubbard" and no official regular connection with main line Scientology. If any of these
enter in, the group is doomed by the public. For thousands of years there have been
philosophies and mental technologies and none have been accepted until Dianetics and
Scientology. Even the work of Freud, seemingly popular, had less psycho-analysts in the
world than we had auditorsin August 1950!

Part of our technology is organizational. If governments knew what we know about
Condition formulas, statistics, SPs and even economics there would be a great era of
prosperity in the world. If they had our Ethics there would also be justice. So one of the
things to know about expanding an org is that our organizational tech is. Our comm lines, our
despatch forms, our many pieces and bits must be gotten in and used or the org just won't
expand.

Our organizational pattern makes it possible to administer good tech to people. And
that's the object of it. It also gets people in to administer good tech to.

And so expansion and prosperity are possible when one:
1. Gets people interested

2. Organizesto service that interest



3. Turns out good results
4. Expands.

L. RON HUBBARD
LRH:ml.rd
Copyright (c) 1966
by L. Ron Hubbard
ALL RIGHTS RESERVED

[Cancelled by HCO P/L 15 Dec. 1969, Class of Orgs, page 205.]
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HCO POLICY LETTER OF 21 OCTOBER 1966
Remimeo

IMPORTANT

SIX DEPARTMENT
SYSTEM

The conversion from afull Seven Division Org to a Six Department Org or the
conversion of a Six Department Org to a Seven Division Org isvery easy to doif the
following is closely adhered to.

Table of Conversion

Seven Division Six Dept Org
Org

Division- Department
Department - Section

Section -- Unit

Unit - Include in next
senior unit in
the 6 Dept.

This makes it easy to follow policy and have an org board.
In any policy letter of the Seven Division System, substitute in the above table.

Title
Conversion

Seven DivisionSix Dept Org



Org

Founder - Founder

Exec Sec- Secretary
Secretary - Director
Director- Officer

Officer - In Charge

In Charge - Staff Member
Staff Member -Staff Member

In studying the Seven Division policy letters or arranging an org board, use the above
table for titlesin the Six Department System.

SIX DEPARTMENT ORG

The following are the primary groups of the Six Department Org and their sections and
those who head them.

OFFICE OF LRH

LRH Communicator (or HCO Sec)

Estate Section- Materiel Officer
Cleaning and
Maintenance in Charge
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Dept 1 HCO DEPARTMENT

Sect 1 Routing Appearances Personnel Section-RAP Officer Sect 2 Communications
Section-Comm Officer Sect 3 Inspection & Reports Section-l & R Officer

Dept 2 DISSEMINATION DEPARTMENT

Sect 4 Promotion Section-Promotion Officer Sect 5 Publications
Section-Publications Officer Sect 6 Registration Section-Registration Officer

The above two Departments are under the general charge of the HCO Secretary.
Dept 3 TREASURY DEPARTMENT

Sect 7 Income Section-Income Officer Sect 8 Disbursement Section-Disbursement
Officer Sect 9 Records Assets and Materiel-RAM Officer

Dept 4 TECHNICAL DEPARTMENT

Sect 10 Tech Services Section-Tech Services Officer Sect 11 Training
Section-Training Officer Sect 12 Processing Section-Processing Officer

Dept 5 QUALIFICATIONS DEPARTMENT



Sect 13 Examinations Section-Examinations Officer Sect 14 Review

Section-Review Officer Sect 15 Certs and Awards Section-Certs and Awards

Officer

Dept 6 DISTRIBUTION DEPARTMENT

Sect 16 Public Information Section-Pl Officer Sect 17 Clearing Section-Clearing
Officer Sect 18 Success Section-Success Officer

The above four departments are under the general charge of

THE ORGANIZATION SECRETARY.

The Advisory Council consists of the HCO Secretary and the Organization Secretary.

There are no Advisory Committees.

The action names of Divisionsin the Seven Division System are assigned in the Six
Department System to its sections.

Therefore thereisno real change in the org board between a Six Dept and a Seven

Division Org. except that it is posted by sections instead of Departments and Departments
instead of Divisions. "The Office of LRH" is placed in a Six Department System where Exec
Division is placed in a Seven Div System, the Office of Exec Sec of the Seven Divisions
becomes the LRH Comm Section, and the Office of the Org Exec Sec on the Seven Division
Board becomes the Estate Section on the Six Department Board.

On the Six Dept Board the HCO Sec takes the place of the HCO Exec Sec and the
Org Sec takes the place of the Org Exec Sec.
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FUNCTIONS

There are no less functionsin a Six Dept System but there are more functions per
executive and staff member asthe trafficisless.

In reducing an org to a Six Dept System those familiar with Seven Divisions will not
have studied in vain, and in expanding an org the policy and lines learned in a Six Department
Org stay unchanged save for the first and second conversion tables above.

PRODUCTION DEPARTMENTS

Four of the Six Departments are Production Departments in a Six Department Org.
These are Dissem Dept, Tech Dept, Qual Dept, and Dist Dept.

GRAPHS



The Gross Divisional Statistics of a Seven Division Org become the Gross
Departmental Statistics of a Six Department Org plus the Exec Div Stats for the Office of
LRH.
OIC CABLES
Report cables are the same for a Seven Division and a Six Department Org.

GENERAL POLICY

All Policy, Policy Letters, Sec Eds and Eds applying to a Seven Division Org apply to a
Six Department Org.

CONTINENTAL DIVISIONS

Where a Continental Division hasits home org as a Six Department Org. it iscalled a
CONTINENTAL EXECUTIVE DEPARTMENT.

In such a case the title HCO Exec Sec Continental isthe HCO Sec Continental, the
Org Exec Sec Continental isthe Org Sec Continental.

FOUNDATION

A Six Department Organization has a City Office sized Evening Foundation. (See
HCO Pol Ltr 21 Oct 66 Issue Il for the City Office Org Board.)

STAFF STATUS

There is no change in staff status and its requirements between a Six Department and
a Seven Division Org.

REASONS

Small orgs have too hard atime obtaining sufficient personnel to cover a Seven
Division System. This leaves whole sections missing.

By giving the functions of those sectionsin the Seven Division System to Directorsin
the Six Department System, they can shift their staff about in functions to cover the primary
actions vital to an org's success.

LRH:jp.rd L. RON HUBBARD
Copyright (c) 1966 Founder
by L. Ron Hubbard
ALL RIGHTS RESERVED
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Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 21 OCTOBER 1966
Issuell

Remimeo
CITY OFFICE SYSTEM
(Revises all earlier designation of Org Pol Ltrs and Sec EDs)

There are several types of Scientology activities and identities as
follows.

SEVEN DIVISION ORGANIZATION
SIX DEPARTMENT ORGANIZATION
(see Policy Letter same date)

CITY OFFICE

FRANCHISE CENTRE

PERSONAL EFFICIENCY FOUNDATION
STAFF MEMBER

FIELD STAFF MEMBER

FIELD AUDITOR

BOOK AUDITOR

SCIENTOLOGY GROUPS

MEMBER

SCIENTOLOGIST

The differences are of (1) size (2) Org Board (3) services rendered.

THE SEVEN DIVISION ORGANIZATION has more than 75 staff members, has the

large 1965 org board complete. It gives services as permitted by Worldwide but not less than
Grade IV Training, Grade V Power Processing, afull PE and is aso served by a Foundation
(usualy on a Six Dept System). It may have one or more executive divisions depending on
whether it is Worldwide, Continental, Zonal, Subzonal or local.

THE SIX DEPARTMENT ORGANIZATION has up to 75 staff members, an org

board similar to the Seven Division Org Board but in Departments. It delivers up to Grade 1V
Training and Grade V Power Processing as permitted, operates a PE and may or may not
have a Foundation attached. If so its Foundation is City Office size.

A CITY OFFICE has less than 35 staff members, has a Six Section System and org

board (see Pol Ltr Issue Il same date). It gives training and processing as assigned by WW
and its Continental senior. It has Field Staff Members. Its Evening Foundation has the same
type org board as the Day City Office.

A FRANCHISE CENTRE has less than 30 staff members. Its org board simply states

who is there and what he does. It is franchised by official Scientology but is not an "official
org" unlessit so requests. It trains all levels up to but not including Level Zero. It can run a
Dianetic Course. It processes up to the classification of the auditor auditing but not including



or above Power Processing. It does not have Power Processing. It concentrates on PE,
individual and coauditing at Dianetic level. It can do group auditing. It operates day or evening
or both.

A PERSONAL EFFICIENCY FOUNDATION has less than 10 staff members. It has

an org board with its activities and personnel designated. It teaches PE Courses and does
individual auditing up to classifications held by the auditors concerned but not Power
Processing or above. It copes asit can.

A STAFF MEMBER isany full or part time member of the staff of any official org and
has the title, duties and privileges assigned by policy.
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A FIELD STAFF MEMBER serves the org of which heisan FSM, interests people,
patches up cases and operates as a Dissemination, Qualifications function and comes under
Distribution for admin purposes.

A FIELD AUDITOR professionally processes preclears up to his classification but not
Power Processing or above. He can run study courses.

A BOOK AUDITOR audits preclears below classification levels without pay and
operates study groups.

SCIENTOLOGY GROUPS are chartered by any official organization. They study

texts and have regular group activities and are often headed by Book Auditors or Field
Auditors and are sometimes addressed by qualified auditors. They have aregular officia
charter.

MEMBER receives the services and privileges to which his membership entitles him.

SCIENTOLOGIST: anindividual interested in Scientology. Disseminates and assists
Scientologists.

This brief outline isissued by me to correct any confusion entered by our evolving
expansion.

1965 was a year of tremendous forward thrust and reorganization and we must get the
pieces sorted out and back in place.

LRH:rd L. RON HUBBARD
Copyright (c) 1966 Founder

by L. Ron Hubbard

ALL RIGHTS RESERVED
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HCO POLICY LETTER OF 21 OCTOBER 1966

Issuelll

Remimeo

CITY OFFICE

A City Office has sections where higher orgs have Departments and Divisions.
CONVERSION TABLE

7 Div Org - City Office

Office- Office
Division - Section
Department- Unit

Section - Attached asafunction
to the higher unit

Unit - Attached asafunction
to the higher unit

TITLE CONVERSION

Founder - Founder

Exec Sec - Director

Secretary -  Officer

Director - In Charge

Officer - Staff Member

Staff Member - Staff Member

These two tables permit the 1965 Policy Lettersto be applied directly to a City Office.

There are no functions deleted from the Policy Letters but these are grouped as part
time actions in many cases.

The Org Board of a City Office would be as follows:

OFFICE OF LRH-Handled by the HCO Director.

HCO DIRECTOR-handles the two "Departments” of HCO and is a member of
the Ad Council, there being no Ad Committees.

HCO OFFICER-isin charge of three units of the HCO DEPARTMENT
(Section 1) asfollows:

RAP IN CHARGE 1. Routing, Appearances and Personnel Unit.

COMM IN CHARGE 2. Communications Unit.

I & RIN CHARGE 3. Inspection and Reports Unit including Ethics. THE
DISSEMINATION SECTION, also under the HCO Director and headed directly by the
DISSEMINATION OFFICER, is asfollows: Promotion In Charge 4. Promotions Unit.
Publications In Charge 5. Publications Unit.

Registration In Charge 6. Registration Unit.

Then there are four sections under the ORGANISATION DIRECTOR as follows:



THE TREASURY OFFICER

Income In Charge 7. Income Unit.

Disbursement In Charge 8. Disbursement Unit.

RAM In Charge 9. Records, Assets and Materiel Unit.
THE TECHNICAL OFFICER

Tech Services In Charge 10.Tech Services Unit.

Training In Charge 11. Training Unit.

Processing In Charge 12. Processing Unit.
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THE QUALIFICATIONS OFFICER

Examiner In Charge 13. Examinations Unit.
Review In Charge 14. Review Unit.
Certs and Awards In Charge 15.Certs and Awards Unit.

THE DISTRIBUTION OFFICER

Public Information In Charge 16.Public Information Unit.
Clearing In Charge 17. Clearing Unit.
Success In Charge 18.Success Unit.

The Board as will be seen is the same shape and pattern as a Seven Division Board but
has no Executive Division but an "Office of LRH" instead, the next two columns being the
"HCO Director" and the "Organisation Director".

LRH Founder appears at the top left of the board, which makesit an official org asthe
name may not appear on org boards of orgs of an unofficial status.

The Board of Directors of the Continental or Area Corporation go up in the right hand
corner of the Board.

Such an org can be run by ten or more staff members but should have up to 35 before
it needs a Six Department System.

The 1965 reorganization policy letters thus cover a City Officeif the above Conversion
Tables are used.

It will be found that if one does not cover the Departments, Sections and Units
designated in the above table at least as far as their primary functions, the org will trip itself
up by not having these functions noted on its board.

This org board also serves as the Evening Foundation Org Board of a Six Department
Day Org.

Even a Foundation will fail if the primary functions given are not in some way covered.



It does not matter how many units are covered in his or her section in the above table
so long asthere is a Section Officer.

This permits all policies and executive directivesissued at higher levelsto apply also to
a City Office, making uniform management.

GRAPHS

The Gross Divisional Graphs of the Seven Division System apply to Sectionsin a City
Office and are the same graphs.

OIC CABLES

OIC Cablesfor a City Office have the same form as for a Seven Division or Six

Department Org. The statistics of the Executive Division are given even though it does not
exist in a City Office. "The Executive Division Statistics' are compiled by OIC in| & R Unit
and the graph is marked "Office of LRH Section”.

STAFF STATUS
The staff status programme and the Org Exec Course apply to a City Office.
CITY OFFICE EVENING FOUNDATION

If a City Office has an Evening Foundation it has in fact the same org board as the Day
Org. if even fewer personnel.

L. RON HUBBARD
Founder

LRH:jp.rd Copyright (c)
1966 by L. Ron Hubbard
ALL RIGHTS RESERVED
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HCO POLICY LETTER OF 11 AUGUST 1967
Issuell
Remimeo
Also Members of
OT Cen Comm
and SEA
ORGANIZATION
ORGANISATION DEFINITION OF

The word ORGANISATION in Scientology policy means an activity organised on the 7



Division System authorised by myself and regular official Scientology organisations and under
Worldwide.

When an activity or project is taken over by an organization but is separate from it, the
new unit will be called an ORGANIZATION.

By the use of thisword it should be communicated that the activity isfully regular,
official and conducted by real authorised Scientology organizations.

The word PROJECT hereafter denotes an unestablished and unofficial activity
condoned or authorised by an organization.

The word PROGRAMME means a routine activity within an organization repetitive and
continuing.

With the issue of this policy letter, the Scientology sea activity or "project” becomes the
SEA ORGANIZATION and the base establishment becomes the BASE ORGANISATION
asthese are official, recognised and are conducted by proper Scientology organizations and
are under Worldwide.

The word ORGANISATION or ORGANIZATION or ORG may not be used to
denote an unofficial or test or temporary activity or an activity not authorised by main line
Scientology.

LRH:jp.rd L. RON HUBBARD
Copyright (c) 1967 Founder

by L. Ron Hubbard

ALL RIGHTS RESERVED

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 9 MAY 1968

Remimeo

SEA ORGANIZATION
PERSONNEL

The Sea Organization requirements for its Staff are asfollows:

That only personnel be sent who have had Scientology processing and they are at least
a Grade 4 Release, Power Release is preferred, as the minimum.

The Sea Organization will be very happy to handle training and processing from Grade 4
on up. However, only Scientology processed and trained personnel have been able to keep up
with the Sea Org activities.

The Sea Organization's responsibility to the Orgs WW is such that its purpose line for
these orgs can't be altered with internal elements who have no subjective reality on that



technology which the Sea Org is enforcing.

LRH:jc:rd L. RON HUBBARD
Copyright (c)
by L. Ron Hubbard Founder

ALL RIGHTS RESERVED
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 4 OCTOBER 1968

Remimeo
ALLOWED TECHNICAL SERVICES

These are the services permitted to be sold at various
organizations:

SAINT HILL, ENGLAND
COURSES

Dianetics Course

SHSBC Solo Audit

Course Internship

AUDITING

Power Processing Grade auditing if
purchased with Power Review Actions
through OT 1

AOUK

COURSES

Clearing

OT I, I, U, IV, V, VT

CLASS VIl COURSE (Starts 18 Nov 1968)
AUDITING

Review Actions through OT VI

AMERICAN SAINT HILL
ORGANIZATION (ASHO)

COURSES



Dianetics Course
SHSBC Solo Audit
Course Internship

AUDITING

Power Processing Grade Auditing if
purchased with Power Review through
Power

AOLA
COURSES

Clearing OTI, II, 1, 1V, V, VI CLASS VIII
COURSE (Starts 18 Nov 1968)

OTHER ORGS

COURSES

Asfar asClassed, up to Level 1V
AUDITING

Grade auditing and Review to Grade IV

Students who are currently enrolled on other courses than the above at these

organizations may complete the course they are on. However NEW STUDENTS MAY
ONLY BE ENROLLED AS ABOVE. (Appliesto technical courses only, not Organization
Executive Course, Minister's, etc.)

A student who cannot successfully audit the higher levelsat AOUK or AOLA is
returned to Saint Hill or American Saint Hill Organization to do or redo the Saint Hill Specia
Briefing Course.

LRH:ei.rd L. RON HUBBARD
Copyright (c) 1968 Founder

by L. Ron Hubbard

ALL RIGHTS RESERVED
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 7 SEPFTEMBER 1969
Remimeo
Tech and



Qual Divs

Dist and Dissem

Auditor ALLOWED
BPI

TECHNICAL
SERVICES

Advanced Organizations
Clearing Course

OT Courses|, I, 111, 1V, V, VI

Class VIl Auditor's Course

Review Actions through to OT VI

Saint Hill Organization

Internship

Saint Hill Special Briefing Course

Solo Audit Course

Org Exec Course

PRO Course

Power Processing V and VA

Review Actions through to OT 1

Mini Courses

Other Organizations

Asfar asclassed upto Level IV

Grade auditing and Review through to Grade IV
Triple Grades

Hubbard Standard Dianetics Course (HDC-HDG)

Thiswill make the line up smoother and emphasizes each type of org's product.
1. An AO produces OTsand Class VIII's.
2. A SH produces Class VI'sand VII's and Power releases.

3. An outer org produces academy graduates, HDGs and Grade 1V releases or Triple
GradelV's.

Of course every organization holds Basic Public Courses such as PE and Comm
Courses except AOs.

Grades, Triple Grades and HSDC if taken at SH will of course be three times the price.
Also HSDC or PRO Courseif taken at an AO will be three times the price.

The Organizations are inter-dependent. Each has an important job to do in the
clearing of this planet.

We are here to serve.



Lt Cmdr Diana Hubbard
CS6
for
L. RON HUBBARD
LRH:DH:rs.ei.cden Founder
Copyright (c) 1969
by L. Ron Hubbard
ALL RIGHTSRESERVED [Amended by HCO P/L 23 November 1969, page 203. |
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NOT HCO POLICY LETTER
CORRECT COLOUR FLASH
BLUE ON WHITE

EXECUTIVE DIRECTIVE FROM L. RON HUBBARD

LRH ED 34 INT18 November 1969
FO 2202
Stations Ships
AOsAll Orgs
THE ROLE OF THE CENTRAL
ORG

It isessential that the Central Org (that org where the senior Exec Council of the
Continent or similar is located) be a Stable Terminal for its area.

This makesiit possible for the orgs under it to stabilize. Stable Terminals breed stable
terminals.

Every exec has a certain area he should be controlling, agroup of orgs, an org. part of

an org. adivision, a section. Confusion only occurs where the one in charge of the area
generating confusion is not handling that area. Areas that are wholly inactive aren't being
pushed by whomever isin charge.

An org that doesn't have income is not known to its Public, isn't giving what is needed
and wanted, isn't really giving service.

Where thisistrue of a continent's orgs, or of the Central Org. the Central Org doesn't

have a clue what a Central Org does. A Central Org promotes action in junior orgs and
Franchises and field and HELPS THEM by training up their auditors and handling their tough
pcs. An auditor in alesser org or the field should know he can get training from the Central
Org and should know that he can unload tough pcs on it. If the lesser orgs and field don't
know that, the Central Org will be dead. A Central Org does not crowd in the middle of a
town as a competitor to the area's franchises. It doesn't get itsincome from stealing pcs. First
and foremost it furnishes a stable terminal of aid and assistance to al other orgsin its



continental area. It pushes Dn and Scn throughout the whole area as promotion and also gets
its own pcs and students.

A Central Org has to know who its customers are. They are

All the bookbuyers, Public Division Courses students, etc in its own area All
the studentsin its own area

All the pcsinitsown area

All the students and pcsin the continental area who are trained and processed up as far
as the lower classed area org can take them and to whom the Central Org can offer
further service.

All the students and pcs of all Franchises and Counselling Groups to whom the Central
Org can offer further training or processing beyond that obtainable in the local org.

All the personnel of all area orgs, Franchises and Counselling Groups for training and
processing beyond that available in the local org.

Services may of course be delivered to anyone in the Continental area who wishes to

take them in the Central Org. The Central Org promotes directly to the public in its own area,
and helps the area orgs, Franchises and groups to successfully carry out their functions so as
to produce streams of customers from their areas to the Central Org.

The fees paid by the customers of the Central Org are the income of the Central Org.
The Central Org must make known and sell its services. To ALL its customers.

The Central Org has long been charged with holding the Tech Standard for its area. It
must hold a standard, as a Stable Terminal, for al the flow lines of its
continent. [sedl]

L. RON HUBBARD
Founder
LRH:KU.ldm.rd
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HCO POLICY LETTER OF 23 NOVEMBER 1969

Remimeo Issuell
Qual Divs(HCO Palicy Letter of 7 Sept 1969-Amended)
Dist and Dissem
The Auditor Urgent-Reissue
BPI



ALLOWED TECHNICAL SERVICES

Dueto its possible interference with complete service and
statistics this Pol Ltr is amended.

Advanced Organizations

Clearing Course

OT Courses|, I, 111, 1V, V, VI

Class VIl Auditor's Course

Class VIII Internship

Review Actions through to OT VI

OEC

Mini Courses

Other services of lower orgs as required to handle pcs and students and compl ete their
training or cases

Saint Hill Organization

Internship Class VIl & V

Saint Hill Special Briefing Course
Solo Audit Course

Org Exec Course

PRO Course

Power Processing V and VA

Review Actions through to OT 11
Dianetic Auditing, HQS, HAS, PE, etc
Dianetics Courses, HDC & HDG
Mini Courses

Any Tech actions issued before 1968

Other Organizations

Internship

Asfar asclassed up to Level 1V-or as classed
Grade auditing and Review through to Grade 1V
OEC

Triple Grades

Dianetic Auditing

Hubbard Standard Dianetics Course (HDC-HDG)
HQS-HAS-PE, etc

Any tech training or processing issued or authorized prior to
Standard Tech Grade IV or below

Franchise

Dianetics Coursesto HDC (not HDG)

Any Scn Auditing up to Grade IV for which its auditors are trained
Dianetic Auditing

HAS-HQS-PE

Course based on Dn & Scn Books and Tapes

Field Auditors

Any Dn or Scn Auditing for which auditor has been trained and



certified
203
Dn & Scn Groups
Programs recommended by Orgs
Son Books and Tapes
Dn Course if taught by an HDG

Thiswill make the line up smoother and emphasi zes each type of
org's product in which the org is specialized.

1. An AO produces OTs and Class Vllls.
2. An SH produces Class VIs and VlIs and Power Releases.

3. An outer org produces academy graduates, HDGs and Grade IV Releases or Triple
Grade IVs.

Of course every organization holds Basic Public Courses such as PE and Comm
Courses, except AOs.

Internships as alowed by recent Pol Ltr.

The Organizations are inter-dependent. Each has an important job to do in the clearing
of this planet.

We are here to serve.
LRH:rs.ei.rd L. RON HUBBARD
Copyright (c) 1969 Founder

by L. Ron Hubbard
ALL RIGHTSRESERVED

EXECUTIVE DIRECTIVE FROM L. RON HUBBARD
LRH ED 43 INT 29 November 1969
ORG SERVICES

Y our attention is caled to HCO PL 23 Nov 69 Amended which UPGRADES AND
EXPANDS ORG COURSES AND SERVICES.

SHs should at once resume their Dn Courses.
Field Auditors should be informed

YOU CAN AUDIT ANY PROCESS FOR WHICH YOU HAVE BEEN
CERTIFIED.

That means ever certified.



The point of Standard Tech and Standard Dianetics is so our orgs can guarantee their
services. Thus WE in the orgs are sure of results.

Look over this PL carefully and increase or restore your service.
[seal]

L. RON HUBBARD
Founder

[Not HCO Policy Letter. Correct colour flash Blue on White.]

[Note: The above mentioned Policy Letter and ED must not be

misinterpreted. The phrase YOU CAN AUDIT ANY PROCESS FOR WHICH YOU
HAVE BEEN CERTIFIED concerning field auditors does not then give

field auditors permission to run Power Processing or AO Class V|

Rundowns, as these are held by right and prerogative by SHs and AOs.

There are no restrictions other than this. - L. RON HUBBARD.

Full text of HCO P/L 28 February 1970, Field Auditors.]

LRH:jp.rd
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HCO POLICY LETTER OF 15 DECEMBER 1969
Remimeo
URGENT
CLASS OF ORGS
(Cancelsany Pol Ltrsor Eds
or ordersto the contrary

including HCO PL 6 Feb 66.)

Thereis no such thing as a classed official org.

Any officia org (not a Franchise or Gung Ho group) can perform and teach any Class
or Gradeupto Class V.

This includes Standard Dianetics HDC and HDG.

ONLY an officia org can teach Academy Courses and qualify students for Scientology
certificates.



HDG can ONLY be taught by an official org. (This qualifies Supervisors to teach
HDC elsewhere.)

Dianetic Certificates can only beissued by an official org even when the courseis
taught elsewhere.

The difference between an official org and a Franchise or aMission isthat an official
org islooked to as a distribution point for source, runs on policy, isresponsible for its area
and looksto its Continental Org and WW for policy.

It maintains the quality and standard of tech. It sets a standard for instruction.

If it maintainsitsratio of Admin personnel to Tech (auditors and supervisors) on a 2
Admin maximum for every tech person and inclines toward 1 Adminto 1 Tech, and
promotes well, maintains a professional image, develops no backlogs and delivers excellent
service and cares for itsfield with ARC it should be far better paid and more solvent than
any Franchise.

Theidea of a"Public Division Org" is not very good. It isfar better to develop afull org
asin LRH ED 49 INT, Organization Program No. 1.

So long as an org functions crisply with the servicesit can deliver and defends itself as
per Assistant Guardian actions, it can become very prosperous, serve its community and do
its large share in bettering the community and doing its share in clearing the planet.

L. RON HUBBARD
Founder

LRH:rs.eg.rd Copyright (c)

1969 by L. Ron Hubbard

ALL RIGHTS RESERVED
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HCO POLICY LETTER OF 11 JUNE 1965
Remimeo in the orgs
All Staff Hats
Urgent
THE FOUNDATION
At once this policy letter goesinto full effect, urgently, in Washington, DC, New Y ork,

Los Angeles, London, Johannesburg, Melbourne, and Auckland and as feasible in all the
other orgs.



Without disturbing the daytime org or its operation in any way, an evening, part-time
organization is formed.

The purpose of the evening organization is to operate as a bridge from the public to the
daytime org and to make money in its own right.

Its personnel are on half pay for work five nights a week from 6:30 to 10:30 and will go

on full pay if also working full days Saturday and Sunday to operate a weekend organization
as well which can give the evening services on weekends also as well as deliver upper level
training and paid HGC processing.

The evening organization services are not merely free services, but include any org
services as well as free services not part of day org services.

Day staff may also hold evening posts and receive pay for them, but it is clearly
understood that evening staff work isonly as a part of the evening organization.

PE and Free Scientology Centre ads are placed to run regularly in the papers.

The public attends these and is then sold by evening staff on daytime or evening
courses or intensives. The free services are the Beginning Scientology Course and student
assists. The paid services are HAS, HQS, and regular evening or daytime intensives.

The entire success of this organization depends on the crispness and businesslike

manner of its staff and the organization and the quality of its technology. If the free
technology is not excellent no sales will result. If the sold technology is not spectacular, no
repeat sales will occur.

NAME

The Evening Organization (and the Weekend when it is formed) is called: THE
SCIENTOLOGY FOUNDATION.

The name must be registered as a business name. It is owned and operated by HASI
and isjust apart of HASI.

By using thisname, it is easier to route, advertise, and designate locally.
POSTS

The standard org board is used and all of its key posts are filled with as little doubling of
hats as possible.

A second org board is posted for the evening organization as formal as the daytime
board. The matter of space for it must be solved, but it is best posted in the PE room. It
should be on 4' x 9' formicathat is green in formica colour as opposed to the daytime org
board's blue. Otherwise all flash colours are the same asto titles and names, etc.

The Scientology Foundation must have the following minimum posts and two or more



of these may not be worn by one person:

Foundation HCO Secretary Foundation
Ethics Officer Foundation Organization
Secretary Foundation Registrar Foundation
Director of Training Foundation Director
of Processing Foundation Director of
Examination Foundation Director of
Review Foundation Director of Field
Activities.
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If these posts are not filled each by one person, it is not a Foundation.

In posting these names, one first puts up the entire org board, complete with all divisions
and departments, secretarial posts, executive secretarial posts, and LRH.

A banner, The Scientology Foundation, is put to the upper right with HASI, Inc. and its
Board below it.

One putsin the level words, the lot. "Foundation” is placed before each department
name and section and course name on the board.

However, one then posts in the secretarial level and the departments only those names
actually appointed, leaving the others blank.

Under the proper departments, one puts the actual services offered and the names of
the Foundation staff members performing them.

DOUBLES

The Foundation HCO Sec doubles as Communicator for the entire Foundation and
handles all external and internal communications. As things get prosperous, a Communicator
IS put on.

The Foundation Ethics Officer doubles for the Director of Inspection and Reports and
does the OIC and other functions of that department.

The Foundation Organization Secretary is the only other Secretary assigned in abasic
Foundation staff. He operates as material, supply, and cashier and keeps all the accounts and
records of the Foundation-which are not kept by the daytime org. As things get prosperous,
he may have ajanitor and a cashier. Until then, he must care for the money and its records
and the quarters; and as the senior org executive on duty, he must also organize the other
divisions.

The Foundation Registrar doubles as Reception and Testing Officer. When things get
prosperous, a receptionist is put under the Registrar in the Department of Estimations.



The Foundation Director of Training takes one of the courses (BS or HAS or HQS) at

first. Heis assisted by Supervisors (not Instructors) for the remaining courses. As these
courses get heavy, they must be carefully separated into Theory and Practical courses with
Supervisors. When the courses contain 50 people routinely, the Foundation Director of
Training must not take a course but must have Supervisors for them. He is assisted by the
Registrar in Course Admin, as all Tech Admin isnow done in the Department of Estimations.

The Foundation Director of Processing takes care of all Coaudits, group processing, and
auditing of whatever kind done in the Foundation, including its staff staff auditing and staff
coauditing. He has charge of the Free Scientology Centre which is assisted by the Registrar
initsregistration work. All its student auditors come under him and he is answerable for their
conduct and quality of service. Any evening or part-time auditing done is done by the
Foundation and thisis under him. Heis also Case Supervisor and does all the folders and
reports. He also does room assignments. If it's auditing, he supervisesit and is responsible for
it, whether by Free Scientology student auditors or Foundation staff. He is assisted by a
student Case Supervisor. Note that he does not repair or handle bogged cases, these go to
Review only. He handles cases only so long as they have standard reactions to standard
processes. If not, they go to Review.

The Foundation Director of Examinations passes on all auditing results and completed
check sheets and is the person seen when entering or leaving Qualifications Division, except
when a certificate or award is attained. He acts also as Certificates and Awards for the
Foundation, issuing letters on LRH stationery signed by the Foundation HCO Sec by and for
LRH for certificates and classes or grades. When a signed copy goesto Saint Hill and the
original is given to the Registrar to give to the student or pc, more training or processing is
sold.

The Foundation Director of Review must be a good auditor who patches up goofed pcs
sent by the Director of Processing or who finds out about the case for the Director of
Processing. Thisis never varied routing. Pcs not doing well under processing go straight to
Review at orders of the D of P. The D of P never interviews pcs-only Review. And

Review chargesfor it, whole hour rates for any part of an hour. Slow students go to Review
for an assist on 1. Problems Straight Wire and Comm, 2. Remedy A, and 3. Remedy B.
These take maybe 15-20 minutes and are charged for at student hourly rate, never less than
aone hour fee. Examinations invoices themin.

207

Thisisthe top auditor available, afast one. He can make triple rates, since an hour isthe
minimum charge and he can do up to 3 an hour! Review doesn't pass on all
pcs-Examinations does that and shunts those to Review he doesn't like the results on. This
Review auditor cannot run other pcs than Review.

The Foundation Director of Distribution sells books, handles all the advertising

placement, and handles Field Staff Members and receives peopl€'s plans for activity in
Scientology. He must be on deck to keep students reminded to "select” their pcsin the Free
Scientology Centre and to sell all books. He also carefully gathers up all names and
addresses of all traffic recorded in the Foundation and puts it on mailing lists and sends
records of all purchasersto CF.



Without this minimum evening Foundation team operating, every evening for the full
evening and when on weekends, for the full weekend, the drill won't bring in business.

ALL POLICY APPLIES
All policy appliesto the Foundation, as well asto the HASI.

Consecutive scheduling, however, is consecutive evening or weekend scheduling. 12 1/2
hour evening intensives are sold or an evening plus weekend 25 hour intensive is sold. The
courses run al five nights. They have to move enough traffic through. Student auditing in the
Free Scientology Centre, however, isjust 2 1/2 hour session and can be as little as one
Session.

RECEIPTS & PAY

All receipts of the evening Foundation just go into the org accounts. There aren't
special bank accountsfor it asit'sjust part of the org. The HASI benefits like mad from the
Foundation, but so does the Foundation, from the HAS!.

Pay isthe same parity asthe HASI pay except that it is1/2 pay or units for the same
post. When weekends are included, Foundation pay is full pay.

STAFF NUMBERS

Staff on post should be adequate to care for the traffic and should be expanded from
minimum staff asfast as traffic warrants it and should cover the most overloaded points first.
Theratio for the divisionsis 1 personnel for Divisions 1, 2, 3,6 & 7 to every 2 personnel in
Divisions 4 & 5 combined. Everytime 2 personnel are put into Divisions 4 and 5, oneis put
into one of the others. It isusually done by rotationin 1, 2, 3, 6 & 7. Qual (5) has very few
compared to Tech (4).

DESKS
The same spaces and desks are used by both HASI and Foundation personnel.
BASKETS

The Foundation has its own Comm Centre. On the desks sit the Foundation Comm
Stations in addition to the HASI staff member's Comm Station.

Foundation Comm Stations are a different color uniformly than HASI Comm Station
baskets.

SUMMARY
If thisis organized well, it will even the load for the town org personnel which have

heavy evening and light day traffic. In such an org the Foundation may at first be bigger than
the HASI. But thisis easy as part-time personnel is more available to town orgs.



Asthis parallels the Autumn 1964 stress of org traffic and only extends the successful
PE Foundations, it should be very successful.

L. RON HUBBARD
LRH:msh.rd Copyright ()
1965 by L. Ron Hubbard
ALL RIGHTS RESERVED
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HCO POLICY LETTER OF 12 JUNE 1965
Gen Non Remimeo
THE FOUNDATION
(see HCO Policy Letter 11 June 65 which this continues)

FORMING THE FOUNDATION

Y ou will find that the success of The Scientology Foundation (or the evening weekend
Foundation) depends upon three things:

1. The Excellence of its administered Technology.
2. The crispness and completeness of its organization.

3. Offering all services available in the day time and delivering them in the Evening or
Week End.

If any of these three are missing the results will be quite unsuccessful and
disheartening.

Therefore the success of the Foundation does not depend upon the brilliance with which

it is conducted or upon the flashiness of its quarters or upon the personalities of its staff. The
success depends upon the accomplishment of technical results and upon the team work of

its staff.

You will find its org board is made to work. It takes minimum hat details but maximum
agreement on those details.

It isnot anumber of individuals acting as individuals but a group of closely dovetailed
efforts, dedicated to the maximum production of technical results by the maximum co-
ordination of individual efforts.

THE TECHNOLOGY



The Tech of the services offered isjust standard tech for the appropriate levels.

The Beginning Scientologist Course, the two HAS Courses (Theory and Practical) and
the two HQS Courses (Theory and Practical) are best done exactly by the technology given
inthe HCO Pol Ltr of 31 May 1965.

The student auditing in the Free Scientology Centre (which isjust a section of the
Department of Processing and the Department of Estimations, and is far from the full
Foundation which has all services) is standard tech and mostly assists.

The Academy Courses offered are the low level HRS and HTS Courses, both by check
sheet, both consisting of two Courses each. If any higher level is given it would have to be
after alot of students finished lower levels for nothing is less crisp than a course with two
people on it. You can handle both low level (HRS and HTS) with only two Supervisors-one
for Certification (Theory, HRS and HTS) and one for Classification (Practical, HRS and
HTS). It does however require 2 Supervisors. HQS can be thrown in with them in itstwo
Courses, inapinch, but it isn't too advisable. It's better if HAS and HQS are paired if you
must, meaning two Supervisors (one Theory and one Practical) exist for the lot.

A coaudit can exist. A group Auditing Intensive can be sold periodically.

Any public grade auditing can be sold that you have auditorsto deliver it, but don't foul

up your D of P by letting the Registrar odd bit the auditing schedule. 12 1/2 or 25 hours at a
crack isthe only way you can achieve any real gain as any pc goes backwards on only 3 or
4 hours aweek-why lose? And if you schedule non-consecutive you have to have far more
auditors and they deliver lessand D of P work becomes a nightmare of trying to recall.

BUILD FROM A PE

If you have arunning PE or evening service build the Foundation on it-but just leave

the PE, etc and flank them with the rest of the org. These PE and public course people can't
function with no org present and lose the business. For years "poor PE Instruction” has been
cited as why few moved from PE to the org. Thiswas false. The reason was "What Org?"
Thereis no org flanking a PK. Its Instructor was a one man band moving in a maze of empty
offices, no phone, no despatches, no help. How could he handle these people?
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Further, these people were evening people. Unless they could go to an evening org.

they had to break their stride and stop work. So they could move (and did move as per
autumn 1964 graphs) into other evening services. Those services were attended not because
they were cheap but because they took place in the evening.

You will find that if you run free Week End Beginning Scientologist courses you can
then run the other services as Week End services also as now you have attracted the Week
End type person.

A person could have both Evening and Week End service consecutive. You will find



that will sdll, too, and make lots of intensives and fast courses.

Y ou have to sell lots of courses to the same people so they have to go through fast in
order to keep ahead on expenses.

FORMING

In organizing a Foundation you can build it by starting or using the old PE, then starting

and using the old sub-Academy Services, all the while adding in the other posts given on the
new org board. Lack of those posts was what lost your business. Every time you skimp those
listed in HCO Policy Ltr of 11 June 65 for the Foundation, you load up and jam the other
lines, get no flows or sign-ups.

Try to keep PE, etc down to where it was and you'll just keep falling down. Y ou have
to have afull org there operating in the same hours as the serviceis given.

It isthe full intention to add Foundation staff until afull orgisthere also in the evening.
This means a Foundation HCO Exec Sec. a Foundation Org Exec Sec. a Foundation LRH
Communicator-the lot.

While these are all junior to the HASI staff, they are themselves AND HANDLE NO
HASI BUSINESS FOR THE DAY STAFF. They have their own Ad Comms, OIC graphs,
their own executive orders. They have their own Org Board and their own Comm Centre
and their own Comm Baskets. They place their own ads and answer their own mail and get
out their own mailings.

The two orgs cross in CF and Address but the Foundation has its own file drawers for
Address plates for local mailings.

Daytime Reception and Daytime Registrar can take messages for and even sign up

people for the Foundation and vice versa. Their money is pooled and units uniform. Their
accounting as different from collection is handled by Day Accounts. They can't shift quarters
without permission from their daytime HASI seniors.

The HASI and the Foundation co-operate. They do not cross except as noted above.
HOURS

The hours 6:30 to 10:00 (corrects 11 June Pol Ltr) for the Foundation and regular
workday hours for the area, Saturday and Sunday, are all set and strictly time clocked.

Evening sessions in an intensive are only 2 1/2 hours long. But they start at 7 and finish

at 9:30 and the staff auditor isto do other actions until 10:00 and the Foundation D of P gets
all the foldersin and marked in that last half hour and in the first half hour of the next
Foundation day. In the period of 6:30 to 7:00 one gets the pcs collected and to session.

The Courses start at 7 and run until 9:30. In the final half hour, the quarters are
straightened up and the supervisors make their reports to the Foundation D of T and care for
other actions.



Having half an hour before public service begins and a half hour after permits even an
occasional fast Foundation staff meeting or conference even to Tech.

One should be careful to shoo Foundation staff home at 10:00 as many have other jobs
and will wear out if not swept out at 10:00 exactly and told to go home. Sleepy auditors don't
give good sessions and sleepy execs can make mistakes.

ECONOMICS
The reasons some staffs have individual economic problems are as follows:

1. Their org depends on local people for business. 2. The local people are
working at their own jobs in daytime hours.
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3. The org is closed or undermanned when the traffic can occur.

4. An org depending on local businessis generally open only when people can't be trained or
processed.

5. A Continental org depending on feeders from other orgs, goes to pieces when town orgs
skimp if it has no town business as offered by the Foundation.

6. "Moonlighting” is the term applied to having two separate jobs and employers. There are
few evening jobs available. A staff member of a Foundation, even working evening and
Week End can get another job and still hold an org post in rough times.

7. By using the same quarters twice one doubles potential income at half the quarters and
upkeep expense. Thus one can afford better bigger quarters.

8. The people with money to spend are in the majority people who work. They have only
week ends and evenings for avocations. People who can't work or don't work are

almost always the rougher cases and Ethics type pcs. Hence by offering only daytime
senice one gets a higher percent of rough cases and finds senice harder to deliver.

WHY ETHICS?
Y ou can't run pcs without Ethics to hand. Technical fact. Particularly on lower level
processes and also on Power Processes the Potential Trouble Source (connected to a

Suppressive) will go to pieces under auditing-not improve.

Current statistic on thisis 20% PTS or mild SP and of this 2 1/2% is very vicious
Suppressive Person.

Your D of T can'ttrain aclassthat hasaPTSor SPinit.

Your D of P can't audit peopleif he can't handle this PTS and SP factor efficiently.



Your Dir of Review will go round the bend if he can't shunt PTSs or SPsto Ethics.
He'll have to become the Ethics Officer.

Thisisnot policy | am talking about. It istechnical fact. It just can't be done and never

will be possible on lower technology and requires fantastic skill to get area gain even with
Power Processes. So accept this technical fact and you'll understand both ethics and all
your case failures.

With no available Ethics Officer to take PTSs or SPs off the lines and handle (by

spotting and using standard policy actions) your traffic will thin, your jobs will be a burden and
the Foundation will fail.

The whole Foundation Staff has to know the Ethics drill and follow it.

Ethicsisfor the public far more than staff. Y ou must use the drill.

A Supervisor to whom a student is impolite must send the student to Ethics. If the

student is slow, the Supervisor must send to Review for special attention at the student's
expense.

Staff auditors finding a pc savage or unchanging, must send to Review which probably

sends to Ethics. Staff auditors finding a case failing must send to Review which again may
send to Ethics.

The ultimate in dumbness is the person who thinks "Ethics is to make pcs answer
questions'. Or the person who thinks it is for espionage on staff members.

Ethicsisalong arm part of technology. And incidentally spots PTSs and SPs who get
onto staffs as they sometimes do.

Ethicsisafine edged tool, avital part of an org if one wishesto train peoplein
Scientology or process them successfully.

If tech is out, Ethics will get techin. If Ethicsis out, Tech won't ever goin. It'slike that.
| learned this the hard way. Let's hope otherslearn it on easier channels. The "ARC Broke
pc" or "ARC Broke Student” is 95% Ethics type. That's the discovery. Use it.
If you have Ethicsin, the 80% will flow through the Foundation in a mad torrent.
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EVENING OR WEEK END
To start, a Foundation should be evening and should be built quickly to afull staff. NO
ACTION MAY BE SHIFTED TO WEEK END UNLESS A FULL STAFFISALSO
PRESENT ON THE WEEK END.

Y ou must not have an evening Foundation with some Week End actions; if there are



Week End actions leave them with HASI until they build up to warranting the Whole
Foundation.

Y ou can of course start a Foundation as both Evening and Week End from the
beginning. But that means everybody on deck evenings and everybody on deck week ends.

Y ou may have potential staff members who plead they must spend some time with their
families. Make them choose Evening or Week End, not "3 evenings aweek and Saturday',.
That would be chaos. Y ou can barely tolerate the randomity of one Supervisor for Evening
and another for Week End. Y ou can't tolerate a staff auditor "3 evenings and Saturday". Y ou
can barely get along with auditors some of whom are only evening and some only Week
End.

RESULTS OF EXAMINATION
| find orgs that have no local traffic have the hardest time with booms and depressions.

| find that almost all losses from the old PE came from not having afull org present.

The first instance wasin LA in 1950 where 125 people a night made out cards for training
and processing which the lecturer left lying about in the chairs and which sometimes were
handed in by the janitor.

No daytime exec is likely to understand fully the problems of the evening traffic tech
and admin as heisn't there, is he? Thus the Foundation should have its own execs, junior of
course, to the same day post.

| find that the skid of some orgsin Jan 1965 really came in part from a cessation of
evening services and lack of good tech in them and that when the evening student or
potential pc was confronted with a shift from evening to daytime scheduling for auditing or
training he or she could not usually go on and fit his time that way so dropped out.

| find that the magic key to alocal org boom is the evening service and making that

service excellent technically and making the org that givesit afull org with its hats all on
while technical isin progress and keeping the lines crisp and proper, its courses and sessions
starting and ending bang on the mark, and all going briskly.

THE DAYTIME ORG

Thisis no effort to undermine the daytime org. Y ou will find it had its own and different
public and will run on quite well, even better. The Evening Foundation sends alot of business
itsway but has plenty of its own. The two orgs will take business away from each other.

Day business may drop to evening. And evening business becomes day business. So nobody
should care much who signs who up for which as long as a sign-up does occur.

The statistics of the two orgs should be kept separately or somebody will be catching
the blame for somebody else's goofs.

Asall thisis based on data won by personal management of day and evening activities
and a survey of past rising statistics it should work very well indeed.



L. RON HUBBARD

LRH:mh.rd Copyright
(c) 1965 by L. Ron Hubbard
ALL RIGHTS RESERVED
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 3JULY 1965

Gen Non-Remimeo

THE FOUNDATION
DATA

The staff of a Foundation has only 2 1/2 hours of technical activity. Half an hour before
and after is allowed for administration.

There at the start you can use personnel from any division doubled in technical. This
would seem to cross divisions and does, but it permits you to man a starting Foundation in all
its required posts and yet have afull tech staff at the same time.

Only areceptionist and an Ethics Officer and a Review auditor must not be off their

posts during the 2 1/2 hour tech period since those posts are on call-the receptionist to
handle body traffic and phone calls, the Ethics Officer to handle students and pcs referred to
him and the Review Officer to do Review assists or act as an examiner.

All other posts may have technical duties, supervising courses or auditing preclears
during the 2 1/2 hour tech period.

If thisis done the Foundation staff must report on time to their proper assigned posts to

do what they can of their hats and then speed off to do their sessions or classes and then,
shaking off terminal snapping students and pcs. be back on their own posts to pull the Admin
lines straight again.

It was done at Saint Hill and though hard on staff, it works. Soon the traffic flow

increases so that a larger staff can be supported and success breeds new staff applications

and soon the basic staff can shed their tech period hats where these are double and do their
basic duties for the whole evening period. By that time they'll have to. If the organization is
crisp and on policy with Ethics and tech well in they'll have too much traffic to leave any post
unmanned.

So if you do this, don't forget to pull the basic staff back out of additional tech
assignments as soon as traffic warrants it.

Y ou can aso do this with daytime staff, governed by the same rules, and remembering



to giveit relief as soon astraffic grows.
L. RON HUBBARD

LRH:mh.kd Copyright (c)
1965 by L. Ron Hubbard
ALL RIGHTS RESERVED
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 13 AUGUST 1965

Remimeo

FOUNDATION
BASIC COURSE
ORGANIZATION

Scarcity of space may lead orgs running Foundations into a gross organizational error.

One must NEVER recruit a body of people and then carry just that group up, opening

new courses only when they are ready and closing the lower ones when emptied. | can tell
you by grim experience that that is NOT the way to handle basic courses. The org will die if
it is done that way.

One must continually nightly recruit new people and one must have in existence the
next area up for them to move into. One mustn't wait for people before one organizes where

they go.

One must have new applicants as all courses get smaller as they advance. If they are
well taught they get alittle smaller. If badly taught they get alot smaller.

The assembly line must exist before one can get traffic to put on it. So make the line.
Then get the traffic. And always feed new traffic in at the bottom. Don't recruit by fits and
starts-"An open evening every two months, etc” is bad promotion. It peaks traffic. Have
one at least every week if at all.

The keynote is standardize. Even out the traffic flow. Feed steadily in at the bottom and
out at the top. Get energetic about lack of people at the bottom and jams of people in the
middle. Even the flow.

SPACE AND COURSES

Y ou must alocate 4 spaces for Instruction to the Foundation. Y ou can starve it out
with 3 spaces, but poorly.

The Introductory Lectureis given every night. It is allocated to the reception centre. It



can be done with earphones. It is supervised by the Introductory L ecture Supervisor who

also helps with reception and routing. ThisisaDist Division action. If you don't have a public
reception centre and only have your org Comm Centre you ought to be ashamed and no
wonder your receptionist and comm lines jam up. Public Reception ought to be separate. It
should be plastered with promotion, personality graphs, tone scales, anything promotional.
And the evening Introductory Lecture is given there every evening. Same lecture. You'll

have one to give. In the meanwhile, cope.

The BS, HAS and HQS courses are all given in the same room. They are done by twin
checking as below, modifying earlier methods.

The Foundation Academy Theory Courses (HRS, HTS, HCA, HPA) are given in one
room under one Supervisor.

The Foundation Academy Practical Courses (HRS, HTS, HCA, HPA) areall givenin
one room.

That's four rooms total requirement. If you can gather up only 3 rooms for these

activities you can put the Academy in just one room (Theory and Practical) but | assure you
there won't be as much incomein it as people will see no change of space and they'll disturb
one another.

TEACHING BASIC COURSES
Changing previous methods used, we will teach Basic Coursesin this fashion.
We will charge abit for BS.
We will divide "Problems of Work™ and the other books into nightly assignments.

214

We will teach the BS Student Twin Checking.
The BS Course then consists of a number of sheets of mimeoed paper, 5 x 8 or similar
size, vertical. Thereisadifferent one for each night of the BS Course. They are numbered
consecutively. Thefirst one is accompanied by a description of Twin Checking and is the
first lesson.
The sheet form contains:
1. Number of lesson
2. Student's name
3. Twin's name
4. Course being taken (HAS, etc)
5. What was applied since last lesson
6. The material to be read in this lesson, certified as read by the twin

7. Any misunderstood words (Space for notes)



8. Demonstrating examples of what the lesson means
9. Certify that twin has grasped it
10. Signature of twin and time of end of evening

11. Directions to turn sheet into the Supervisor's Basket before leaving asif any are
missing no certificate can be granted.

Thisformisused for BS, HAS, and HQS. To the HQS is added a homework dlip that
also must be turned in.

This system cuts down the number of rooms and supervisors required and increases
the value of the course.

For the moment, make do. Final pads will come out only when we reprint the books as
Scientology texts.

ADS
Advertise your Introductory Free Lecture heavily. Tell peopleto bring their friendsto it.
Remind people of it in the mags. Tell people they can attend it as often asthey like. Put a
sign up in the Reception Centre that can be easily read all the way across the room.
WHEN TO ENROL

Y ou can enrol any course, Basic or Academy on Any night.
Drop Mondays only enrolment. We enrol at all hours at Saint Hill. It cuts the
load.

DON'T TEST
Skip testing on your enrolment line-up for students or pcs.
The test has no value now. It's been replaced by Grade Certs and Release Awards.

CHAGet a Chaplain on the job and prominently display this sign If you are
in trouble with
your training or processing and nobody seems to listen, see
the Chaplain, Room . He can help.
Then groove in the Chaplain to be a Problems Officer, to listen and try to straighten up
goofs by auditors and supervisors and suddenly your student and pc loss rate will almost
vanish. Y ou lose people on basic courses because they get a brush off from busy supervisors
and auditors. They have no place to go. They mainly want to be heard and acknowledged.

Half the time or more one does nothing, but one does listen.
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Thus the Chaplain post is a hecessity in a Foundation.
BE GOOD

Y our courses now have to be good. Y our income depends not on enrolment but re-
enrolment.

If your supervision is poor, scheduling bad, the place slack and dirty it will now show up
by sudden fallsin Basic Course statistics. Lack of re-enrolment means lousy instruction and
bad quarters and sloppy scheduling.

So be crisp.

And can't try to run basic courses without a minimum Foundation Staff. They just
won't work.

Two orgsin the past week inadvertently confessed the lack of quality of their evening
basic courses (DC and Capetown). Capetown at least is seeking an extraordinary solution.
When all that's needed is a crisp, sharply scheduled Foundation.

NEW LOOK

To show the benefit of knowing what you're handling, the above data and changes
occurred as aresult of getting in the evening Foundation at Saint Hill. | found we hadn't the
space for formal lecture type teaching and so you surely didn't have either.

Hence these amendments to the Basic Courses of the Foundation.
L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 16 AUGUST 1965
(Correction to HCO Pol Ltr of
13 August 1965)

Remimeo
FOUNDATION
BASIC COURSE
ORGANIZATION

CORRECTIO
N

In making up dlips of study assignments for BS, HAS and HQS Courses, the following
form may be used:



A general form for all lessons of each course.

A syllabus or outline of the course giving the lesson numbers and subject, printed on
one sheet.

A pad for each course (BS, HAS, HQS) is then made up with the syllabus printed on a
cover and the general forms of the correct number, all alike, made up as a pad of the correct
number.

L. RON HUBBARD
LRH:ml.rd Copyright (c)
1965 by L. Ron Hubbard
ALL RIGHTS RESERVED
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Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 12 SEPTEMBER 1965
Remimeo
All Foundation FOUNDATION

URGENT URGENT URGENT
EFFECTIVE AT ONCE
FOUNDATION COURSE CHANGE

THE FOLLOWING LOWER COURSE CHANGES MUST BE PUT INTO
EFFECT AT ONCE:

All students enrolled in BS, HAS and HQS must be given what they were sold.
All new students will follow this exact outline.
INTRODUCTORY LECTURE

An Introductory Lecture should be given every Friday or Saturday night in small orgs
and nightly in large ones and well advertised in both large and small orgs.

It stresses the value of Scientology and the value of Communication.
It sells courses OR processing in the HGC as an alternate for the lecture attendee but
must sell both in the Introductory Lecture and posted prices and registration facilities must be

very available.

Asthe people leave the Introductory Lecture they are given an outline of what they
heard in the lecture and the definition of certain words.



The lecture stresses that the inability to communicate is back of most unhappiness, and
sells attaining the ability to do so easily and thus handle on€e's problems. It is clearly stated
that the course they are about to be given will improve this ability and their lives.
HAS COURSE
The BS Courseis skipped. There is no PE Course. The person is sold an HAS Course.
The cost isafew pounds or dollars. The course is one week long. It enrolls every
Monday. People are enrolled in advance at the Introductory Lecture. Do not sell it too cheap
and sell it for cash only. Sell it by stressing its result.

The course covers exactly 5 nights. People cannot retake it without paying for it again.

Monday Night. One Hour lecture on Confronting and how it improves communication
and the drill itself. One Hour permissive TR O - (no flunks-only coaxing).

Tuesday Night: One Hour lecture on the need of TR 1 in life and how to do the drill.
One Hour of TR 1.

Wednesday Night: One Hour of lecture on the need of TR 2 in life and how to do the
drill. One Hour of TR 2.

Thursday Night: One Hour of lecture on the need of TR 3in life and how to do the drill.
One Hour of TR 3.

Friday Night: One Hour of lecture on the need of TR 4 in life and how to do the drill.
One Hour of TR 4.

This completes the course and an HAS cert isissued at the end of the Friday
programme, the certs being made out during the week for those attending.

WHEN the certs are handed out a short sales talk on applying these drills on the next
course is given, a dlip saying the person now needs the next course, and a Registrar isto
hand to enroll them. Selling the next course must not be flubbed.
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HQS COURSE
This courseislonger and more expensive.

It isessentialy a Co-audit.

It istwo weeks of co-audit on any of the old public co-audit processes done in Listen
Style but with TRs and muzzled.

Y ou must be alert for 1st stage Releases.



Those with chronic somatics may be run on atouch assist in the co-audit.

All elementary assists may be used. Problems may be used. The keynote is Itsa and
Listen Style, not duplicative commands.

The process to be done is covered each night briefly and then run, turn about, one hour
and one hour, different teams.

Be alert for withholds being missed by watching for critical pc attitudes. The
Supervisor can pull them or send to Review.

Apply Ethics.
Review charges must be scaled down to very small amounts for these lower course
students. But the time used on them in Review is brief-looking mainly for missed withholds
and ARC Breaks. At the end of the two weeks on the last night the student is given his pre-
prepared HQS Certificate and given asalestalk on HRS, the value of knowing about the
mind, your own and those around you and a Gradation Chart is briefly shown and given each
student and a Registrar is on duty to enroll them.
The HQS Course starts every two weeks.

MUSTS
Supervisors on these two courses must:

1. Prevent and explain misunderstood words.

2. Note and patch up ARC Breaks and never permit a student to be run or drilled past
one.

3. Recognize that a critical student attitude is a missed withhold and get it pulled by self
or Review.

4. Be dert for Releases being made.

5 Apply Ethics, Roller Coaster meaning PTS and no case gain meaning SP.
BOOKS

Assign Scientology, Evolution of a Science as homework on the HAS Course.

Assign Dianetics, The Modern Science of Mental Health as homework on the HQS
Course.

EXPERIENCE

We know the above works as we have done it for years.



It however abolishes the possibility of misunderstood words on a PE and turns the old
Co-audit into a Course which is two weeks long and only requires enrollment to go in it and
therefore abolishes the public co-audit.

Note that if you make a couple of releasesin HQS (no trick at all, just watch for good
case gains and check them on a meter) you will get arush to enroll in HRS.

LETTER FOLLOW UP
Every attendee of an Introductory L ecture who does not at once enroll in HAS must be
followed up by invitation to join the subsequent HA'S courses with a handout enclosed
stressing the value of personal communication.
Every student of the HA'S who does not complete must be sent an order to go to
Review (where his misunderstood word or missed withhold can be handled at very low
cost).
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Every person completing HAS but not attending HQS must be ordered to Review as
above by mail.

Every person not completing HQS must be ordered to Review.
Every person completing HQS but not enrolling in HRS must be ordered to Review.

Therefore exact rosters must be kept by the Foundation and carefully followed through
with no errors.

A printed order to Review, on green paper, very politely worded, but an order, must be
made up so the person’'s name and address can be written in and it can be placed in an
envelope with a glassine window the name and address shows through (like a bill).
DISSEM DIVISION

The materials of the above must be fully prepared in booklet form, one for HAS, one
for HQS, for use by the orgs and sale to the students at a small price. These should contain
anything mentioned above, lists of Scientology books, a short LRH biography and anything
else of interest to give them high reality on the extent and actuality of Scientology.
This programme is not to be held up for further materials of any kind.

Get it in and operating and then smooth it out.

It is based on atrusted pattern and the tech iswell known to all of us.

LRH:ml.rd L. RON HUBBARD

Copyright (c) 1965
by L. Ron Hubbard
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 13 SEPTEMBER 1965

Remimeo
All Foundation FOUNDATION
Personnel

COURSE HOURS

The Foundation Lower Course Hours should actually be apportioned as follows,
modifying the 12 September 65 Pol Ltr:

The course evening should be divided into 3 parts.
These go for the HAS and HQS course:
1. Tak to students by Supervisor.
2. Team A as coaches or auditors.
3. Team B as coaches or auditors.
A short break can be between 1 and 2 and 2 and 3.
Supervisors talks can be only 20 minutes in both HAS and HQS courses.
The exact time a Foundation begins in the evening and the exact time class begins a bit
after is purely on local arrangement. But once assigned, stick to it. You will get and keep
students only if the Foundation runs on atightly timed schedule, prompt on the dot and
promptly ended. Don't slop on scheduling precision. If classes start at 7:30, they start at 7:30.
If they end at 10 they really end at 10 Bang! Breaks begin and
end on schedule.
LRH:ml.rd
Copyright (c) 1965 L. RON HUBBARD
by L. Ron Hubbard
ALL RIGHTS RESERVED
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FOUNDATION

The Distribution Division in advertising the Foundation Services and in coaching Field
Staff Membersisto bring about the following general effect on the broad public and lower
course applicants:

1. That Scientology is successful and expanding.
2. That Scientology betters one's ability to communicate.
These two pointsin agreat many varied ways should then result in

1. The public accepting Scientology in that it is expanding and is therefore directed at
them.

2, That Scientology is an activity connected with handling the environment through
better communication.

Y ou will find these two points are so basic they form a public image. Scientology can
therefore be explained easily.

The new analysis of art tells us we have a common denominator in the subject of
communication that will bring aboard one and all.

The public will therefore be able to understand and discuss Scientology and generally
accept it.

That it goes far above this, let them find out on personal contact.
PUBLIC LECTURER

The public lecturer in the Introductory Lecture must only elaborate on these two points
and tell the people where to sign up.

Every thetan really wantsto (1) Expand and (2) Communicate. Therefore broad
agreement and thus ARC cannot but result.

LRH:ml.rd
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Remimeo
Foundation Div 1 Fnd



LAMPS AND
SECURITY

The lighting for the Foundation is under the care of and is the responsibility of the
Director of Routing, Appearances and Personnel of the Foundation.

That lights ate turned on and off at the proper times, that Time Switches are properly
set, that no essential areas or entrances are left dark and that no lights remain on after hours
isall Dir RAP'sresponsibility.

The Dir RAP is aso responsible that burned out lamps are replaced.
That the Foundation is opened on time and that it is properly locked up at

closing isalso Dir RAP's responsibility.

LRH:lb-r.rd
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 21 OCTOBER 1966
Issue IV

Remimeo

EVENING FOUNDATIONS

SIZE

Evening Foundations of Seven Division Organizations should be organized as Six
Department Organizations (see HCO Pol Ltr of 21 Oct '66 Issue D, until such time as they
exceed seventy-five staff membersin the Evening Foundation, at which time they become
Seven Division Organizations (as per Pol Ltrs of 1965).
InaDay org that isa Six Department Org. the Evening Foundation should be City
Office size (see HCO Pol Ltr of 21 Oct '66 Issue I11), until it exceeds thirty-five staff

members in the Evening Foundation.

In aDay org that is a City Office, the Evening Foundation is the same City Office
pattern (see HCO Pol Ltr of 21 Oct '66 Issuelll).

PRIMARY FUNCTION

An Evening Foundation should provide the services offered by the Day org and should
service the Day org's staff members up to the level authorized for the Day org. The



Foundations should provide Ethics functions, hearings and Comm Evs, Qual services, status
check-out and Org Exec Course facilities for the Day org staff.

DURATION
When possible a Foundation should go five evenings and both days weekends.
INCOME

The Foundation is credited in its graphs not only with its public income but also with all
payments made by or withheld from the pay of staff members of the Day org.

FOUNDATION STAFF

Foundation staff obtain their servicesin training, processing and check-outs, Org Exec
Course, Ethics hearings, etc in the Day org.

PAY

Foundation pay for the whole staff should average about fifty percent of the gross
income of the Foundation. The remainder is usually handled by the Day org to pay bills, etc.
But the Foundation may claim reasonable sums for its own promotion expenses.

LRH:rd L. RON HUBBARD
Copyright (c) 1966 Founder

by L. Ron Hubbard

ALL RIGHTS RESERVED

[Note: See also HCO P/Ls 21 October 1966, Issue I, Six Department System, page 192, Issue
I, City
Office System, page 195, and Issue ll1, City Office, page 197.]

24 August 1966
FOUNDATION LINES

In answer to arequest from the OES SH for a clarification of the linesto and

relationship of the Saint Hill Foundation to the Day Org and SH AdCouncil, LRH replied,
"The Foundation is really under Division Six Day Org and is therefore responsible to the
Distribution Secretary and then to AdCouncil Day." This arrangement was later modified by
HCO P/Ls 7 July 1972, Foundation Org Command Lines, page 223, and 11 August 1972,
Foundation and Day Orgs Separate, page 225, which placed Foundations directly under

Flag.
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 21 OCTOBER 1970

Remimeo Issuell
SH PES Hat



SH HCOES Hat

SH Pub Sales Sec Hat

SH Pub Serv Sec Hat

SH Dissem Sec HatSAINT HILL FOUNDATIONS

SH Dir of Reg Hat
Registration Chsht

References:HCO P/L 11 June 1965 "The Foundation”, page 206
HCO P/L 12 June 1965 "The Foundation", page 209
HCO P/L 30 July 1970 "Registration Breakthrough", Vol. 2-301
HCO P/L 2 Nov 1965 Issue |1 "Foundation Central
Files Officer and Address-In-Charge”, Vol. 1-282

Saint Hill Foundations give exactly the same services as an SH Day Org.

When distant from any Lower Level Org (asisthe case with Saint Hill UK

Foundation) a Saint Hill Foundation Org must also provide Lower Org services. In these
circumstances the SH Fdn does all Lower Org functions for itslocal area. Thisincludes

full public PR, promotion, public services (6 Introductory Lectures, Testing, HAS, HQS and
Introductory Processing) and public sales. In thisway the SH Fdn acts as avital feeder
line to the SH Day Org as well as eliminating the possibility of aNO SERVICE/NO
AUDITING situation developing in the local area.

Saint Hill Orgs located near aLower Level Org (within 20 miles) may not run Public
Testing, Introductory Lectures, HAS Course, HQS Course or Introductory Processing. To
do so would duplicate the Lower Orgs functions unnecessarily.

Any SH Org may run Co-Audits and Group Processing as these are standard SH

services aswell as Lower Org services. SH Orgs would promote these to and run them for
SH Prospects as Events designed to generate interest and promote signups for SH major
services.

Saint Hill Orgs, including SH Foundations, may of course sell and deliver Lower Org
major services but only with amajor SH service(s), never independently, except in the case
of an SH Fdn which has no Lower Level Org inits vicinity-namely SHUK Fdn.

NEW NAME TO CF DEFINITION

An SH Fdn Org which does the Lower Org functions as well as SH functions, there
being no local Lower Level Org (SHUK Fdn only at thistime) uses the Lower Org
definition of a New Name to CF:

A NEW NAME TO CFISAN HAS GRADUATE IN THE ORG OR SOMEONE
WHO HASBOUGHT A MAJOR SERVICE IN THE ORG FOR THE FIRST
TIME.

(Thisincludes Lower Org and SH major services.)



In accordance with HCO P/L 12 June 1965 "The Foundation”, the Day Org and the
Foundation use the same CF and Address but the Foundation has its own file drawers for
Address plates for local mailings. (Note: All mailings to these must take into consideration
type of public as determined by what they have bought in order to get each taking their next

step.)

Foundation CF folders are green tabbed on the right-hand side per HCO P/L 2
November 1965, Issue I, "Foundation Central Files and Address-In-Charge”, to distinguish
them from Day Org CF files.

When being routed via Address to CF, a New Name falling under the above Lower
Org definition must be prominently marked "SH FDN NN-LOCAL", and of course once
counted is never again counted as aNew Name to CF.

222

SH Fdn Dissem Registrar and Letter Registrars work these CF files to push these
people up to enrollment in major SH services.

PROSPECT FILES

Prospect files are handled and administered by the Public Registrar in an SH FDN Org
which does Lower Level and SH functions in accordance with HCO P/L 30 July 1970
"Registration Breakthrough".

The Public Registrar in an SH FDN which has a Lower Level Orginitsvicinity

operates as per HCO P/L 21 October 1970"Clarification of Div 2 and Div 8
Registration Functionsin Saint Hills'.
Lt. Cmdr. Diana Hubbard
CS6
and
Lt. Tony Dunleavy
LRH:DH:TD:rr.rd Cs-7/8
Copyright (c) 1970 for
by L. Ron Hubbard L. RON HUBBARD
ALL RIGHTS RESERVED Founder

[See also HCO P/L 3 July 1971, Registration Change, New Names to C/F Change, Volume 6
page 227, HCO

P/L 3 July 1971R Revised 13 June 1973, New Names to CF Change, 1973 Y ear Book, HCO
P/L 24 February

1971, New HAS Course Routing Forms, 1971 Year Book, and HCO P/L 16 March 1971, HA
S/Hatting R

outing Forms Amendment, 1971 Y ear Book. |
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HCO POLICY LETTER OF 7 JULY 1972
Remimeo

FOUNDATION ORG COMMAND LINES
(Reference HCO P/Ls 11 June 65 "The Foundation™,
12 June 65 "Forming the Foundation™ and 7 April 69
"Org Reduction or Eradication™)

A Foundation Organization survives and expands to the degree that it concentrates on
volume tech delivery for working Scientologists and is not impeded by any cross orders or
interference from the Day Org.

Undue demands by a Day Org. or snatching of Foundation Personnel without the
agreement of Foundation PCO or Execs can cut down the ultimate flow into the Day Org
itself.

Foundation COs and EDs are in charge of their org and are not obliged to take orders
from Day Org Execs.

Day Orgs are warned not to distract their Foundation Org or reduce its effectiveness.

Command lines from Flag now go direct to Foundation Orgs via the Continental Flag
Operations Liaison Office.

This Policy changes no earlier Policy on the inter-dependent operation of Day and
Foundation Organizations. There is NO change in Treasury lines. The Day Org Div 3
continues to pay all bills, payroll, do the FP, reconciliations, etc. Foundation may get 50% of
its own income for staff pay and may claim reasonable amounts for promo. Usually the
Foundation mans up and runs its own Dept 7.

LRH:JZ:blh.rd Qual Aide
Copyright (c) 1972 for
by L. Ron Hubbard L. RON HUBBARD
ALL RIGHTSRESERVED Founder
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NOT HCO POLICY LETTER
CORRECT COLOUR FLASH

BLACK ON WHITE
SEA ORGANIZATION

BASE ORDER 1A US 1A EU 1A UK 25 February 1972
AOSH FND SERVICES

The services of ASHO FOUNDATION (LA) and any FOUNDATION or foundation



type activity at AOSH DK are covered by thisUS EU rule:

THE FOUNDATION DELIVERS THE SAME SERVICESAS THE DAY ORG
AND NO OTHER.

The reason for thisin these areas (US & KU) isthat to give other services than the

day org would be to compete with local Class 1V orgs. Where this occurs, it has been found,
the FND goes out of the ASHO business. Recently aWHY was found in the PAC areas to
the effect that all orgs there had begun to deliver the same services. This had taken AOLA
out of the AO business, ASHO out of SHSBC and Power business. This spoiled any
progress line from org to org and their stats went to pieces. The area orgs were separated as
to what business they werein-AO = Solo; ASHO = SHSBC and Power; LA Org (D and
Fnd) = Academy, HSDC, low raw pcs, PE; Celebrity Center = Celebrities, and general
training and processing for them (and national level publicity).

It isthe PUBLIC that follows the lines and they must be sharp in the public mind. Then
the lines will flow.

This Base Order does not give their full services. It givesthe line of flow and type of
service.

UK

AOSH UK Foundation has an entirely different mission. It is supposed to keep the EG
area happy with good quality Dianetic and Scientology genera service. Itisin fact both a
ClassVI and aClass 1V org.

AOSH UK Fnd also has the duty of training and processing AOSH UK day and WW
staff and making service available to people who come from other orgs and other parts of the
country to study Class V1 or get their Power on nights and over weekends.

AOSH UK Fnd isin this situation because those are the services needed from it for
that particular area.

This Base Order isreleased to clarify services offered by Foundationsin the LA, SH
and DK areas.

All other orgsin the world are covered by the first general rule above. They incline
very heavily however toward stressing raw public actionsin the Foundations as they are
open nights and weekends when the public has the most time available.

L. RON HUBBARD
Commodore

LRH:mes.rd
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Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 11 AUGUST 1972
Remimeo Issuell
Issued also as
FLAG ORDER FOUNDATION AND DAY ORGS

SEPARATE
Ref: HCO PL of 11 June 65 "The Foundation"”
HCOPL of 12June65  "Forming the Foundation”
HCO PL of 3 July 65 "The Foundation Data’
HCO PL of 13 Aug 65 'Foundation-Basic Course Organization”
HCO PL of 16 Aug 65"Foundation-Basic Course Organization-Correction”
HCO PL of 12 Sept 65 'Foundation Course Change"
HCO PL of 13 Sept 65 "Foundation Course Hours"
HCO PL of 16 Sept 65 "Foundation”
Issue 11
HCO PL of 2 Nov 65"Foundation Central Files Officer
Issue 11 and Address In Charge"

HCO PL of 21 Oct 66 "Evening Foundations"
Issue IV

HCO PL of 11 Aug 72 "Foundation Income”
Issue 111

The Pay Org and the Foundation are two ENTIRELY SEPARATE ORGS. The
Foundation is not under the Day Org. Day Org executives have no jurisdiction whatsoever
over the Foundation executives or personnel.

ALL ORGS DAY AND FOUNDATION ARE TODAY DIRECTLY UNDER
FLAG WITH COMMUNICATION AND CONTROL LINES THROUGH FOLGQOs, CLOs
AND OTLs.

HOURS

Day Org hours generally run 9:00AM-6:00PM Monday through Friday, Foundation
hours 6: 0OPM- 1 1: 00PM Monday-Friday and 9: 00AM- 1 1: 00PM Saturday and Sunday.

There may be slight variations of the above hours areato area but the following rule is
firm policy:

DURING DAY ORG HOURS THE DAY ORG EXECUTIVES AND
PERSONNEL HAVE FULL POSSESSION AND USE OF THE ORG PREMISES AND
FACILITIES.

DURING FDN HOURS THE FOUNDATION EXECUTIVES AND PERSONNEL
HAVE FULL POSSESSION AND USE OF THE ORG PREMISES AND FACILITIES.

Otherwise one of the original intentions of the Day/Foundation system, that of economy
of space and facilities by having two orgs using one premises and one set of facilities at
different hours, isviolated. Also, as has happened in at least two orgs recently, the Day Org



can sgueeze the Foundation almost out of existence.
Therefore:

THAT ORG, DAY OR FDN, WHICH HAS POSSESSION OF THE ORG
PREMISES AND FACILITIESBY REASON OF HOURS HAS FULL CONTROL
OVER THEM AND EXECUTIVES AND PERSONNEL OF THE OTHER ORG MAY
NOT USE THE PREMISES AND FACILITIESWITHOUT THE FULL PERMISSION
OF THE HCO AREA SECRETARY OF THE ORG THAT HAS POSSESSION.

The HCO Area Sec of the Org in possession is NOT obliged to give such permission
and should not do so if use by the other org or its personnel isfound to interfere with the
FORM or FUNCTIONING of the Org in possession.

STATS

Day Org and Foundation Stats are kept and computed separately. When thereisa
guestion of which org a stat belongs to the following policy applies:

THE STAT BELONGS TO THAT ORG, DAY OR FDN, WHOSE PRODUCTION
IT MEASURES OR REFLECTS.

Thusin the case of Gl it goes to the org which will deliver the service, regardless of
what time of day it istaken in. This separation is handled by having different
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invoice machines for Day and Fdn. (See HCO PL 11 Aug 72 Issue 111 "Foundation Income”
for further details.)

PERSONNEL

The Day and Foundation Orgs each have their own staffs. Some personnel may be
members of both staffs (holding different posts in each org during different hours) but they
function under the Executives of the Org they are presently working for and are not at that
time under the orders of the other Org.

DAY EXECUTIVES MAY NOT "RIP OFF' FOUNDATION PERSONNEL NOR
USE THE FOUNDATION AS A PERSONNEL POOL AND LIKEWISE
FOUNDATION MAY NOT "RIP OFF' DAY PERSONNEL.

(Definition of "rip off"-Slang Son staff expression meaning "Take without exchange”.
Can be applied to personnel, money, anything.)

Violation of the above resulted in one Foundation going into a decline as, over a period,
Day Org took several key Foundation execs with no exchange given.

Directors of Personnel and Dept 1s should work hard recruiting and hatting now to
rapidly achieve theideal of Day and Foundation Orgs competently staffed with different



executives and personnel in each, with Day personnel training for full Foundation hoursin the
Foundation and Foundation personnel training during full Day hours in the Day Org. so asto
markedly raise the proficiency of their staffs and the viability of their orgs.

STUDENTS

Where Day Students also wish to study at night, they may do so on Foundation hours
but FOUNDATION students have priority on the recorders, packs and space. The Day
students studying at night are not entitled to Supervision from Foundation Supervisors.

PCs

Where day pcs are being audited also at night the Auditor shifts from Day Org to
Foundation for the night period. The practice should not be encouraged.

MOONLIGHTING STAFF

Staff that moonlight evenings should work Day hours only. Staff that moonlight days
should work Foundation and week-end hours only.

Periods off post to moonlight are expressly forbidden.

Moonlighting is discouraged. The right answer is for the org to function and make
money and pay its staff.

Any org. Day or Foundation, that does not make a Gl divided by staff of $500 minimum
isan off-policy, unhatted, badly run org and should pull up its boots so it doesn't have to
moonlight.

The Policy Letters listed at the beginning of thisissue tell you how to organize and

develop a Foundation. They are extremely clear. They aso give you the only points where
Day Org and Foundation cross administratively. Such points are very few and are minor. The
two orgs are separate and MUST be considered and function as such.

Asthe above may be a major change in some orgs, care must be taken in the
implementation of this Policy Letter not to crash stats but to keep them, both Day Org and
Foundation, up and rising.

Therefore a period of 2 monthsis allowed for full implementation of this PL-deadline

11 October 1972. (It is not expected that Day and Fdn Orgs will have staffs of entirely
different execs and personnel by that date though that program should be well under way.)
Any attempt to implement this PL destructively so as to crash stats then blame the
crashed stats on this PL will be considered to be a Suppressive Act and the subject of a
Committee of Evidence.

Tony Dunleavy

LRH:TD:nt.rd HCO Aide
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 11 AUGUST 1972 R
Issuelll

Remimeo (Revised 4 Sept 72)

Also changes

CBO 216

Correction in

thistype style

FOUNDATION INCOME

(Effective for the first week ending Thursday
after the date of receipt of thisPL for OIC
report of Day and Foundation Gross Income.)

(This Revision separates the Financial Planning of Day and Foundation.

Combining them permits the Day org to grab the Foundation's income when the Day
org islow that week and Foundation high. Combining FP caused a crash of Asho
Fnd. The FP must be separate.)

Where a Day Org and a Foundation are operating on the same premises, the definition
which is used to determine the income of each org is:

THE ORG THAT WILL DELIVER THE SERVICE GETS THE INCOME,
regardless of the time of the Day and Night when it istaken in.

It may at times occur that a Day Registrar signs up a person for a service to be taken
Foundation hours, or vice-versa.

Thisis handled by having two separate invoice machines, one for the Day org and one
for the Foundation. Both machines are kept available by the Registrar's desk.

The Day Registrar, when invoicing money for a Foundation service, would simply use
the Foundation machine to make out the invoice. Same applies for a Foundation Registrar
taking in and invoicing Day income.

The Registrar who reges the person, Day or Foundation, gets the stat on her own stats.

Mail income is aso invoiced on separate machines for Day and Foundation orgs.

For ease of recognition, Foundation invoices are additionally marked with alarge "F"
letter.



In any case where it can not be determined at the time of payment whether the service
will be taken Day or Foundation, that org which reges the service is authorized to count the
income as theirs.

HCO ACCOUNT
Booksales and other HCO Account items as well as Bookstore sundry sales are
counted as the stat of the org that makes the sale regardless of whether the personis
otherwise on Day or Foundation lines.
In order to maintain separateness of Day and Foundation income flows, the Day and
Foundation orgs must also be provided with separate invoice machines for the HCO Book
Account.
Foundation invoices for HCO Account also carry the "F" letter.

227
COLLECTIONS

The Foundation org does its own collections from its own set of Advance Payments
and Credit files and does not depend on the Day org for these functions.

ACCOUNTS
There is only one set of bank accounts for the Day and Foundation and all income, Day
and Foundation, is banked in these accounts. In the case of FBO Orgs, the FBO carries one

set of accounts only for both Day and Foundation orgs.

Accounting functions for both Day and Fdn are handled by the Day org. The Day org
pays al hills.

Day FP and Fnd FP must be kept separate. Each has its own FP Committee and plans
itsown funds. Rent or building cost and utilities are pro-rated between Day and Fnd.

HONESTY

The basic ingredient by which this definition and handling of Day and Foundation
income will be made to work isHONESTY of Executives, Registrars and

Treasury people.

CS3

by order of

L. RON HUBBARD
LRH:LQ:nt.sb.rd Founder
Copyright (31972 Revised by
by L. Ron Hubbard L. RON HUBBARD

ALL RIGHTS RESERVED Founder



FORM OF ORG

When you give a staff member with hat A ordersto do hat B the form of the org
shatters.

Seniors have to be hatted to get each of their staff wearing THE EXACT
SPECIALIST HAT heis supposed to be wearing and give him only orders about that hat's
duties.

Y ou don't post aman as X and then order himtodo Y duties.
LRH OODs 11 August 1972
The form of the org is made up of such things as Flow Charts, Org Bd, Location Plot.

In the SO, it's also the Watch Quarter and Station Bill. Thisincludes Cleaning Stations,
1 station per | crew member. Any officer should be able to make up one of these and
understand its use. Cleaning stations are posted and inspected.

LRH OODs 12 August 1972
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

HCO POLICY LETTER OF 29 MARCH 1960
(This supersedes al earlier appointments)

CenOCon

INTERNATIONAL
COUNCIL

I hereby appoint an International Council for Dianetics and Scientology as follows:

Mary Sue Hubbard-Chairman
Marilynn Routsong Jack
Parkhouse Peter Williams Julia
Salmen Ray Thacker Herbie
Parkhouse.

| further appoint Deputy Council Members as follows:

Alison Parkhouse
George Richard Halpern
Elizabeth Williams Peter
Hemery Herbie
Parkhouse John Roberts.



Inheriting Members:

Quentin Hubbard by Guardianship until of age.
Arthur Hubbard by Guardianship until of age.

These members of the International Council may act for the general good of Dianetics

and Scientology wherever they are, may meet at places they determine, conduct business as
is needed and issue orders as necessary. They may not set aside corporate rights or invade
or deprive the legal rights of shareholders but may advise in such matters. The Council is
subject to my approvals and directions during this life.

In ordinary activities and affairs, regardless of corporate shares or appointments, this
council shall act for Earth and other areas as may appear necessary, and the members shall
act individually for the following areas:

Earth: Mary Sue Hubbard, Deputy: Herbie Parkhouse.

Eastern United States and Dollar Areain general: Marilynn Routsong, Deputy: Bonnie
Turner.

Cdliforniaand Western United States: Julia Salmen, Deputy: George Richard
Halpern.
Africa, Asiaand Europe: Jack Parkhouse, Deputy: Alison Parkhouse.

Australia, New Zealand and Oceania: Peter Williams, Deputies. John Roberts and
Elizabeth Williams.

England, Scotland, Wales, Ireland and Canada: Ray Thacker, Deputy: John Damonte.
Corporate designations will more or less parallel these appointments as to interest.

In event of an International disaster, the Council shall assume emergency authority
over all Dianetics and Scientology concerns, under my direction.

In any prolonged severance of communication by me, the Council and Council

members, subject to Council approval, may take full control of any and all Dianetics and
Scientology concernsin any one area, Earth or whatever scope is necessary, as designated
in my will.
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Succession of Chairmen:

Mary Sue Hubbard Jack
Parkhouse Julia Salmen
Alison Parkhouse Ray
Thacker George Richard
Halpern Marilynn



Routsong John Roberts
Herbie Parkhouse
Quentin Hubbard Arthur
Hubbard.

Cessation of Chairmanship shall result from a prolonged severance of communication

during which time the next in succession shall act as a deputy chairman until the Council shall
deem the period of severance shall have been completed at which time the deputy shall be
confirmed as chairman.

No person whose aims and goals shall be deemed antipathetic to the general good of
Dianetics, Scientology and their founder may be admitted to the Council as a member or
deputy at any time but the Council may maintain its number by further appointment by me or
by the Council with my approval or by the Council with the Chairman's approval after a
prolonged severance of communication from me.

Chairmanship shall succeed by priority of appointment to the Council after the above
list has been completed.

The Council may not remove their Chairman.
Members may be removed for willful chronic inactivity in Council affairs.

The Council may have its own seal, stationery, headquarters, clerical staff and

equipment, transport and supplies. But these may be paid from a specia fund only, as
contributed to by percentiles. The Council has the power to levy on Scientology organizations
for its expenses.

This appointment parallels in some measure corporate appointments but is an
independent and factual purely Scientology Government independent of laws and states.

LRH:js.rd

Copyright (c) 1960 L. RON HUBBARD
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[Note: Originaly issued on 5 June 1959, this policy, at the time of the above issue, had been
amended

three times. The changes were primarily in the membership of the Council, the line of
succession of

Chairmen, and the designated areas.

HCO PL 10 July 1959 altered the designated areas (which in the original issue were as given
above), by including Canada in the "Dollar Areain general” and adding the Channel Isles to
the

"England, Scotland, Wales and Ireland” area.

HCO PL 19 November 1959 amended the membership of the Council, the line of succession of



Chairmen, and apparently by error restored the designated areas to those given on the 5 June
1959

issue. This error was carried forward in the above issue.

The 29 March 1960 issue further amended the membership of the Council and the line of
succession of Chairmen.

HCO PL 5 May 1960 again amended the succession of Chairmen.

HCO PL 9 May 1963 (see next issue in this Vol) was preceded by two earlier similar issues, of
26
February 1961 and 6 March 1962. The main changes were in the membership of the Council.

The 9 May 1963 issue added the paragraph commencing, "The Council may elect new
members...."

and deleted a paragraph which stated, "Each Council Member may have two voting shares in
HCO Ltd

of England, this corporation to have control of all marks, copyrights, rights and materials of
Dianetics

and Scientology and holding the largest single block of shares in HASI. Council Members
should send

o2 or $5.60 to HCO WW at once for their voting shares, if they have not already done

S)_"

HCO Bulletin of 25 July 1959 issued by the HCO Communicator WW outlined a suggestion
by one

of the Council Members that, as actual physical meetings of the Council would be expensive
"correspondence meetings' could be held by mail.

HCO Bulletin of 28 August 1959 stated that the suggestion outlined in HCO B 25 July 1959
had

been approved by L. Ron Hubbard as Executive Director, and Mary Sue Hubbard, Chairman,
and made

the stipulation that correspondence be on Air Letter forms or by surface mail, not by regular air
mail.]
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 9 MAY 1963
HCO Secs

Assoc Secs

One to each Council Member

Post on Staff B Board

INTERNATIONAL
COUNCIL



(Cancels earlier directives)

| do hereby appoint the following Scientologists to comprise an International Council of
Dianetics and Scientology:

Mary Sue Hubbard-Chairman

Eleanore Turner for the US

John Fudge for the US

Julia Salmen for the Western US

Marilynn Routsong for the US

Peter Hemery for the UK and Commonwealth
John Damonte for the UK

Peter Williams for Australia, NZ and Oceania
Elizabeth Williams for Australia, NZ and Oceania
Denny Gogerly for Australia

Jack Parkhouse for South Africaand Africa
John M. Campbell for France

Dick Halpern in General

Jan Halpern in General

Reg Sharpe in General

And in the event of my prolonged absence do charge these deputies to assist Mary Sue
Hubbard in their areas.

And | further appoint as Inheriting Members for whom the various properties may be
held in trust:

Quentin Hubbard by Guardianship until of age
Arthur Hubbard by Guardianship until of age

Succession of Chairmen:

After Mary Sue Hubbard, who shall not be elected or stand for election in her lifetime,
Chairmanship shall be by election annually, all voting being restricted to Council Members.

The Council may elect new members but the candidates must be approved by the
Chairman and may become part of the board only by appointment by the Chairman. The
Chairman may also appoint Members.

This council islegalized by the legal structure of HCO Ltd and by my will of December
26,1960, as amended March 1, 1962.

The purpose of this Council shall be: To ensure the smooth running of Dianetics and
Scientology throughout the world, to safeguard and increase their money and properties and
to provide good administration, excellent service and justice.

The first thought of Council Membersin event of any untoward event threatening
Dianetics and Scientology or their organizations, or in event of my sudden absence, should be
to handle the situation and to prevent the breakdown of administrative lines.



L. RON HUBBARD

LRH:jw.gl.aap Copyright
(©)1963 by L. Ron
Hubbard ALL RIGHTS
RESERVED
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HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W.1
HCO POLICY LETTER OF 5 FEBRUARY 1958

To: al officesin sterling area

No new charters or contracts for areas or activities will be issued to anyone but clears.

LRH:rsrd L. RON HUBBARD

Thisisissued at London, taken from an instruction from LRH...HCO London.
HUBBARD COMMUNICATIONS OFFICE

Saint Hill Manor, East Grinstead, Sussex

Sthil OnlyHCO POLICY LETTER OF 30 SEPTEMBER 1966
WW & SH Issuell

Personnel

Ethics

Cl Cse Students

OT Cse StudentsO.T. REGULATIONS

Cl Cse Personnél

OT Cse Personnel

1. No Operating Thetan may engage in a suppressive action against any person, state
or country in the absence of an HCO Ethics Order labeling the person, state or country
suppressive. Such orders must be obtained beforehand.

2. In cases of immediate action where there is no time to obtain an HCO Ethics Order,
the O.T. must appear before a Board of Investigation to determine the necessity of the act.

3. If an hostile act against anyone or anything is found unwarranted or not covered by
an HCO Ethics Order by a properly convened Board of Investigation, the O.T. may lose any
organizational status or appointment.

4. No laws or regulations may be passed to curtail or suppress the creative actions of
an O.T.



5. Project Plansfor O.T.s are to be passed on by the Chief of Operations (O.T.) as
advised by an O.T. Base Council or Field Committee in order to secure the co-operation of
other O.T.s.

6. The appointment of a Chief of Operations must be made by the Founder and
ratified by the O.T. Base Council.

7. The O.T. Base Council members are nominated by O.T.s and ratified by the
Founder.

8. In the absence of the Founder the Chairman of the O.T. Base Council serves asthe
Founder's Deputy and exercises all the Founder's authority but may not alter or improve or
interpret successful technology.

9. No O.T. may engage in, condone or authorize any implanting or knowing

restimulation.

LRH:lb-r.rd

Copyright (c) 1966 L. RON HUBBARD
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 10 NOVEMBER 1966
Remimeo Issuell
All Clearing
Course and
OT Course
Students
All Org Staffs
All Academy
Students
All Pcs
OT PERSONNEL

Persons on the Clearing Course and OT Course, and including al Clearsand OTs
(Operating Thetans), are eligible for volunteer postsin OT activities.

They are called OT Activity Personnel.

The basic arrangement is that all such persons who volunteer to do so in a Continental
Areaor at Worldwide shall be enrolled as volunteersin OT Activities.

The whole of those in any Continental Area or Worldwide may elect a Committee. This
Committeeisto be called a"Continental Committee" for Continental Areas and the " Central
Committee" for Worldwide.



Staff membership in orgsis not arequisite.
These Committees will handle certain projects, programmes and missions.

Such projects may be originated by a Continental Committee and passed by the Central
Committee and the Founder or may be originated by the Founder or Central Committee.

These projects are Confidential in nature and may not be a subject for general or public
announcement.

A Committee shall consist of not less than three persons or more than twelve.
All OT Personnel shall consider itself under the direction of this organization.

No project involving widespread consequences may be engaged upon without procuring
Committee permission and no action against any person or group may be undertaken without
securing first an HCO Ethics Order issued on valid evidence of the suppressive nature of the
group or person.

The past has proven that any organised group is superior in the long run to the
individual no matter how powerful the individual or badly organised the group.

The actions of OT Personnel will be of three types.

() PROJECT. A Project consists of along term activity having definite
accomplishments in view.

(b) PROGRAMME. A Programme is a continuing activity in support or opposition of
something. Committee service is a Programme.

(c) MISSION. A Mission is ashort term action which is part of a Project or
Programme, accomplishing some portion of it, and is assigned to one or afew
personnel by a Committee.

General OT Actions may be engaged upon as a part-time activity by the person, or as
an occasional full-time activity, depending on the nature of the activity.

No OT Personnel may be ordered to a Project or Programme or on a Mission without
having volunteered for this type of action or the specific activity.
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COMPANIES
In each Continental Areaa Company will be formed of a usual and ordinary nature.

These companies are not part of the Scientology network but are another group outside
Scientology organizations.



OT Personnel will be volunteer staff of these companies and will be responsible for
keeping them going and in good statutory order.

The Committees are in fact adjuncts of these companies.

The communication lines will travel to the companies rather than the Committees. The
Company volunteer management passes the communications to the Committees and the
communications of the company to the Central Committee's Company.

CONTROL

The controlling interest in each of the companies will be held by the Central Company
which will finance their origin.

There are no dues but Committees may raise funds or take up collections.
The companies may be paid for projects or missions by those who specifically hire them
(but not by the Central Company) and may make money in other ways so asto pay their
way. They may not engage in training or processing.

INSIGNIA
OT Activity insigniashall be acurved oval shield:
[symbol]

The colours are awhite field and gold surround and T.

Thisinsigniais owned by the Central Company but may be used on proper authority or
the letterhead of any of these companies to identify them.

It may be worn as abadge by OT Personnel and is the insignia (as below) of the grade
of OT.

If the person attains the state of OT then thisinsigniais worn with a wide ornamented
edge:
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PROJECT INSIGNIA

A Project may have a specia insignia consisting of a representative backing of the
shield:

[symbol]
theillustration being the insignia of the Sea Project, having a blue flag behind the shield.

Another Project might have a different backing. The basic OT insigniawould be the



same.
MEMBERSHIP

Any qualified person desiring to be part of OT Activities should volunteer in writing to
the Central Committee at Saint Hill.

He will then be accepted for his Continental Area or Worldwide as it may appear
feasible.

FIRST PROGRAMME
The first and foremost programme of OT Activitiesis of course the furtherance,

support and protection of Scientology.

LRH:jp.rd
Copyright (c) 1966 L. RON HUBBARD
by L. Ron Hubbard Founder
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 7 DECEMBER 1966

Remimeo

OFFICE OF LRH
OT ACTIVITIES

The OT Activities Central Committee and all such OT Activities are formed into a
section in the Office of LRH with the Chairman of the Committee as the Section Officer.

Administratively OT Activities personnel come under the Div 7 Secretary.
However care should be taken not to distract an organisation by a great show of
conduct of activities as these are often confidential and essentially "supra-org" and at some

future date will build their own OT Base and additional orgs.

OT Activities concentrate on assisting Scientology as a primary action.

LRH:jp.rd
Copyright (c) 1966 L. RON HUBBARD
by L. Ron Hubbard Founder

ALL RIGHTSRESERVED
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 11 AUGUST 1967
Issuelll

Gen Non-Remimeo

OT CENTRAL COMMITTEE
(Cancels HCO Policy Ltrsof 7 Dec '66
and 10 November '66 Issue I1)

The OT Central Committee is directly under the Executive Council Worldwide and the
Divisional Organiser for Distribution WW.

Itisinfact the OT Section of "Dept 18 WW" but until such time as WW represents all
its departments by number is under Divisional Organiser for Distribution WW.

The duties of the OT Central Committee are:

1. To pass on projects proposed by persons on the Sect | and beyond courses or OTs and
authorise, expand, replan or reject same;

2. To recruit personnel for OT organizations by keeping lists of enrollees and graduates and
informing them routinely of posts available on OT organizations.

3. Expedite for OT Organisations divers matters and concerns as these arise.

4. Liaison with the Executive Council WW via DO Dist WW for OT Organisations or their
personnel.

5 Regulate all projects and cancel or rearrange those that are not productive or are
causing Dev-T or trouble or needless expense.
The purpose of the OT Central Committee is TO HELP LRH ORGANISE AND

CHANNEL OT FORCES, INTERESTS AND RESOURCES FOR THE GREATEST
GOOD FOR SCIENTOLOGY .

All other OT Committees come under the OT Central Committee viatheir Exec
Councils.

The symbol used for OT activitiesis an oval O with ahorizontal bar two thirds up from
the open bottom of the O and contained within the O and a vertical bar down from its centre
to the bottom of the O.

[s
y

m
bo

1]



A person attaining Section V OT may have awreath completely around the outside of
the O. [sedl]

This device may be displayed in gold on alight blue swallow-tailed flag or a square
company flag.

All OTsare considered to be subject to this section.

LRH:jp.rd L. RON HUBBARD
Copyright (c) 1967 Founder
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 28 JANUARY 1968

Remimeo

OT WW LIAISON
UNIT
OT CEN COMM

An OT Liaison Unit at WW to be called the Worldwide Operating Thetan Liaison Unit
isformed at Worldwide. In general action it isknown as OT WW Liaison Unit.

It isto consist of a Commanding Officer, a Supercargo and a Chief Officer
representing those Divisions.

It acts as Liaison with the Sea Org. the Advanced Org. al OT Projects and
Worldwide.

The Operating Thetan Central Committee is now transferred to the OT WW Liaison
Unit, to work under it as a coordinating body, as it has been of great help in

forming OT Projects.

LRH:jp.kd
Copyright (c) 1968 L. RON HUBBARD
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HCO POLICY LETTER OF 30 NOVEMBER 1968



Remimeo

OT CENTRAL
COMMITTEE

The OT Central Committee is transferred under OTL WW of the Sea Org.

The SO Commanding Officer OTL WW isto direct and coordinate their activities
according to their outlined basic purposes.

Their work istoo valuable to be dropped.

The OT Central Committee is also authorised to correspond with Clearsand OTs
relating to their projects.

The OT Central Committee may use SO facilities to continue their work.

The Commanding Officer of the nearest Advanced Org isto assist and is to continue
the Committee in default of a CO OTL.

The OT Central Committee has its own chairman as before.

LRH:ei.kd
Copyright (c) 1968 L. RON HUBBARD
by L. Ron Hubbard Founder
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 20 APRIL 1969
Issuelll

Remimeo
Exec Council Hats
CLO Hats
Staff Boards
BOARD OF REVIEW
Each OTL is hereby constituted as a Board of Review.

Occasionally an administrative body issues a directive that: a8) Cannot be executed
(impractical). b) Resultsin lowered statistics. ¢) Causes contraction of an area.

Thisisusually the result of incomplete CSW, acting on rumour, without proper
investigation, and violation of basic policy.



The correction hat for this has mainly been worn by LRH and the Sea Organization.
ECWW and ECAO are now able to competently handle this hat and will do so.

In the event of ECWW or ECAO issuing a'policy or directive which isfound to be: a)
Impractical

b) Lowers statistics c) Causes
contraction of an area

the Executive Council will immediately prepare full CSW and submit to the ECWW or ECAO
for cancellation or revision of the directive in question. At WW this would be done viathe
CLOs Conference (see HCO P/L CLO Conference, same date, Issue V).

If the matter isthen not quickly resolved (usually within one month or sooner if urgent)
the Organization will present its case to the appropriate OTL (OTL LA or OTL WW) and
request aBOARD OF REVIEW. The Board of Review is headed by the Commanding
Officer of the OTL and has two other members appointed by him. Members of the Board
must have completed the Org Exec Course.

The Board of Review has no authority to write or issue new policy or issue new
directives. It can only cancel adirective or new policy which is found to:

a) Beimpractical

b) Lower statistics ¢) Cause
contraction d) Violate basic LRH

policy.

No appeal for aBoard of Review may be accepted by an OTL without the matter
having first been referred to CLO Council WW or ECAO for correction and then only if the
Council or ECAO has not taken action and handled within a reasonable period.
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Itisillegal for an Organization to follow adirective or new policy which will obviously
lower statistics or contract the Organization. But they may only refuse to follow the directive
by immediately notifying ECWW or ECAO with full CSW and then appealing for Board of
Review if the matter is not quickly resolved.

It is expected that very few appeals will be lodged as the function of the Executive
Councilsisto implement the long standing and successful programmes already covered in
LRH HCO Policy Letters. Directives issued would be toward this end.

Following LRH Policy aslaid out in HCO Policy Letters and implementing standard
technology contained in HCO Bulletins is never illegal and there is of course no right of
refusal or appeal against these. The same applies to new programmes or courses issued by
the Commodore or by the Sea Organization with the approval of the Commodore.



The standard action for somebody requesting revision of Standard Technology or
‘clarification’ of Technology as contained in HCOBS, is to have them restudy the materials,

look up any misunderstoods and demonstrate the pointsin clay at which time the need for
revision or clarification magically vanishes.

W/O Brian Livingston

CS5
LRH:BL:jk.el.rd
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 16 JUNE 1969

Remimeo

BOARD OF
APPEAL

Upon request an Ethics Officer should allow a person to see his own ethicsfile. It may
do much to clean up injustice and false reports.

The ethics file may only be reviewed in the presence of the Ethics Officer and those
matters found by the person to be false or unjust noted and handled accordingly

by the Ethics Officer.
Lt. Cmdr. Diana Hubbard
Cs1
From data found on the
Sea Org Clear Names Mission
LRH:DH:cs.ei.cden
Copyright (c) 1969 L. RON HUBBARD
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ALL RIGHTS RESERVED
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 27 SEPTEMBER 1969
Remimeo
OTL Courts
of Appeal
HCO Ethics
Officers APPEAL
SO Master
at Arms



Handling of persons requesting appeal can be quick and complete in most casesif you
allow the person to say all he wishesto say in the very beginning.

Many times the appeal is not to refute awrong finding by a Comm Ev or a Board of
Investigation, but a protest at the harshness or imagined unfairnessin the way the finding was
presented.

This person has had much to say on the matter he is appealing for some time. He has

been, or fedls he has been wronged. No one has yet gotten what he has communicated about
it.

Now, he'sfound, or has been directed to the right terminal. For goodness sake, LET

HIM TALK! If he needs some prompting in the beginning, prompt him. Don't enter a hint of
an arbitrary or an additive to what he isrelaying to you. If you do, you'll end up with a guy
who wants you to "do something about” every wrong that was ever done to him.

So, let him talk until he has told you everything that has been bugging him about the
matter for goodness knows how long.

Then,

1. ACKNOWLEDGE WHAT HE HAS SAID. Let him know you understood it all.

2. ACKNOWLEDGE WHAT HE DID THAT WAS RIGHT. Regardless of what heis
appealing, what kind of a mess he got himself into, you'll find that he did do something
right!

3. Acknowledge anyone else in the matter that was also right, with his agreement.

4. If heis satisfied, end the cycle.

Exam pie.

1. "Thank you."

2. "Weéll, you were trying to do your job, weren't you!"

3. "Do you think he/she was trying to do his/her job also?' (Get his agreement as well asthe
agreement of the other members of the Board.)

4."A copy of the minutes of this meeting/interview will go into your Ethicsfile. | don't think
any further action need be taken on this matter." (Get agreement from him on this, too.)

Thiswill usually be the end of it. He will be satisfied that he finally communicated what
he had to say to the right terminal.

That, alone, isusually al that was needed in the first place.



Handle as above (utilizing 3rd Party Technology where needed) any person who feels
that Ron is mad or upset with him-or was earlier and it wasn't handled terminatedly.

A broad invitation to get it handled should be issued so that those who feel this may
bring it in and be heard. No such situation should needlessly persist.

Nikki Freedman
LRH:NF:ldm.el.cden CS-G Communicator
Copyright (c) 1969 for
by L. Ron Hubbard L. RON HUBBARD
ALL RIGHTS RESERVED Founder
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HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex
HCO POLICY LETTER OF 7 DECEMBER 1969
Issuelll

Remimeo
BOARD OF APPEAL DEPUTY MEMBERS
A Deputy Board of Appeal is established.

This allows for three members to be appointed to cover the post of member, where one
or more of the Board of Appeal is absent.

Should the chairman be absent, the Secretary takes the chair and the board member is
temporarily Secretary.

A Deputy member then is called upon for duty on the Board of Appeal as the member.

If both chairman and secretary are away, the member takes the chairmanship and the
most experienced Deputy member is secretary and the third Deputy member is the Board
member.

Deputy members are called upon when needed, in rotation or by their own preference.

Thiswill ensure the Board of Appeal takes place every Friday afternoon with three
members present.

Ens. James Byrne

LRH:JB:rs.e.rd Member of Board of Appeal
Copyright (c) 1969 for

by L. Ron Hubbard L. RON HUBBARD
ALL RIGHTS RESERVED Founder
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HCO POLICY LETTER OF 26 JANUARY 1970

Remimeo
OTLs
OTL LAST COURT OF APPEAL

The requirements of a Court of Appeal are:

1. Membership of the Court consists of a Chairman of Officer rank, a secretary and from
one to three members.

2. Members must be Ethics upstate.

3. The Chairman must be familiar with Ethics procedures and must have checked out on all
Ethics policies, including those concerning third party investigations. It is preferable for
all members to have checked out on these.

4 The Court's duties consist of correcting false reports, false accusations and third party
activities which have been detrimental to the repute of the individual or harmful to his
well being.

5. The Court may only act on written requests. Appellants are not to present themselves to
the Court until called. Written requests for a Court of Appeal must state exactly what
false report, accusation or 3rd party activity they wish to be handled and state where

and when it occurred and who was concerned. Where the false report isin writing, a

copy isto be attached to the request for a Court of Appeal.

6. AsaCourt of Appeal requirestime and expense a nominal fee of cel or $3 isto be
charged. Thisis also to discourage frivolous or irrelevant requests. The feeispaid in
advance of the case being heard.
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7. All datarelevant to the case is collected and received before the case is heard. This must
be in documentary form and copies of such documents and all pleadings and testimony
must accompany the findings.

8. If an appellant is found to be giving false data to the Court in order to clear hisor her
name, the case is dismissed.

9. If innocence is established beyond reasonable doubt the person may be restored to status
and an order so issued. The order must contain the names of the Court members.

10. If innocence is not established beyond reasonable doubt, the Court must assign: (a) An
Amends project of real extent

(b) A processing programme.

11. Any Court member returning a person to full status without following this P/L himself
may be the subject of a Suppressive Person's order for failing to protect the Org.



12. The Court proceedings must occur so as not to cause further enturbulation on Org lines.
Staff members going outside of the Org to an OTL requesting a Court action on a
condition just assigned are ignored until they follow correct form (OTL Office shows
them a copy of this Policy Letter). Such persons are reported to the Ethics Officer of

their own Org.

13. A Court of Appeal is not held until the person has taken normal recourse actions available
to him in hisown Org. These are-

(a) Presenting the true facts to the accuser and requesting withdrawal of the report or
accusation (done via Ethics).

(b) Request for an Ethics Hearing.
(c) Request for a Committee of Evidence.

An appellant who has not sought recourse in his own Org as above must be told what
actionsto take.

14. Personsin the process of a Committee of Evidence, Ethics Hearing, or conditions
assignment may not petition an OTL for Court of Appeal until the action is concluded.

15. Where Ethics Orders have been issued against a person, the disclosure of one proven
incorrect report in the order does not permit all of the findings to be cancelled. Each
specific false report must be individually handled and cleared or not cleared.

16. The fact of a person having not been confronted with all the charges of a Comm Ev on
which findings have been issued does not necessarily mean the findings are false. If

such a caseisraised, the Court of Appeal may only consider specific false reports

raised by the appellant and require proof of their falsity. The Court may not clear the
person solely on atechnical fault of procedure in an earlier Ethics action.

17. Senior Executives may not be carelessly summonsed or detained.

18. On conclusion of a Court action, a proposed Court of Appeal Order istyped, all
documentary evidence, pleadings and testimony are attached and forwarded to Flag for
approval of CS-1 before they are issued or become effective.

Lt. Brian Livingston

LRH:BL:jz.rd Cs1
Copy right (c) 1970 for
by L. Ron Hubbard L. RON HUBBARD
ALL RIGHTS RESERVED Founder
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An Essay on Management



by L. Ron Hubbard

A knowledge of Group Dianetics should

include a knowledge of management, its
problems and optimum performances. In Group
Dianetics, the best organization can be seen to
be one wherein all individual members of the
group are versed in al the problems and skillsin
the group, specializing in their own
contributions but cognizant of the other
speciaties which go to make up group life.

It isan old and possibly true tenet of

business-at least where business has been
successful-that management is a specialty.
Certainly it istrue that ruling, as Group
Dianetics concerns itself with government, isa
specialized art and craft not less technical than
the running of complex machinery and certainly,
until Dianetics, more complex.

With our present technology about groups,

it is possible to accomplish with certainty many
things which before came out of guesses when
they emerged at all. Management in the past has
been as uncodified in its techniques as
psychiatry and management, without
reservation, has ailmost always been a complete
failure. Men were prone to measure the
excellence of management in how many dollars a
company accumulated or how much territory a
country acquired. These are, at best, crude rules
of the thumb. Until there was another and better
measure, they had to serve. To understand that
these are not good measures of the excellence
of management one has only to review the
history of farms, companies and nations to
discover that few have had any long duration
and almost all of them have had considerable
trouble. Management has failed if only because
the "art" of managing as practiced in the past
required too much hard labor on the part of the
manager.

Until one has considered the definitions of
wealth and expanded territory and has taken a
proper view on what these things really
comprise, oneisnot likely to be able to
appreciate very much about management, its



problems or its goals. Hershey, abrilliant
manager with a brilliant managing staff, yet
failed dismally as a manager because he
neglected the primary wealth of his
company-his people and their own pride and
independence. His reign of

An Essay on Management
by L. Ron Hubbard

a company ceased with his people-well-paid
engineers and laborers, well housed, well
clothed-shooting at him with remarkably live
ammunition. The brilliant management of
Germany which came within an inch of restoring
to her al her conquests of former years yet laid
Germany in ruins.

Before one can judge management one hasto
consider the goals of an enterprise and discover
how nearly a certain management of a certain
enterprise was able to attain those goals. And if
the goal of the company is said to have been
wealth, then one had better have an
understanding of wealth itself, and if the goal is
said to have been territory, then one had better
consider what, exactly, is the ownership of
territory.

Goals and their proper definition are

important because they are inherent in the
definition of management itself. Management
could be said to be the planning of means to
attain goals and their assignation for execution
to staff and the proper coordination of activities
within the group to attain maximal efficiency
with minimal effort to attain determined goals.

Management itself does not ordinarily

include the discovery and delineation of the
goals of agroup. Management concerns itself
with the accomplishment of goals otherwise
determined. In large companies the goals of the
group are normally set forth by boards of
directors. When thisis done, the goals are
assigned the nebulous word "policy”. In
governments goals, when they are assigned at
all, generaly stem from less formal sources.



Nations are so large that until they embark

upon conguests they usually have few national
goals which embrace all the group. The
government personnel itself has the goal of
protecting itself and exerting itself in
management and the remainder of the group
bumbles along on small sub-goals. When agoa
embracing awhole nation is advanced and
defined the nation itself coalesces as a group
and flashes forward to the attainment of
advances. It is an uncommon occurrence at best
that a nation has a goal large enough to embrace
the entire group: thus governments are normally
very poor, being

Copyright (c) 1951 by L. Ron Hubbard. All rights reserved.
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management with only the purpose of

managing. Asia Minor, given agoal by
Mohammed, exploded into Europe. Europe,
given agoa by certain religious men to the
effect that the city of the Cross had better be
attained, exploded into AsiaMinor. Russia,
selling five-year plans and world conquest plans
and minority freedom plans, can have a
conquest over any other nation without any
large group goals. A good goal can be attained
by poor management. The best management in
the world never attained group support in toto in
the absence of agoal or in the embracing of a
poor one. Thus Russia could be very badly
managed and succeed better than an excellently
managed but goalless United States (for self-
protection is not agoal, it's adefense). Marx is
more newly dead than Paine. The goal isless

decayed.

Companies obtain, usually, their "policy”

from an owner or owners who wish to have
personal profit and power. Thus a sort of goal is
postulated. Nations obtain their goals from such
highly remarkable sources as ajail bird with a
dream of a conquered enemy or a messiah with
crossin hand and Vahallain the offing.
National goals are not the result of the thinking
of presidents or the arguments of assemblies.



Goals for companies or governments are usually
adream, dreamed first by one man, then
embraced by afew and finally held up asthe
guidon of the many. Management puts such a
goal into effect, provides the ways and means,
the coordination and the execution of acts
leading toward that goal. Mohammed sat
alongside the caravan routes until he had a goal
formulated and then his followers managed

M ohammedanism into a conquest of alarge part
of civilization. Jefferson, coding the material of
Paine and others, dreamed a goal which became
our United States. An inventor dreams of a new
toy, and management, on the goal of spreading
that toy and making money, manages. Christ
gave agoal to men. St. Paul managed that goal
into agroup goal. In greater or lesser echelons
of groups, whether it is a Marine company
assigned the goal of taking Hill X428 by the
planner of the campaign, or Alexander dreaming
of world conquest and a Macedonian Army
managing it into actuality, or Standard Qil
girdling the world because Rockefeller wanted
to get rich, the goal is dreamed by a planning
individual or echelon and managed into being
by a group. The dreamer, the planner, is seldom
an actual member of the group. Usually heis
martyred to a cause, overrun and overreached.
Often helivesto bask in glory. But he is seldom
active management itself. When he becomes
management, he ceases to formulate steps to be
taken as lesser goalsto greater goals and the
group loses sight of its goal and falters. It is not
a question of whether the dreamer isor isnot a
good manager. He may be a brilliant manager
and he may be an utter flop. But the moment he
starts managing, the group loses a figurehead
and a guidon and gains a manager. The dreamer
of dreams and the user of flogs on lazy backs
cannot be encompassed in the same man for the
dream, to be effective, must be revered and the
judge and the task master can only be respected.
Part of agoal isits glamor and part of any dream
is the man who dreamed it. Democracy probably
failed when Jefferson took office as president,
not because Jefferson was a bad president but
because Jefferson, engrossed with management,
ceased his appointed task of polishing up the
goals.



According to an expert on history, no group
ever attains ahigher level of ideal or ethic than
the moment it isfirst organized. This
observation should be limited, to be true, to
those groups wherein management has been
assigned to the dreamer of the dream. For in
those cases where the dream was ably
supported, the tone of the group remained high
and the group continued to be brilliantly
effective asin the case of Alexander whose
generals did all the generaling and Alexander, a
brilliant individual cavalryman, set examples and
pointed out empires.

But whether a group has an Alexander or a
wild-eyed poet or an inventor doing its goal
setting for it, the group cannot be an actua or
even an effective group without such goals for
its achievement and without management
brilliant enough to achieve those goals.

Having examined the source of such goals,

one should also examine the character of goals
in general. There are probably as many goals as
there are men to dream them, probably more.
Goals can be divided into two categories,
roughly. The first would be survival goalsand
the second would be non-survival goals.
Actualy most goals are a combination of both
for goals are occasionally set forth solely for
their appeal value, not for their actual value. One
sees that the goal of a nation which directsit to
conquer all other nations ends up, after
occasional spurts of prosperity, in racial
disaster. Such agoal is not dissimilar to the
money goal of most "successful” industrialists
or boards. One might call such goals acquisitive
goals entailing, almost exclusively, the
ownership of the MEST accumulated through
hard work, by others. Technically one could call
these enMEST goals, for conquest of nations
brings about the ownership of MEST which, by
conquest, has been enturbulated into enMEST
and which will make enMEST of the conqueror's
own land eventually. Rapacious money
gathering gains enMEST, not MEST and makes
enMEST of the rightful money of the acquisitor.
Such goals, since they tend toward death, are



then non-survival goals. Survival goals are good
and successful in the ratio to the amount of
actua Theta contained in them, which isto say,
the ability of the goals to answer up favorably
on a maximum number of dynamics. A survival
goal then is actually only an optimum solution
to existing problems, plus Theta enough in the
dreamer to reach well beyond the casual
solution. A group best catalyses on Theta

goals, not only to ahigher
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pitch but to a more lasting pitch than a group
catalysed by enMEST goalsasinawar. It can
be postulated that Theta goals could bring
about a much higher level of enthusiasm and
vigor than the most grandly brass banded war
ever adventured upon.

Another postulate isthat agoal isas
desirable as it contains truth or true advantage
along the dynamics.

A group, then, can be seen to have three
spheres of interest and action. The first isthe
postulation of goals. The second is
management. The third is the group itself, the
executors of the plans, procurers of the means
and enjoyers of the victories.

These three factors or divisions must be
satisfied to have a successful group or, actually,
atrue group. The divisions are not particularly
sharp. The desires and thoughts of the body of
the group influence and catalyse and are
actually part of the goal finder. Management has
to have the support of the group and the
provision of the group to proceed at all and thus
must have the agreement of the group for the
best and most economical execution of orders.
Management must have the confidence of the
planning echelon or the planning echelon is
liable to include the reform of management as
part of the dream. The goal finder must be
accepted and trusted by management or
management will begin to look around for a new
goal finder and, being management, not a goal
finder, may take up with some highly specious



ideas which management might then seek to
make a sub-echelon to itself (the thing which
causes most nations to cave in and most
companies to collapse). There are three
divisions of action, then, which are interactive
and interdependent. ARC amongst these three
must be very high. A group which is hated by
its management (often the case in the military)
often gets wiped out: awhole system may be
destroyed (as in American industry) when
management and the group decide to become
two camps. The desath of the goal finder is not
destructive to a group but even sometimes aids
it, but only so long as the dream itself lives and
is kept living. A management, for instance,
which would interpose (for the "good" of the
group) between the goal finder and the group is
leveling death at the group by perverting and
interpreting the character of the goal.
Management cannot concern itself with the
overall goal or plan; it can only execute and
expedite the plans of accomplishing the goal
and relegate its own planning to ways and
means planning, not goal planning. The traffic
between the group and the goal finder should

be direct and clean of al "interpretations"
unless management wishes to destroy the group
(in which caseit should, by all means, undertake
an interruption of communication between the
goal finder and the group). The place of the goal
finder isin the market place with the group or off
somewhere sitting down thinking up a new idea.
The place of management isin the halls and palaces,
arsenals and time-keepers' cages, behind the
judges bench and in the dispatchers' tower.
Management |eads the charge after the goal
finder has assigned the cause of the campaign.

Management is subservient to goals but goal
finding is not in command of management. So
long as a management realizes thisit will
coninue in a healthy state as a management and
the group, modified by natural factors such as
food, clothing and general abundance, will
remain in excellent condition. When
management failsto realize this, the goal finder,
even when heis merely an individual who
enjoys the making of vast fortunes, shifts the
management. When the goal finder is actually



high Theta and management forgets the quality
of ideas (or doesn't ever quite realize their
potency) then, again and more so, management
will be tumbled around for a Theta goal finder
has behind him a group and in a moment can
become much more group than management and
easily empties out the halls and palaces. A
management that discredits its goal finder or
perverts the communication of goals of course
diesitself but, in dying, may also kill a group.

Management often takes the goal finder into

its confidence and requests the solution to
various problems. Management should
understand that when it does such athing it is
not taking conference with more management
for the advice it will receive on technical
problems, no matter how brilliant, is usually
delivered with asperity, for the goal finder has
no sight of tenuous lines of supply, quivering
bank balances, raging labor leaders, leases and
contracts unsigned or perilously inadequate.
The goal finder sees goals; management sees
obstacles to goals and ways of overcoming
them. Thefirst requisite of agoal finder isto see
goals which are attainable only by the most
violent ardures and which are yet sparkling and
alluring enough to lead forward and onward his
own interest (in the case of an enMEST goal
finder) or (if heisa Thetagoal finder) hisentire
group. Management pants between the
pressure of the group to attain the goal and the
clarion call of the goal finder to go forward.

Y et there are specific means by which
management can lighten the burdens for itself,
recover and retain its own breath and be highly
successful as management, which means that
the group, by that management, must be highly
successful if its goals are kept bright.

Let us concern ourselves only with true

groups. The true group could be defined as one
which has (a) a Thetagoal, (b) an active and
skilled management working only in the service
of the group to accomplish the Theta goal and
(c) participant members who fully contribute to
the group and its goals and who are contributed
to by the group; and which has high ARC



between goal and management, management
and group, group and goal. Here we have no
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management problems beyond those natural
problems of laying the secondary but more
complex plans of accomplishing the goals,
pointing out and laying the plans for the
avoidance of obstacles enroute to that goal or
those goals and coordinating the execution of
such secondary, but most vitally important,
plans. Management, having the agreement of
the participants, isimmediately relieved, by the
participants, of some of the planning and, that
plague of management, the tying of loose and
overlooked ends. Further, management is not
burdened with the actual location or cultivation
of food, clothing and shelter for the group asin
awelfare state, but is only concerned with
coordinating group location or cultivation along
secondary planslaid by management for the
location and cultivation. Management is
enriched by the advice of those most intimately
concerned with the problems of participation
and is apprised instantly of unworkabilities it
may postulate. On the goal side it isrelieved of
the problem management has never solved, the
postulation and theorizing of the primary goals
of the group. Further, management does not
have the nerve-racking task of smoothing out
enturbulations and confusions which are the
bane of every semi-group.

Now let us consider what might be meant by
atrue group as opposed to a pseudo-group. A
true group falls away from being atrue group in
the gradient that ARC breaks exist between
goals and management, management and group;
and group and goals. In the case of ahigh Theta
goal finder and a group in agreement with those
goals, abond between group and goal finder is
so copper bound, cast iron strong, whether the
goal finder isalive or dead as a person, that a
management out of ARC with either the goal
finder or the group will perish and be replaced
swiftly. But in the interim while that management
still exists, the group is not atrue group and is
not attaining its objectives asit should. This



would be the first grade down from a true group
toward a pseudo-group. The condition might
obtain for some time if management were not

quite a true management and not flagrantly out

of ARC. The duration that such a management
would last would be inversely proportional to

the completeness of the ARC break. A severe
perversion or break of ARC would bring about
immediate management demise. A continuing
dlight one might find the management tolerated

for alonger time. The break with the group,

while the goal finder lives, can be of greater
severity than with the goal finder without

causing management to collapse or be shifted.
Break of ARC with agoal finder finds
management under the immediate bombardment

of agroup catalysed, as a small sub-goal, into

the overthrow of management. For this reason
most managements prefer a good, safely dead

goal finder whose ideals and rationale are

solidly held by the group and most groups

prefer live goa finders because so long as the

goal finder lives (in the case of atrue group), the
group has a solid champion for a Theta goal finder
ismainly interested in the group and itsindividuals
and his goals and has very little thought of management
beyond its efficiency in accomplishing goals with minimal
turmoil and maximal speed.

The next step down from the true group
toward a pseudo-group is that point reached
where the goals exist as codes after the death or
cessation of activity asagoal finder of the goal
finder. Management, always ready to assume
emergencies exist, being hard-driven men even
in the best group, breaks ARC to some slight
degree with the codified goals in the name of
expediency. Being interested in current
problems and seeing the next hill rather than
the next planet, management innocently be-
gins a series of such breaks or perversions and
begins to use various means to sell these to the
group. The group may resist ordinarily but in a
moment of real danger may deliver to manage-
ment the right to alter or suspend some of the
code. If management does not restore the break
with or perversion of the code, the true group
has slipped well on its road to a pseudo-group.



The next major point on the decline is that
point where management is management for
the sake of managing for its own good, not
according to the demised goal finder's codes of
goals, but preserving only some tawdry shadow
of these such as "patriotism", "your king",

"the American way", "every peasant hisown

landlord", etc. etc. etc.

The next step down is the complete break
and reversal of ARC from group to manage-
ment at which moment arrives the revolution,
the labor strikes and other matters.

If management succeeds the overthrown
management without the simultaneous appear-
ance of anew goal finder, the old regime,
despite the blood let, is only replaced by the
new one for management, despite critics, is
normally sincerein its effort to manage and
strong management, unless a good Theta goal
finder springs up and carries through the revolu-
tion or strike, isfaced with a continuing and
continual emergency which demands the most
fantastic skill and address on the part of
managers and, oddly enough but predictably,
the strongest possible control of the group.

We are examining here, if you have not
noticed, the tone scale of governments or com-
panies or groups in general from the high Theta
of anear cooperative state, down through the
Theta of a democratic Republic, down through
"emergency management”, down through
totalitarianism, down through tyranny and
down, if not resurged by a new goal finder
somewhere on the route, into the apathy of a
dying organization or nation.

A true group will conquer the most MEST.
Not even given proportionate resources with
another group, it will conquer other groups
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which are not quite true groups. Brilliance and
skill tend naturally to rally to the standards of a
true group as well as resources. As a sort of
inevitable consequence, MEST will move under



atrue group. The amount of MEST atrue group
will eventually conguer-but not necessarily
OWN-isdirectly in proportion to the amount of
Theta that group displays-Theta being many
things including solutions along the dynamics
toward survival. To display Thetathe group
must definitely tend toward a true group.

A truly successful management is a
management in atrue group. It isdefinitely in
the interest of management to have as nearly
true agroup asit can possibly achieve. Indeed,
management can actually go looking, for a
group's completion, for agoal finder, or send the
group looking for agoal finder and then, the
goal finder proving himself by catalysing the
group's thoughts and ambitions, raise the goal
finder's sphere of action as high as possible and
abide thereby without further attempting to
modul ate or control the goals made (for
management is necessarily atrifle conservative,
isalways liable to authoritarianism and is apt to
be somewhat jeal ous of its power). Probably the
most stupid thing a management can do is
refuse to let a group become atrue group. The
group, if at all alive asindividuals, will seek (the
third dynamic being what it is) to become a
group in the true sense. A group will always
have around it agoal finder. Management in
Industrial Americaand in Russiatries to outlaw,
fight and condemn goal finders. This places the
group in the command, not of management, but
of awould-be martyr, aJohn L. Lewis, a Petrillo,
a Townsend, and management promptly hasto
go authoritarian and start killing sections of the
third dynamic, which course leads to death, not
only of the management but of the business or
the nation.

Likewise a group should be tremendously
aware of the dullness or the real danger of
putting a goal finder into management or
insisting that the goal finder manage. Hitler had
abattle. He probably had alot of other battles
he could have written about if one and all had
recognized what goal finder there wasin him
and supported his goal finding. Instead, current
management threw him into jail and sorted itself
out as atarget for national wrath (for don't think



the people-weren't behind Hitler, regardless of
what the Nazis try to tell our military
government). Down went the Republic, up went
Hitler as management. Down went Germany in a
bath of blood. At best he was a bad goal finder
because he dealt with enMEST, and very little
Theta. But he was a hideously bad manager, for
by becoming one he could no longer be agood
goal finder but, made irascible by the

confusions of management, went mad dog.

Being rather low on the tone scaleinitialy,
most managements would be very chary of
creative imagination level goal finding unless
they knew the mechanics of the matter. And
these demonstrate that it is unsafe to be without
agoal finder, unsafe to suppress goal finders,
unsafe not to keep trying for atrue group
continually and to fight very shy of letting
anything drift toward the pseudo-group level.
Management should stay in close tune with the
group participants and give them as much to say
about managing and ways and means as
possible and avoid assuming the burden of
caring for the group, and assume the role and
keep it as servants of the group, at the actual
command of that group.

Management and enterprises are most highly
successful when they attain most energetically
toward true group status.

There are certain definite and precise laws by
which management can raise the level of itsown
efficiency and the level of production and
activity of agroup.

Save when it is necessary to establish a
surprise element in an attack or to secure a
portion of the group from attack, suppression of
OPERATIONAL DATA ispermissibleto
management. Suppression of any other than
operational data can disrupt a group and blow
management over. Any management which
operates as a censorship or a propaganda
medium will inevitably destroy itself and injure
the group. A management must not pervert
affinity, communication or reality and must not
interrupt it. A management failsin ratio to the



amount of perversion or severance of ARC it
engages upon and its plans and the goals of the
group are wrong in the exact ratio it finds itself
"forced" to engage upon ARC perversion or
severance of ARC in terms of propaganda or
internal relations.

A management can instantly improve the

tone of any organization and thus its efficiency
by hooking up and keeping wide open all
communication lines between al departments
and amongst all persons of the group and
communication lines between the goal finder
and the group. Fail to establish and keep in
open and flowing condition one communication
channel and the organization will fail to just that
extent.

Communication lines are severed in this
fashion: (a) by permitting so much enThetato
flow on them that the group will close them or
avoid them; (b) pervert the communication and
so invalidate the line that afterwards none will
pay attention to the line; (c) by glutting the line
with too much volume of traffic (too much
material too little meaning); and (d) chopping
the line through carelessness or malice or to
gain authority (the principle reason why lines
get tampered with).

He who holds the power of an organization is
that person who holds its communication lines
and who is a crossroad of the communications.
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Therefore, in atrue group, communications and
communication lines should be and are sacred.
They have been considered so instinctively
since the oldest ages of man. Messengers,
heralds and riders have been the object of the
greatest care even between combatants on
enMEST missions. Priesthoods hold their power
through posing or being communication relay
points between gods and men. And even most
governments consider cults sacred.
Communication lines are sacred and who would
interrupt or pervert acommunication line within
agroup is entitled to group death-exile. And



that usually happens as a natural course of
events. Communication lines are sacred and
must not be used as channels of viciousness
and enTheta. They must not be twisted or
perverted. They must not be glutted with many
words and little meaning. They must not be
severed. They must be established wherever a
communication line seems to want to exist or is
needed.

Any management of anything can raise tone

and efficiency by establishing and maintaining
zealoudly, as a sacred trust, communication lines
through all the group and from outside the
group into the group and from in the group
outside the group.

The most vital lines of agroup are not
operational lines, although this may appear so to
management. They are the Theta lines between
any Theta and the group and the goal finder and
the group. Management that tampers with these
linesin any way will destroy itself. These
actually have tension and explosion in them. It is
asinevitable as nightfall that these lines will
explode, when tampered with, at the exact point
of the tampering. Thisisanatural law of
communication lines.

A lineis as dangerous to tamper with as it
hastruth inits channdl. It is safe and even
preserving of alineto cut it when it contains
enTheta. For example when atruelineiscut, it
charges a little power into the cutter and he has
authority for amoment thereby. But it isonly the
authority of the cut line. If the line is thus made
to perish, the cutter loses his authority. If there
ismuch truth in that line, it does not give
authority to the cutter, it explodes him.

A group hastheright to exile anyone it
discoversto be guilty of tampering with any
communication line.

A management which will pervert an affinity
Or sever one may gain a momentary power but
the laws here are the same as those relating to
communication and an affinity tampered with
will lower the tone of a group.



A management which will pervert or

suppress areality, no matter how "reasonable’

the act seems, is acting in the direction of the
destruction of agroup. It is not what

management thinks the group or the goal finder
should know, it iswhat istrue. A primary function
of management is the discovery and publication, in
the briefest form which will admit the whole
force of the data, the reality of all existing
circumstances, situations and personnel. A
management which will hide data, even in the
hope of sparing someone's feelings, is operating
toward a decline of the group.

A true group must have a management which
dealsin affinity, reality and communication and
any group istotally within its rights, when a full
and seasonabl e examination discloses
management in fault of perverting or cutting
ARC, of slaughtering, exiling or suspending that
management. ARC is sacred.

Management should be cognizant of the
differences existing in power. Management
undeniably must have power but a management
which confuses authority with power is acting,
no matter its "sincerity" or "earnestness’ or even
conscious belief that it is doing what is right and
well, in the direction of decay of organizational
efficiency. Power which is held and used by
rationale alone is aimost imperishable. That
power deteriorates and becomes ineffective in
exact ratio to the amount of pain or punishment
drive it must use to accomplish itsend. The
Theta of management becomes enThetain a
dwindling spiral once this courseis entered
upon. For example, the punishment of criminals
creates more criminals. The use of punishment
drive on the insane creates more insane.
Punishment drive against inefficiency creates
more inefficiency and no management wisdom or
power under the sun can reverse or interrupt this
working law. Every management of. past ages
has been an enturbulated group rule seeking to
rule an enturbulated group. Management has
only succeeded when punishment drive was
suspended 'or when Theta moved in over the
scene from agoal finder and by sheer Theta



power, disenturbulated the group. The need of
management is for power to advance secondary
and vital plans and coordinate their execution by
the group. The only power that ever worksis
derived from reason and the ability to reason.
MEST surrenders only . to reason when it isto
become organized MEST. Punishment drive
creates enMEST where MEST was sought. It is
the boasted desire of every management to
acquire MEST for the group. By employing
punishment drive on the group or on MEST a
management can acquire only enTheta control of
enMEST and that is death. Management, if
enough free Theta exists in the group or if the
goal is sufficiently Theta, can get away with
punishment drive and can confuse the
punishment driveit is applying with the existing
Thetain the group and can delude itself into
thinking that accomplishment occurs because of
punishment drive, not because of existing Theta.
Thus enthused about punishment drive,
management then applies more of it with the
result that the existing Theta is enturbul ated.
Sooner or later the group perishes or (fortunate
group) savesitself witha
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revolt which carries a Theta goal. (Example-
British Navy, bad conditions of discipline before
first quarter of nineteenth century; mutiny of
whole Navy for humanitarian handling of men;
result, a more efficient Navy than Britain had
ever had before.) Power, and very real forceful
power it is, can be sustained only when it deals
with Theta goals and is derived from Theta
principles. Authoritarian power, held by
breaking or perverting ARC, enforced by
punishment drive, brings to management certain
destruction and brings to the group reduced
efficiency or death. One, in considering these
things, is not dealing in airy philosophic
impracticalities but in facts so hard and solid
they can be worn and eaten and used as roofs.
We are dealing here with the basic stuff of
management and group survival. It isto be
commented upon that management has
succeeded despite its use of punishment drive
and because of existing Theta goals whether



management knew it or not. This sums up not
particularly to the discredit of managements of
the past but to the highly resistant character of
Theta goals. Management, failing to understand
the true force of its power and the source of that
power, seeing only that if it cut and perverted
ARC it had power of a sort, has been the yoke
around the neck of Mankind in most instances,
not the proud thing management thinksit is or
could be, keeping the wheels turning. Where
wheels turned in the past it was usually because
of highly vital Theta goals and despite
management. Management, being a needful cog
in the scheme of things, has been kept around
by a hopeful Mankind on the offchance that it
someday might be of complete use. A
punishment drive management is the spoke in
the wheel of an action being conducted by a
goal finder and a group, not the grease for the
wheel which management sincerely believes
itself to be. A goal-finder-group combination
action is only enturbul ated because of the lack
of a good management or, much worse, the
existence of a punishment drive management.
Man would run better entirely unmanaged than
in the hands of an authoritarian management for
the end of such a management is group death. A
group would run better Theta managed with real
Theta power than a group entirely unmanaged.

Management derives power most swiftly by
acting asinterpreter between agoal finder and a
group. The power of the management is
effective in ratio to the cleanness with which it
relays between the goal finder and the group on
ARC. Management loses real power in theratio
that it perverts or cuts lines between the goal
finder and the group. When the goal finder
exists only as a printed code, management can
continue to prosper and can continue to serve
only in theratio that it keeps that code cleanly
interpreted between archives and group.
Management deteriorates and grows
unprosperous in the ratio that it perverts or cuts
the lines from code to group.

Thereis an intriguing factor involved,
however: ARC lines. When they are dightly
interupted they deliver power to the individual



that interrupts them. True, it is authoritarian
power-death power. But avery faint tampering
with aline gives authority to the tamperer since
he is obscuring to some slight degree a section
of Theta. His group istrying to see the Theta
and reach it and if they can do so only through
the tamperer and if they are convinced that the
tamperer or tampering is necessary (which it
NEVER is), then the group tolerates the
tamperer in the hope of seeing more Theta.
Mistaking this regard for him as something heis
receiving personally, the tamperer cannot resist,
if heisanarrow and stupid man, tampering a
little more with the ARC line. He can liveand is
tolerated only so long asthe Theta heis partialy
masking is not entirely obscured. But he, by
that first tampering, starts on the dwindling
spira. Eventually heis so "reactive” (and he
would have to be pretty much reactive mind to
start such an operation) that he obscures the
Theta or discreditsit. At that moment he dies.
He has put so much tension on the line that it
explodes. If itisnot avery Theta ARC in the
first place, heisrelatively safe for alonger
period. The pomp and glory he assumes are not
his. He makes them enMEST and enTheta and
eventually corrupts them utterly and corrupts
himself and all around him dies as management.

There is also a pretense of having a Theta

goal without having one which intrigues
management. Lacking the actual article the
management postulates merely the fact that such
an article exists and that management is the sole
purveyor of this Thetagoal. Usually such a
management makes excuses for the goal not
being in sight or existing by claiming that "It is
too complicated for ignorant minds to grasp” or
"It istoo sacred to be defiled by the hands of
the mob". Management dresses itself in all the
trappings of a Thetarelay station, but asthereis
no Theta goal in the first place to give to the
group, punishment drive has to be entered upon
instantly. Hellfire has to be promised to those
who won't believe a Theta goal exists just over
management's shoulder. A flog has to be used to
convince the group that the causeisjust.
However, agroup is capable of generating some
Theta on its own. There are always some minor



goal finders around. Unfortunately these serve
to buoy up a masking management by actually
putting some Thetainto circulation.
Management can then keep on masking an
empty altar. But asthe altar is empty such a
management is always afraid, instinctively. It
starts to speak of rabble, the mob, the horrors of
individual say in group actions. It speaks of
anarchy and uses wild propaganda to stampede
and enturbulate its group. The life goes, to some
degree, down in every individual in that group
and stays up only because of the minor goal
findersin the group. Management, seeing here a
rival or athreat of discovery that it exists not for
the goal but for
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itself, starts in punishment driving the minor
Theta makers, calling them revolutionaries
whenever they advance agoal or idea and
having them torn down from any tiny eminence
to which their meager supply of Theta has lifted
them. When the last of these goal findersis
dead, the group is dead, management is dead
and desolation reigns. This has been the cycle
of management amongst man since first he
became civilized save in those times and places
where areal goal finder existed and where
management actually began by being a part of a
nearly true group. (See the history of Greece, the
history of Egypt, the history of Rome, trace the
course of Greek tyrannies. See also the history
of various companies and one readily sorts out
those which began because of agoal finder and
those which pretended a goal existed but had no
goal finder for the group but only made goals for
individuals-management itself. Threelife
insurance companies began because of real goa
finders and they are the leading companies of
America despite subsequent perversions of the
goal and its subordination to individual profit.)

Now it so happens that a culture which has
within it many examples of punishment drive
masked management will begin to develop a
spurious technology of management based

upon mimicry of these masked punishment drive
managements. The technology is most ably put



forward for that period in Machiavelli's Prince.
Almost any text on "military science" isa
technology of masked management. However
such texts exist and are useful because they
furnish a short term method of assembling a unit
to follow a cause whenever one appears. The
technology of how a company evolutes or a
battery spotsis not the technology of
management but the technology of a
coordinated group. Everywhere one looksin
such atext on actual battle skill one finds
cooperation and understanding is the essence
and that ARC is stressed amongst the group
itself at every period and paragraph. But alas,
the technology of the military management itself
is so far from useful or factual that wars get won
only because most armies have the same
management system and that one wins which
makes |ess errors than another and which has a
better "cause". For example, the Communist
main group in Russiais not atrue group.
Probably the United States is much closer, but
very far from atrue group. Thus the nation of
Russia vs the nation of the US, in a battle of
culture would lose miserably. But an army of
Communists, working for a management which
only recently lost its goal finders, Marx and
Lenin, can have a"cause" couched in modern
terms. All armies are considerably enTheta and
take only enMEST. But a Russian army has a
"cause" superior to aUS army. Neither army has
atrue group cause, but the US "cause" has not
been restated in convincing modern terms. A
second rate and obsolete "cause” is as
dangerous to have around an army as an
obsolete weapon. The US army "cause”

does not include a conquest of MEST clause

but contains only protection of status quo
clauses. Once the US drove hard on Theta
goals. Because her people and culture are not
much decayed and her technology is high, aUS
with a"cause", as before, could easily outreach
any Russian culture. And aUS army with such a
"cause" would crush avastly superior Russian
force. Armies, understand, are short term groups
intimately concerned with the conquest of
MEST which, no matter if they made en MEST
of it, isstill aMEST goal until conquered. Thus
armies can be thrown into action with far less



reason than a culture, and not so closely ARC
within the unit itself, can be catalysed. An army,
then, builds its technology on fantastically high
ARC on the private, corporal level and is
governed by afantastically low ARC on the
management level. Because ARC is high in the
bulk of the group and is commanded to be high
(management of armies would reverse such a
thing if they knew what they were effecting, one
fears) by alow ARC management. Optimum in
armiesisthat high ARC on the private-corporal
level and management by a government which
has high Theta goals and isitself high ARC.
When thisis attained armies explode out of Asia
Minor and overrun Europe.

With such bad examplesin aculture,
management can develop an entirely false
technology. Managers have to be geniuses to
work with such technologies and ordinarily work
themselvesinto a swift demise, as witness the
presidents of the US who can be seen, if you
compare the pictures of the same president after
just two years of being president, to deteriorate
swiftly. The group one way or another will try to
knock apart an authoritarian management or a
management even dlightly authoritarian. The
management thinks thisis all because of bad
planning, tries to plan better, and thinks all can
be righted by just alittle more emergency
punishment drive. The group revolts more.
Management punishment-drives more. And
finally something has to explode. It isalucky
nation which blows into a Theta goal revolt early
in this cycle. The government of the United
States is overworked and inefficient as
management because all the principles of its
original goal finders are not applied and those
that are applied are slightly perverted. And the
same thing obtains with Russian management.
(Example: Read the works of Paine and the works
of Jefferson in their original form and read also
the letters and personal opinions of these men:
you will find more Theta in those writings which
has been overlooked than the whole US
government is using from those same goal
finders. Read Marx and Lenin and look at the
tremendous quantity of Theta untapped in those
works.)



Bad management, then, like any aberration,
goes by contagion. Because of a native
existence of Theta goals even asto common
survival and a country wealthy in brilliant
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people and natural resources, management can
become a sort of priesthood because success
reigns and management has never been loath to
take credit for agroup's production. But
statistics will tell you swiftly that the great god
"modern business management" isin continual
trouble, is expensive, is uneconomical and that,
by the duration of large fortunes and

businesses, on the average such management as
has been purporting to be management is almost
acomplete failure and is murdering outright the
majority of enterprises of this country. Therise
of unionism is not an index of the viciousness
and willfulness of man but is, asit rises and wars
against production, an index of the failure of
management as it has been practiced asa
technology. Unionism is not wrong. It issimply
an unnecessary arbitrary existing because of the
existing arbitrary of management operating on an
authoritarian level, masking the absence of
Theta goal finders and seeking to enforce that
lack with punishment drive.

Americafought for Independence from
absentee management in 1776 and won. With
the advent of Alexander Hamilton's banking
system (amedal please for Burr, traitor though
he may have been) that part of Independence
related to economics did a marked and
remarkable slump back into the Dark Ages of
fascism-or Tyranny, asthey called it in those
days. Senator Bone, USS, once remarked to me,
"I have fought since 1905 to place public
utilities in the hands of the people. But | believe
that, by giving them at last to the government, |
have exchanged afairly unreasonable for avery
unreasonable master. It seems to me that when
this country got rid of davery in the Civil War
we changed an outright form of slavery for afar
more insidious brand-the tyranny of modern
management.” Fascism existsin Americaas



almost the sole modus operandi of big business.
And fascism or authoritarianism almost always
murders itself swiftly sinceit isenTheta and
enturbulates the existing Theta. Thisis best
exemplified by the management-labor upsets
which have been increasing in volume since the
early 1900's.

Economic tyranny alone could make possible
the far less than ideal group ideology of
Communism. Where fascistic business
management exists there socialism and
Communism can grow. State ownership of
everything including the human soul and a
communal ideology conducted with false
propaganda by arather fascistic group in
Moscow are equally undesirable. Theworldisin
tumult today because of three schools of
management: fascism reserves theright to fire at
will and devil take the men of production;
socialism outlaws private property and builds
up staggering bureaucracies about as efficient

as Rube Goldberg's machinery; Communism
buffoons around with one-time high ethic
tenets, building an empire on deceits. None of
the three are worthy of attention should a
workable science of management come into
being.

Such a science of management should obtain optimum performance potentialities and optimum
living conditions for

the group and its members. Such a science is postulated in Group Dianetics. It is not an
ideology. It isan effort

toward rational operation of groups. Its pilot project has worked. Other pilot projects will
follow. In Group Dianetics,

should its results continue to bear out its tenets, one is looking at the general form of the
government of the world.

That government will not extend, as administrator, out from the Dianetic Foundation. But the
Foundation will probably

train the personnel that governments send to it and will probably be the advisor to al
governments. No empty

dreams-we have in Group Dianetics a much better mousetrap.

However, if the Foundation is ever to accomplish a post as trainer of government personnel, a
tutor to the world of all

management, the Foundation had better become, of itself, the best example of Group Dianetics
in existence.

In accordance with an ambition to put its house in order, it is suggested that any organization
so desiring put into

practice the following tenets:



1. Consider well itsideal and ethics. Thisisthe province of goal finding.

2. Consider well its rationale. This is the province of management, its planning and
coordination.

3. Consider well its execution. This is the province of staff and individual members of the
group.

4. Establish a general, flexible plan of government; adopting a constitution; selecting its
officers with full agreement;

adhering to its establishment and establishers.

5. Ever lean toward creative and constructive goals and execute its ventures creatively and
constructively as

opposed to "saving things', "arbitrary emergencies’, and destructive planning and action.

6. Choose for its posts of trust high Theta personnel who plan creatively and constructively in
expanding terms rather

than "emergency” terms. Keep out of office the death-talkers who pervert or selectively censor
communications or

cut lines to gain power, who postulate opportunistic but dire realities and who, perverting
affinity. have no love for

Man.

7. Hook up an abundance of communication lines to fill their various needs, keep the
communications terse, keep

the communications wholly honest and drop no curtains between the organization and the
public about anything.

15. A group member must recognize that he is himself a manager of some section of the group
and/or itstasks and

that he himself must have both the knowledge and right of management in that sphere for
which heisresponsible.

16. The group member should not permit laws to be passed which limit or proscribe the
activities of all the members

of the group because of the failure of some of the members of the group.

THE CREDO OF A GOOD AND

To be effective and successful a manager must:

1. Understand as fully as possible the goals and aims of the group he manages. He must be able
to seeand

embrace the ideal attainment of the goal as envisioned by a goal finder. He must be able to
tolerate and better the

practical attainments and advances of which his group and its members may be capable. He
must strive to narrow,

aways, the ever existing gulf between the ideal and the practical.

2.

. He must realize that a primary mission is the full and honest interpretation by himself of the
ideal and ethic and

their goals and aims to his subordinates and the group itself. He must lead creatively and
persuasively these goals,

his subordinates, the group itself and the individuals of the group.

3. He must embrace the organization and act solely for the entire organization and never form
or favor cliques. His

judgment of individuals of the group should be solely in the light of their worth to the entire

group.



4. He must never falter in sacrificing individuals to the good of the group both in planning and
execution and in his

justice.

5. He must protect all established communication lines and complement them where necessary.
6. He must protect all affinity in his charge 15

and have himself an affinity for the group itself.

7. He must attain always to the highest creative redlity.

8. His planning must accomplish, in the light of goals and aims, the activity of the entire group.
He must never let

organizations grow and spraw! but, learning by pilots, must keep organizational planning fresh
and flexible.

9. He must recognize in himself the rationale of the group and receive and evaluate the

17. The group member should insist on flexible planning and unerring execution of plans.

18. The performance of duty at optimum by every member of the group should be understood
by the group member

to be the best safeguard of his own and the group survival. It is the pertinent business of any
member of the group

that optimum performance be achieved by any other member of the group whether chain of
command or similarity of

activity sphere warrants such supervision or not.

SKILLED MANAGER

data out of which he makes his solutions with the highest attention to the truth of that data.

10. He must constitute himself on the orders of service to the group.

11. He must permit himself to be served well as to his individua requirements, practicing an
economy of hisown

efforts and enjoying certain comforts to the wealth of keeping high hisrationale.

12. He should require of his subordinates that they relay into their own spheres of management
the whole and entire

of his true feelings and the reasons for his decisions as clearly as they can be relayed and
expanded and interpreted

only for the greater understanding of the individuals governed by those subordinates.

13. He must never permit himself to pervert or mask any portion of the ideal and ethic on
which the group operates

nor must he permit the ideal and ethic to grow old and outmoded and unworkable. He must
never permit his planning

to be perverted or censored by subordinates. He must never permit the ideal and ethic of the
group's individual

members to deteriorate, using always reason to interrupt such a deterioration.

14. He must have faith in the goals, faith in himself and faith in the group.

. He must lead by demonstrating always creative and constructive sub-goals. He must not drive
by threat and fear.

16. He must realize that every individual in the group is engaged in some degree in the
managing of other men, life

and MEST and that a liberty of management within this code should be allowed to every sub-
manager.

Thus conducting himself a manager can win empire for his group, whatever that empire may
be.
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8. Incline in the direction of creating affinity from group to group and group to management.
Create and maintain high

affinity with the rest of the world.

9. Create a high and ethical reality of a better world and then make it come into being. Make
the organization a

model of that better world.

10. Persevere in the continual raising of group tone. Persevere toward the goal of the highest
individual tone. It is

theoretically true that a high enough group tone level almost nullifies the necessity of
individual clearing and that high

individual tone creates a high group tone.

11. Self-generate the organization into a model

of efficiency in al its departments and with high pride in his performance on the part of every
individual member of the

group.

12. Operate on the principle that the failure, in any department, of one individual or subgroup,
by contagion,

threatens the survival of al.

13. Understand thoroughly the principle that the amount of Theta in the group materially
determines the longevity,

greatness and general survival of that group and its members and that the amount of enThetain
the group

determines its proximity to death and thus have done with the casualnesses and insincerities
existing in alow-toned

outer society.

THE CREDO OF A TRUE GROUP MEMBER

1. The successful participant of a group is that participant who closely approximatesin his own
activities the ideal,

ethic and rationale of the overall group.

2. The responsibility of the individual for the group as a whole should not be less than the
responsibility of the group

for theindividual.

3. The group member has, as part of his responsibility, the smooth operation of the entire
group.

4,

A group member must exert and insist upon his rights and prerogatives as a group member and
insist upon the

rights and prerogatives of the group as a group and let not these rights be diminished in any
way or degree for any

excuse or claimed expeditiousness.

5. The member of atrue group must exert and practice his right to contribute to the group. And
he must insist upon

the right of the group to contribute to him. He should recognize that a myriad of group failures
will result when either

of these contributions is denied as a right. (A welfare state being that state in which the
member is not permitted to

contribute to the state but must take contribution from the state.)



6. Enturbulence of the affairs of the group by sudden shifts of plans unjustified by
circumstances, breakdown of

recognized channels or cessation of useful operations in a group must be refused and blocked
by the member of a

group. He should take care not to enturbulate a manager and thus lower ARC.

7. Failurein planning or failure to recognize goals must be corrected by the group

member for the group by calling the matter to conference or acting upon his own initiative.

8. A group member must coordinate his initiative with the goals and rationale of the entire
group and with other

individual members, well publishing his activities and intentions so that all conflicts may be
brought forth in advance.

A group member must insist upon his right to have initiative.

10. A group member must study and understand and work with the goals, rationale and
executions of the group.

11. A group member must work toward becoming as expert as possible in his specialized
technology and skill in the

group and must assist other individuals of the group to an understanding of that technology and
skill and its placein

the organizational necessities of the group.

12. A group member should have a working knowlege of all technologies and skills in the
group in order to

understand them and their place in the organizational necessities of the group.

13. On the group member depends the height of the ARC of the group. He must insist upon
high level

communication lines and clarity in affinity and reality and know the consequence of not having
such conditions. And

he must work continually and actively to maintain high ARC in the organization

14. A group member has the right of pride in his tasks and a right of judgment and handling in
those tasks.
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To: HAS
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Auditors
Offices
Departments
Staffs

From: Operating Committee
Subject: Communication



We must implement a standard program to conduct the business of the organization.
The enclosed Communications Plan, HASI, 1954, is the design being put into use by the
HASI and affiliated organizations.

We have reincorporated all of Dianeticsinto our programs and the Foundations are
being given to the HASI or its designations.

Unless we so employ a communications plan we will soon be blocking our own
communications.

The enclosed plan is recommended for use by members, auditors, offices, departments
and staffs.

L. RON HUBBARD for The
Operating Committee

COMMUNICATIONS
PLAN
HASI, 1954

In an effort to smooth out the communication lines carrying information, reports and
gueries, amongst the members, auditors, offices, departments, committees and staffs of the
HASI and its allied organizations, including the Hubbard Dianetic Foundation, the following
communication plan is being put into force by the Operating Committee of the Board of
Directors of the Hubbard Association of Scientologists, International.

Every message should contain only one subject, except when the message is a

report on ageneral situation. A report can contain as many data asit pleases. A message,
consisting of aforwarding of adatum or arequest for a policy or datum, or item, should be
highly standardized amongst organizations to minimize the loss of time in communication and
to insure arapid and accurate response to any and all communications received.

A message consists of one subject and the reason why. It should be written so that

enough space remains on the paper to answer the communication. Neatness, clear typing, re-
typing, are not important as long as the writing islegible. The actual content of the message
and its placement on a piece of paper large enough to admit of an answer on that piece of
paper are of the primary importance.

The names of the parts of the message themselves can be understood and need not be
written out each time. However, the number of things which must be on the messageis
precise and should be placed in this order:

1. Date.

2. The person to whom the message is addressed.

3. The person who is sending the message, with address, is needful.



4. The actual message or datum itself.
5. The reason why it is needed.
6. Theinitials of the person sending.

7. Enough blank space, preferably at least half of the piece of paper, to permit the
message to be answered on that same sheet of paper.
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The message should be done in duplicate. If hand written, a piece of carbon paper

inserted between two sheets of paper will suffice. Both sheets of paper should be sent. One
will be returned, the original. The carbon copy will be retained by the person to whom the
message is sent. This carbon copy will also include the answer.

When one has received such a message, he takes a piece of carbon paper and insertsit
between the two sheets, and writes the answer on the lower half of the message. He then
sends the original back to the addressee.

It is preferable that these messages are not sent to the typist, or that communication
facilities such as letter-writing personnel should not be interrupted by copying somebody's
message. Messages should only be typewritten when the person from whom they are
emanating himself customarily typewrites. If this person does not typewrite, thenitis
expected that messages from him will be received in his own handwriting.

There is no particular injunction about brevity. If the message, even though covering
one subject, islong, include enough paper in the despatch to make sure that it can be
answered, if the answer requires that much length.

The reason this communication system is being installed is because the dissimilar

message forms which are being received and used in the various organizations of Dianetics
and Scientology make it impossible for aletter to be rapidly answered. Several subjects will
comein in the same letter. For instance, aletter will arrive from London which talks about
tape recording, which talks about the re-ordering of books, which talks about the number of
people attending processing sessions, and all thiswill be on the same sheet of paper. Unless
this piece of paper is taken and broken into several partsin Phoenix, it cannot be replied to,
and because of pressure of business, it often occurs that the message is not broken down,
and some part of it will remain unanswered while somebody in London iswaiting very
anxiously for areply or the policy on whatever he is doing. Furthermore, | am sure that
London has been equally embarrassed by receiving communications from Phoenix which
contain all manner of disrelated items which cannot easily be answered by London, again
without breaking down the message.

Unless we settle this confusion of communication and settle upon a standard form we

will continue to cut down our communication to the general public. We must standardize our
own communication systems within the organization in order to free the communicating
personnel at London, Camden, Phoenix, the various HASI and Dianetic offices and groups
throughout the world. If we adhere to this communications plan, we will make it possible for



the attack upon the society to be greatly speeded up.

Although this cannot be made to bear strongly upon a member, or upon people ordering
material, it is hoped that these, when they have book or tape orders, will put them on one
sheet of paper, and put their comments and reports, and requests for information, on other
sheets of paper. What is occurring hereisthis: if aletter comesinto the HASI it contains an
order for books and tapes. Thisisal right because this al goes to one department. But it also
contains the datum that so-and-so lately came through and stated that he was now practicing
Goof-ball Therapy, and was through with Dianetics. In addition to that it includes a thank-you
for the last PAB, and in addition to thisit will request being placed on the mailing list of the
Group Newsletter. A result of thisisthat the letter goesin alaggardly fashion from letter-
basket to |etter-basket, gets hung up, gets forgotten, and the only thing that is actually done
accurately and swiftly in the letter isthe filling of the order for tapes and books, sincethisis
the first person who sees this |etter-the person who invoices for tapes and books and orders
their dispatch. The remaining data would go to many other places. The fact that so-and-so is
no longer interested in and is knocking Dianetics goes to the CECS. This desk and committee
is entirely separate from invoicing and shipping. The thank-you for the last PAB would go to
Ron's desk. The request to go on the Group Newsletter list would go to an entirely different
department than either Ron's desk or the invoicing section.

Thus, you amongst the membership and auditors who wonder why you do not get

inquiries answered will find the reason right there. These queries and data are contained in
the body of aletter which also does something else. If a member will ssimply send two sheets
of paper in for every datum he wants, he will get them back, and rapidly, from various
departments of the HASI. Only if he follows this system can he assure himself of continued
good service from all divisions and branches of the HASI.

Further, now that we are again about to take over the membership, and servicing
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of all Dianetic books and organizations, unless the communication is very specifically directed
to the Foundation at 616 North Third Street, it isliable to wind up in the hands of the HASI at
the same address, with the resultant confusion that it will not get adequately answered or
treated.

Effective with the issue of this communication plan, Mr. Rex Kirby isthe

Communicator of the London Office, Mr. Al Kozak is the Communicator of the Camden
Office, and Mr. Bob Nichols is the Communicator of the Phoenix Office and overseer of
organizational communication in general. It is not intended by these appointments that their
posts will become those posts such as are described in the Hubbard Communications
Manual, "How to Live Though an Executive", which post of Chief Communicator isfar
above and much more complicated than the intention of this communications plan.

Our letter volume is climbing steadily. In the early days of the Hubbard Dianetic

Foundation in Elizabeth, New Jersey, Dianetics all but failed because it could not answer its
communications. Mailbag loads of mail were landing on the organization, and the organization
was not geared to take care of its current mail within the organization. As aresult of this
confusion, agreat deal of time was lost, but at the same time much experience was gained,



and the best of that experience was that we must streamline communications inside the
organization if we expect to get answers back.

The next time you wonder what has happened to your communication, please ask

yourself whether or not you put it into the above form, and left a provision on the page for it
to be answered. If you have done so, then you will get an answer promptly. If you have not
done so, you will still get an answer, but nobody can guarantee whether or not it will actually
arrive, or when it will arrive.

Remember, you do not have to type out the headings above. Simply fill in a piece of

paper in that order, giving the datain that order, and everyone will know from whom it has
come, to whom it is going, what it contains, and why it containsit, and exactly what is
wanted. If we are not capable of thislevel of precision within the organization of the HASI,
then we are not yet capable of taking over all of the various areas of influence which we
hope to attain. Our first step in attaining those is to stop fighting ourselves by confused
communications and to let the battle line of communications be out in front of usin the
society, not inside us, in our own organizations. Similar staffs today are running eight
separate corporations, all of which have a relationship, communication-wise. All personnel
concerned are requested to lessen the confusion as much as possible inside the organization
by adhering to this Communication Plan of September 14, 1 954.

THE OPERATING COMMITTEE
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HUBBARD COMMUNICATIONS OFFICE
No. 1, Brunswick House,
83 Palace Gardens Terrace,
London, W. 8.
BAY 5780

OPERATIONAL BULLETIN NO. 10 [Exerpt] 28th December, 1955

| am giving here in outline form the basis of survival of various Scientology
organizations. Thisis how they live and thisis how they keep going. When they stumbleitis
because staff is missing out one or another of these points.

In five years of trying anything and everything-and | mean everything-to get things

going, my own program of success for organizations boils down to the following. | would
consider it afavor if all Scientologists concerned with Scientology organizations studied this
for what it is-an outline that wins:

THE MANAGEMENT AND ACTIVITIES OF SCIENTOLOGY
ORGANIZATIONS



(one copy to each staff member and to all Scientology organizations)
The function of the HASUK is the dissemination of Scientology and the

demonstration of its results.
Dissemination by:

Free Lectures
Free Group Processing
Free Pamphlets

Sale of Elementary Texts) 1.
To Bookstores
Sale of Advanced Texts) 2.
To Members
3.
To Public

Sale of Tapes (To Members
(To Groups
Rental of Tapes (To Members
(To Groups
Circulation of Certainty
Circulation of HASI Bulletins

Demonstration of Results by: Good Clinical Auditing
(Intensives only) Adequate Training of Auditors (1. By
HASI School (2. By HASI Grads High Ethical Standards
(Certificate Control

(Failed Case Control

Efficient Operation and Presentation of Office and Quarters by:
Alert personnel Swift repliesto letters Swift filling of orders
Origin of High-toned letters Cleanliness of Offices
Courteousness of Staff

Financial Policy: Income must be greater than
outgo. Charges on books should be cost x
three. Charges on Tapes must be cost x

two. Tapes and magazines can be sold at a
loss.
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Charges on Training must be adequate to ensure the long continuance of that person's
training. (About 3 years.) Total training HPA and BScn and DScn the formal (in class)

training is only afraction of total done.

Charges on processing must be adequate to ensure all eventualities for any one case.



Refuse to sell hourly processing. Never sell 25 hours to arough case. Sell 75.

Strict accounting, bookkeeping and invoices with counter checking of all functions.
Operational Smoothness is obtained by:

Informing everyone in the organization of everything.

1. Interdepartmental Bulletins.

2. Bulletin Boarding Coups and Changes.

3. Being exact and brief.

4. Being real about conditions.

5. Being frank inside and putting up a solid front to the outside.
6. Taking out troubles within organization.

7. Staff meetings, regular and exact.

8. Paying only passing attention to lengthy or critical letters.

Financial Security is obtained by:

1. Anticipating slumps and planning fast promotion and mailings to meet them.
2. Compelling interest in Organization.

3. Being real about the actuality of needs.

4. Attention to the philosophy that a healthy organization is along term investment by
staff and realization that the only staff personnel ever fired by the HASs were
those who flagrantly acted to shorten the life of the organization for all.

5. Sound Advertising.

6. Good word of mouth.

7. Good financia planning.

8. Only Scientologists or those so studying on staff in any capacity.

9. A sincere interest in Scientology's health and good action = no financial distress.
10. Keep al staff processed.

The Organization in general will be only as healthy asitslegal control of the subject



appears formidable to any hungry invader. Hence, no membership organization, no loose
stock distribution, no large unpaid bills, no overcapitalization because of property. Own little,
do much Owning much means doing little.

L. RON HUBBARD
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HUBBARD COMMUNICATIONS OFFICE

20 Buckingham Street, Strand, London W.C.2

TRAfagar 3733 22nd September, 1956. To: Jack
(Dick Steves)

From: Ron ORG POSTS
ORDERS, INSTRUCTIONS AND PAPERS
Each Organizational post must be covered by its pertinent orders, instructions and
papers so if the post is newly filled, a piece of the mock-up doesn't vanish and cause sudden,
hidden randomity.
Example - the Registrar, HASI, London has been replaced. The replacement cannot
find one scrap of paper or orders relating to Management's Instructions, about the job. The
old Registrar evidently kept no files of them. Result-Manager's time consumed instructing
new persons, pieces of mock-up maybe missing.
Best,
LRH:ebh.rd L.R.H.
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20 Buckingham Streset,
London W.C.2

24 September 1956
HCO BULLETIN
TO: Jack; Dick Steves.

ORGANIZATIONAL INDOCTRINATION



Each person on a post must be cleared on that post by the Manager. The Manager, by
guestioning, reaches, with the person, an acceptable, embracive stable datum that exactly
defines the job.

The person, with this sorted out and cognited upon, then can withstand organizational
confusion in his area.

The Manager does this, no one else. The Manager does not tell the person the
definition. The definition must be arrived at by the person in his own words.

Appliesto all personnel.
L. RON HUBBARD
LRH:re.rd
L. RON HUBBARD
10 April 1957
MORALE NOTE
If you have gjection jitters after the house cleaning dismissal, remember this:
The HASI has never fired anyone who was ably
On Post, On Time, On the Job, On his or her Own Comm Lines.

The HASI-and that means the staff and its working power-has always sacked
people who were

Off Post Continually-Off Time (late to arrive, early to go) Off their
Own Post and On Y ours and Thoroughly Off Comm Line with their
actions and despatches.
Best,
L. RON HUBBARD
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HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W.I
HASI POLICY LETTER OF 2 SEPFTEMBER 1957
EXECUTIVES

The following members of the organization shall be present at 8:00 am. Monday
morning, Technical Director-Registrar-Director of Processing-Director of



Training-Testing in Charge.

Executives of the organization are never off duty wherever they are. Senior executive
present has the full responsibility of the organization at any time he finds executive posts
vacant.

Executives of the organization are: Association Secretary-Technical Director-
Director of Training-Director of Processing-Director of Administration-Director of
Registration and Procurement-Director of PE Foundation.

Trustees are not executives except as they may also occupy executive posts. Trustees
are-President-Secretary-Assistant Secretary-Treasurer.

L. RON HUBBARD

[Note: A similar policy letter of the same date was issued at Washington, D.C. The first
paragraph stated,

"Executives of the organization shall be present at 8:00 am., Monday morning, except the
Director of the PE

Foundation.” The remaining paragraphs were the same as the above.]

HUBBARD COMMUNICATIONS OFFICE
37 Fitzroy Street, London W.I
HASI POLICY LETTER OF 7 OCTOBER 1957
-Thisisamodification of HASI Policy Letter of 2 Sept-
(The only change is the personnel,
not the general policy)

TECHNICAL STAFF

The following members of the Technical Staff must be on deck at 8:00 am. Mondays.
Technical Director-
Registrar-
Director of Processing-
Director of Training-
Testing in Charge-
L. RON HUBBARD
LRH:rs.rd
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THE FOUNDING CHURCH OF SCIENTOLOGY 1812 19th Street
N.W., Washington, D.C. HASI-L.A.

HCO POLICY LETTER OF 1 FEBRUARY 1958
CONCERNING HAT FOLDERS



Thisbulletin isto clear up any misunderstanding regarding preparation of hat folders.

Thereisapost in the Founding Church called "Personnel”. (Please re-read HCO

Bulletin of January 27, 1958 regarding duties of personnel post.) The person occupying this
post is the one who interviews new personnel, keeps their records and so on, as per the
bulletin of January 27, 1958.

Personnel is responsible for having hat folders made up. The HCO office does not

make up the hat folders. It furnishes, on the request of Personnel, Bulletins which apply to a
particular hat folder. Personnel and/or the head of a department are responsible for seeing

that afull job description iswritten up for that hat folder; if it is an old post, they must be sure
that the hat folder, when turned over to another person, contains an accurate write-up of that
post. If it doesn't, they should bring it up to date for the person taking on that post in their
department. And further, see that the person keepsit up to date. The department head isto

see that those persons in their department keep their hats up to date.

If the post concerned is a NEW post, then Personnel and the head of that particular
department should, in conjunction with the Org Sec. compose the duties of that post.

HCO originally instituted Hat Folders, and now that we have them, plus a post called
Personnel, the function of setting up hat foldersis the duty of Personnel. Personnel handles
all employment for the Founding Church. LRH handles employment for HCO. Personnel for
the FC, however, furnishes HCO employees with hat folders. HCO furnishes only bulletins
when needed for a hat folder.

Again, al staff please re-read HCO Bulletin of January 27, 1958, asit affects each one
and must be complied with if we are to have an efficient system regarding hat folders.

Mildred Deen
LRH:md.brl.rd for
OK'd by LRH for release January 31, 1958 L. RON HUBBARD

HUBBARD COMMUNICATIONS OFFICE
Saint Hill Manor, East Grinstead, Sussex

CenOConHCO BULLETIN OF 25 FEBRUARY 1958
SHSBC Students(Re-issued as HCO Policy Letter of 26 June
1963
Franchise Re-issue Series 15)
Field

ROUTING OF COMMUNICATION

| wonder, you guysin London and SA and LA and NY and DC and Aust-NZ, if you
don't feel insulted sometimes when the public, field auditors, Scientologists, et al by-pass you
and your post and "write to Ron", "have to see Ron".



Y ou ought to. The public isinvalidating you.

If somebody on your staff skips his chief and takesit al upstairs you'd feel pretty
snarly.

Weéll, the traffic | get in HCO would show you the same thing happens broadly.

An auditor by-passes an Org just 300 miles from him and hysterically comms with me.
That means heisinvalidating the post of his nearest Org/Assoc Sec who has full authority to
handle.

Y ou better look at this. I'm no only one. We're in this together. No man singly, no office
could handle our traffic. Why pretend.

Make your zone of operations realize that you have the authority and ability to care for
them.

LRH:dr.rd L. RON HUBBARD
Copyright (c) 1958, 1963

by L. Ron Hubbard

ALL RIGHTS RESERVED
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HUBBARD COMMUNICATIONS OFFICE
WASHINGTON, D.C.
HCO BULLETIN OF 1 MAY 1958
Post: HASI London
Admin Board. D.C.
SIGNS OF SUCCESS

Whenever we're really winning the squirrels start to scream. Y ou ca