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Basic Leadership Tools
[All quotations in bold font are from the works of L. Ron Hubbard.]

“The K-R-C triangle is particularly applicative to an executive but applies to all.
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“The points are K for KNOWLEDGE, R for RESPONSIBILITY1 and C for CONTROL2.

“It is difficult to be responsible for something or control something unless you have 
KNOWLEDGE of it.

“It is folly to try to control something or even know something without 
RESPONSIBILITY.

“It is hard to fully know something or be responsible for something over which you 
have no CONTROL, otherwise the result can be an overwhelm.” 

L. Ron Hubbard

1 RESPONSIBILITY: the state of being responsible for (in charge of) someone or something and making sure that he or it 
does what it should, or the willingness to be cause and to control. (Hubbard College Master Glossary)
2 CONTROL: the ability and willingness to start, change or stop something at will or determine its fate or future. The definition 
of the word “something” includes any person, idea, matter, energy, space, time, form or existence. (Hubbard College Master 
Glossary)



Here are some real-life examples:

l Back in the days when I was a turnaround specialist (80s and 90s), I often walked into
companies that I knew very little about.  In 1990 I was approached by a worried group of
investors who had slapped a few million dollars into a software development company that was
in imminent danger of bankruptcy. This company produced an expensive software product that
could be used by hotels throughout the United States. From top to bottom the company was
staffed with computer-tech savvy employees.  The delivery area was full of programming nerds
who could write software code on the fly and make a computer do anything they wanted it to
do. While they certainly had computer science knowledge, they lacked the knowledge of how
to manage a profitable business.

As for me I was loaded with knowledge regarding management.  I had plenty of that.  However, 
what I lacked completely and utterly was the knowledge of how they produced the products and 
services they exchanged with the society for money. I was in fact completely computer illiterate. I 
had never owned a computer and didn’t know what Windows was.  I was simply clueless in this 
field. The investors knew that, too.  But they also knew something about my track record and 
they trusted my knowledge of business fundamentals.

I knew that I needed 
KNOWLEDGE.  I didn’t need 
to know how to write code but 
I sure needed to know enough 
about computer science that I 
could take RESPONSIBILITY 
for managing that company out 
of the red ink that threatened its 
very existence and CONTROL it 
to the degree that was necessary 
to save it.  Being intelligent 
requires knowing what you don’t 
know as well as what you do 
know. Stupidity is not knowing 
that you don’t know.
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I began looking for a real expert in the group who could help me learn.  The first guy I talked to 
used so much terminology and jargon so completely and utterly unfamiliar to me that I thought 
I might go into a coma.  I didn’t have much better luck with the second guy.  And the third.

Finally, I found my expert.  He was the guy who 

boiled the whole thing down into words and 

analogies that I could understand and he did it 

in a very short amount of time.  He drew simple 
sketches for me.  He showed me a computer 
and pointed things out and explained what they 
were in plain English.  He understood his subject 
so well that he could make it understandable 
for others.  Interesting enough, he was also the 
best programmer in the company.  He wrote very 

efficient code that got results and required fewer debugs than anyone else in the place.

This is still my favorite rule of thumb that enables me to know when I am talking to a real 
expert.  He’s always the person who can communicate it very simply so that it can be 
understood by a complete novice.  He is also someone that can invariably get results.

I cannot help but think that people have a hard time differentiating an expert from a charlatan.  
We accept the most ridiculous ideas as authoritative.

I asked this expert to help me select and purchase a home computer and books that would 
help me to learn.  

My first pc cost $2500.  Every evening after dinner I sat in front of that computer with various 
“Dummy” books and I studied and I learned. Within 3 months I had outgrown that pc and 
got another one that was faster and had more resources.  Within 4 months I could write an 
elementary database.  My ability to be responsible for that company along with my ability 
to control (manage) it rose in direct ratio to my rise in knowledge. Within six months I had 
arrested the decline of this company and by the end of twelve months it was operating in the 
black, week after week after week. 
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NOTE: Technical knowledge wasn’t the only thing I needed; it was just the first thing I needed.  
I also needed to know who did what in the company and if each knew what they needed to 
produce as an end result.  Further, I needed to understand the economics of the place and 
where the blockages were that prevented a full exchange of products and services with the 
publics that used those products and services, etc.

l I have known or worked with quite a
number of health care practitioners.
Almost every one of them struggled
along with all the problems attendant to
a small practice (i.e., hard to keep staff
members, harder to find new ones, not
enough money to afford a higher
standard of living for the practitioner,
difficulty making ends meet, flubbed
expansion efforts, etc.).

Looking at each scene through the fundamental of the K-R-C Triangle, I could see in each 
case that the owner was taking RESPONSIBILITY for technical delivery only and had failed 
to take RESPONSIBILITY for the practice as a whole. Truth is that the practitioner couldn’t 
assume responsibility for the practice as a whole because he lacked the KNOWLEDGE on 
how to manage a practice and therefore would not be able to CONTROL the practice even if 
he wanted to.

An example of this is a chiropractic client who had a lot of difficulty hanging on to personnel. 
We’d do hiring campaigns to fill the Front Desk positions with qualified personnel, but they 
would inevitably leave her practice and she’d get sucked back into a heavy cope action as the 
primary practitioner juggling front desk duties. This scenario repeated so often that I sat her 
down and asked her how she managed her Office Manager and Front Desk staff. The answer 
she gave was she expected them to do their job without any attention from her. I went over the 
KRC triangle with her and she immediately saw her weakness was she wanted nothing to do 
with managing personnel. She saw that if she increased her responsibility she would be more 
in touch with what the staff were running into (knowledge) and with the increased knowledge 
would be able to give helpful direction (control). After this she was finally able to establish a 
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stable Office Manager and Front Desk staff.

Invariably it has been discovered that the vast majority of health care practitioners (and even 
general business owners) DO NOT KNOW THEIR HAT AS AN OWNER.  This is actually 
what is behind the difficulties listed in the first paragraph of this example.  However, most 
dismiss these problems with a big fat justification: “Oh, I never wanted to have anything but a 
small practice” or “I only want to be the doctor – I enjoy that” or “I’m quite happy with the 
amount of money I make – I have never been into money – I’ve never had an aspiration to be 
rich.” A more true statement would be, “I lack KNOWLEDGE regarding how to manage my 

practice (or business) and so can only CONTROL and confront a small practice (or business).  

When it gets bigger than what I can easily control, I wittingly or unwittingly cause it to shrink 

back to what I can handle. So I’m unwilling to take RESPONSIBILITY for anything but a small 

practice (or business).” 

When we have successfully coaxed a practice owner or business owner to study the Owner's 
Course that was compiled for Effective Business Management, we see dramatic changes in 
the statistics of the practice or general business as a direct result. We have testimonials 
wherein one after another owner stated, “I did not have a clue what my job as an owner was.” 
Within a couple of years that small practice or business becomes a million-plus-per-year 
business.

“The route up from apathy or inaction is to KNOW something about it, take 
some RESPONSIBILITY for the state one is in and the scene and CONTROL 
oneself to a point where some control is put into the scene to make it go 
right.  Then KNOW why it went wrong, take RESPONSIBILITY for it and 
CONTROL it enough to make it go more toward an ideal scene.”

l For his birthday, my grandson wanted a
drone that he could fly around.  He was 9
years old.  So I bought him a drone and he
flew it straight into a tree on the very first flight.
He skipped trying to learn how you safely
fly it with simple maneuvers and then more
and more complex maneuvers.  Taking no
responsibility for the machine he was unable
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to exert any control over it at all. He opted for no gradient of knowledge about this thing and so 
destroyed it completely and utterly 10 minutes after taking it out of the box.

For his 10th birthday he again requested a drone and, once again, flew it straight into a 
telephone pole.  These things cost $129 at that time. I didn’t get it for him.  His mother did.

For his 11th birthday he again requested a drone. I made him promise to work with me to help 
him gradiently learn how to fly it.  It was that or no drone.  So he promised. So I got it and took 
him out to the middle of a very large field that had no trees.  I made him read how you get it 
to go straight up and straight down.  I had him show me how to work the remote control to get 
it to lift up and then down.  Then I had him do only that, over and over and over until he really 
had it.  Then I had him read how to turn it to the right.  Then he showed me how to work the 

remote control to turn it to the right.  
Then I had him do only that, over and 
over and over until he really had it. In 
this way he learned how to turn left, 
fly straight ahead, backwards, spin 
round and round, slow down, speed 
up, drop slowly, drop rapidly, lift slowly, 
lift rapidly.  When he had these basic 
maneuvers down, he learned how to 
combine maneuvers, one at a time, 
doing them again and again.  Then he 

learned how to fly under an object, over an object, around an object, etc.

He didn’t ask for a drone on his 12th birthday as he still had the one he got a year earlier. On 
his 14th birthday, that same drone was still operational. He took good care of that machine. He 
kept it oiled and its batteries charged. He became a competent, skilled drone pilot and is very 
proud of this ability.
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Summary

Whether you are looking at a job, how to operate a computer or any kind of machinery, or 
have a leadership role as an executive or business owner, the concept of the KRC triangle, of 
Knowledge, Responsibility and Control is vital. 

Here is one more good-to-know aspect of the K-R-C triangle:

 “When one corner (of the triangle) is increased, the other two also rise.”

So if you want to have better success in any  area, you can look at the elements of Knowledge, 
Responsibility and Control, and see which elements need to be raised. If one area of your 
business (or life) is out of control, you need more knowledge about that area, possibly 
knowledge about how to organize and run a business. 

Are finances worrying you? If you don’t know exactly how much income there is each week vs. 
exactly how much money is being paid out, you are lacking vital knowledge. Increasing your 
knowledge about how to manage your business’ cash flow will give you additional control over 
and responsibility for your business’ financial health.  You get the idea.

Good Luck with your greater success!
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