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IN THE FOOTSTEPS OF THE MAN FROM GALILEE

 “The Spirit of the Lord is upon me, because he has anointed me to bring good news to the poor. He has sent me to proclaim release to the captives and recovery of sight to the blind, to let the oppressed go free, to proclaim the year of the Lord’s favour” (Lk. 4, 18-19). With this proclamation Jesus Christ launched the greatest revolution of all times, the most non-violent coup d'état in recorded history. This was also the most misunderstood of all revolutions, making it relevant for all times and peoples. Those who were to be destabilised by his revolution, “he has brought down the powerful from their thrones, and lifted up the lowly” (Lk. 1, 52), naturally chose not to understand. His followers who had their eyes set on the ‘plum’ positions that would come to them with the establishment of the reign of God, “a dispute arose among them as to which one of them was to be regarded as the greatest” (Lk. 22, 24), were slow to understand even after three years of mentoring in the ways of the Kingdom of God.
 In the meantime many of his disciples had stopped following him. Of those who remained Judas who was the only one among them with some education betrayed him; Peter who was being groomed as the successor, unable to own up his role relationship with the leader, denied him; the rest just ran away, except may be John who might have still nourished some hope and the dream of continuing at his right hand!
A dramatic change begins to take place with the resurrection of Jesus. The relatively quiet run up to Pentecost gradually strengthened the disciples to re-launch the revolution on their own (Acts 2, 1-43)! This time round, the Church was launched by Peter who had by now fully repented. Peter spoke to the Pentecost crowd that had come ‘from every nation under heaven’ of Jesus of Nazareth, a man attested to them by God with deeds of power, wonders and signs and whom they had crucified and killed, but God had raised up. This time the people were not offended at Peter’s words. They earnestly enquired, as once they had done at the time of John the Baptist, “What shall we do?” Peter points out to them Jesus’ revolutionary path once again: “Repent and be baptized every one of you in the name of Jesus Christ so that your sins may be forgiven; and you will receive the Holy Spirit.” Luke, the narrator of the Acts of the Apostles, gives a vivid description of the life of this new community of those who accepted this revolutionary path: “All who believed were together and had all things in common” (Act 2, 44).
The revolution of Christ is to be launched again today by us his followers who choose to understand him and his call to a new way of being, new relationships and new style of leadership. The early Christian community of Jerusalem lived such a life faithfully. If we repent and believe in Christ and in his promise of eternal life, we will also be in a position to initiate new ways of being today. If the mission of Christ and of the Church is important to us, we need to act without delay. If there is true repentance, there can be no postponement.
  We need to ensure that our works, and the style of our working, promote the Gospel ideals. Or else, we may end up doing just what everyone else is doing, and much the same way. More than at any time in the past, we have today the resources to realize the ideals of the first Christian community. We have before us possibilities of utilising the latest technologies and learning the finest skills to communicate the message more meaningfully, organise and administer our institutions more professionally, carry out our apostolate more efficaciously and serve the marginalised more effectively. 

As Christians, religious or priests we are called to be heralds of the Gospel by our life and work together. Having the leadership style of Jesus as our guiding principle, and by fulfilling our particular roles responsibly, we can be in the contemporary society harbingers of a new mode of relationship that is according to the mind of Christ. Let us now explore the Gospel attitudes that can make Jesus’ revolution click in our lives and in our leadership-administration roles. 
1. Mission to be Relevant

“The eyes of all in the synagogue were fixed on him. Then he began to say to them, ‘today this scripture has been fulfilled in your hearing’ ” (Lk. 4, 20-21). The mission of Christ has to be realized in the situation of the world today through the leadership of the followers of Christ. The Gospel message will have to be addressed to the present economy that controls the resources of the world and the production relations, to the social structures with the built-in inequality and violence. We need to promote a new style of communication that God’s love is supreme. Leadership-administration will be relevant to the extent it confronts the social reality with the Gospel.

Attitude / Quality: Courage to remain true to the Gospel in every situation today.
2. Mission as the Primary Task

“The world stands in need of liberation.” Every one of us needs it. As disciples we need to work out our own transformation so that we can offer the same to others. Like Jesus, we are to become wounded healers who can offer healing in turn. Gospel based leadership-administration sets for itself the primary task of “building up of the body of Christ… until we become the perfect human beings, fully mature in the fullness of Christ himself (Eph. 4, 12-13), and awaits the time when “the creation itself will be set free from its bondage to decay and will obtain the freedom of the glory of the children of God” (Rom. 8, 21). When the process of administration is closely linked with the message of Christ as its primary task, the administration itself will become liberating, and a growth promoter for the leaders, the members and all those whom the organisation serves. 
Attention will be given to each individual who has to become a worker in the vineyard of the Lord, a vigilant steward and a faithful servant who ‘does not beat his fellow servants.’ Servant leadership itself will continue to stand out as a testimony against every fabric of the social organisation that is not liberating. Through our leadership-administrative style and structures we may find that we are in fact supporting the status quo; alternately, we can choose to make our style and structures the catalysts for a new social order. Christian organisations will then be seen to be committed primarily to the task of establishing the kingdom of God through the transformation of the social order in the Gospel way.

Attitude / Quality: Sense of justice and fair play, of responsibility and freedom.

3. A Call to Serve
The greatest challenge of the incarnation, God becoming human, is that he points to a different way of being. Salvation is from being hierarchical or patriarchal (the dominator model), a stuck up way of being, to a way of being that would be more free and would promote equality
. Domination and aggression will give way to serving and sharing. Rank, position and their concomitants will be discarded. The role model for leadership is that of a servant. The leader becomes the servant. “I came to serve and not to be served.” Hence every function of a leader takes on the characteristics of a servant, of one who serves. One of the leadership functions is administration. The Gospel understanding of administration could be as follows: Those in administrative roles are put there because they are willing and capable of that particular service. They are there to serve the community, particularly the poor and the needy. This attitude is an essential qualification for leadership. Those in administrative roles will then act as stewards who can be accountable for all they do or do not do. 

Attitude / Quality: Humble availability, especially to the poor and the needy.

4. A Call for Empowerment

“Jesus called the twelve together and gave them power and authority over all demons and to cure diseases, and he sent them out to proclaim the kingdom of God and to heal” (Lk. 9, 1-2). The apostles are healed and liberated so that they will share their healing and liberation. Leadership-Administration today will be engaged in empowering everyone to act with authority and power, like Jesus himself into whose fullness we are to grow. Only those with personal authority will be able to serve truly. 

And as for authority that comes with one’s role, every authority is received for a purpose. Leadership as service will not go against equality, rather promote it. We need to remember that the leader is the servant of all. True empowerment in turn will enable everyone to serve generously. 

Attitude / Quality: Self-esteem and self-confidence.

5. A Call to Serve Professionally and Prophetically

“See, I am sending you out like sheep into the midst of wolves; so be wise as serpents and innocent as doves” (Mat. 10, 16). The followers of Christ believe that God creates every one, keeps them in being and guides their destiny. Yet we do not wait for God to intervene directly. We will equip themselves with every information, knowledge and skill to make the message of the Gospel take root and fructify in us and through us. We will make visible Christ’s message of liberation in our lives and in our works.

Attitude / Quality: Efficiency and Witnessing.

6. A Call to team work and communitarian processes
The command to love one another is a command to live and work together in love, in communion and in community. We will not be wrong if we say that only the humble can really love. Jesus’ example of servant leadership is his way of fulfilling the supreme law of love. “Be of the same mind, having the same love, being in full accord and of one mind. Do nothing from selfish ambition or conceit, but in humility regard others as better than yourselves” (Phil. 2, 2-3). 

People meet at the boundaries, at their personal boundaries. Organisations meet at organisational boundaries. The challenge of leadership-administration is to facilitate and promote meaningful contact at the boundaries and build up relationships so that people form communities, locally as well as globally. Community building and networking are an integral part of the mission, the finest witness to the kingdom of God!

Attitude or Quality: Openness and humility: to live, to share and to work together.
7. A call to maintain the flow of Communication

Jesus himself is God’s communication to us, that God still loves the world. Gospel based leadership-administration, then, is all about communication – a communication that promotes the Kingdom of God and its values. Administration is a process of communication among different people in role and with people for whose sake the administration has been set up. An administration based on servant leadership will have listening as its hallmark and promote communication skills for greater efficacy. The leaders will facilitate the flow of communication, and will keep the cycle of communication going. 
Attitude or Quality: Attitude of a listener who responds with immediacy.
Conclusion: Servant Spirituality for those in Leadership-Administration

Our vocation is a call that goes beyond the day to day activities and programmes. It covers every aspect of our lives and integrates us into God’s plan for humanity. In the same way, spirituality too encompasses everything. Servant spirituality is the style of being adopted by the Son of God who emptied himself to become the least of all so that in him all could be brought to the Father as a fragrant offering. Servant spirituality is that way of being that will enable us to live and work as Jesus did. With the servant-like attitude, we will always be happy to render humble service, and we will become promoters of equality and communion.
Attitude or Quality: To have a larger perspective, and to look at the whole, integrally. 

PART I

MAKING THE GOSPEL RELEVANT 
CHAPTER 1

CHALLENGES FROM THE SOCIAL CONTEXT TODAY

We live in a world of unprecedented opulence, of a kind that would have been hard even to imagine a century or two ago. Concepts of human rights and political liberty are now very much a part of the prevailing rhetoric. People live much longer on the average than ever before. The different regions of the globe are now more closely linked than they have ever been in the fields of trade, commerce and communication. And yet we also live in a world with stark deprivation, destitution and oppression. In the face of increasing concentration of wealth in the hands of a decreasing number of elite, we see an increasing dehumanization of the masses. There are many new problems as well as old ones, including persistent poverty, recurrent famines, widespread hunger, and violation of elementary political freedoms as well as of basic liberties, worsening threats to our environment and to the sustainability of our economic and social lives. All these that go in the name of Globalisation benefit only a few, and that too at the cost of the majority.

One consequence of this situation is the growing inequality manifest in so many ways. Prejudice, which is part of the mental make up flowing from the practice of inequality, leads to the exclusion of many from the processes of development. The practice of inequality and exclusion is likely to find a place, although unwittingly, in every structure and style of administration of organisations that are unavoidably a part of a society that favours the privileged. This is where gospel based administration can be different, where our administrative styles can help us to be signs and bearers of God’s love to all, especially to the underprivileged, the disadvantaged, and the excluded.

Advances in human sciences and technology, and particularly in Information Technology and the Communication Media, challenge us in so many ways. There is always the danger that we become slaves to these technologies and their unbridled advances, rather than we master them and channel them for the development of the people. In stark contrast, Jesus would not even allow the Sabbath to come in the way his mission of love, he put all his power and resources in the service of those who were in pain or need, and was willing to suffer the consequences (Jn. 5, 15ff). Unfortunately, the common good is often forgotten, but the common resources are exploited by a few to amass the greater portion of the benefits of development. Let us examine some of the issues that challenge the style and processes of our Leadership-Administration today. 
1. Globalisation and market Economy

Globalisation today need not be seen as a threat, rather a challenge. In the name of globalisation, the market economy is being thrust on a uni-polar world. Market economy is anything but the contradiction of true globalisation, in as much as it stands for a capitalist economy controlled by market competition resulting in maximum profit for the few who have all the advantage. 

The nearest to real globalisation that we see today is the media that connects or makes it possible to connect the entire world so very easily. Yet the media itself is the agent of market economy and hence used or exploited to deny true globalisation. The global divide that is ever increasing on account of the competitive market economy is now carried into the digital divide. The disadvantaged get marginalised even more.

The present economy creates needs without creating opportunities, and those who have opportunities exploit the disadvantaged and those with fewer opportunities. It parades consumerism as development and flaunts the opulence of a few as growth. Plenty coupled with waste for some exists side by side with starvation and lack of even basic amenities for others. Neo-colonialism and the concomitant exploitation go on as ruthlessly today as colonialism that has been denounced and discarded. The irresponsible actions and unfair decisions of the haves ultimately result in the suppression and helplessness of the have-nots. 

Capitalism and market economy promote individualism. We cannot complain that individualism is getting entrenched in our settings, and at the same time make no efforts to contain the causes. If our proclamation of the Gospel is to be meaningful, we must allow the Gospel to transform every aspect of our being, our behaviour, our social ordering and our structures. 

2. Domination and Hierarchy

We live in a dominator model of society, and our relationships are hierarchical. The hierarchical structures are so universal that we do not question them. We do not verify how they are opposed to the Gospel way of being. Many manifestations of a dominant and hierarchical model that we carry into our administrative praxis unconsciously are being questioned today. Gospel based leadership-administration will promote equality and inclusion, personal authority and autonomy. Domination and hierarchy will strengthen the culture of violence and abuse. Let us look at the social reality as we find it today. 
a. Movement for Equality and Inclusion 

History has seen many a movement towards the realization of the equality of all humans. This has been a very slow movement, with its ups and downs, progress and reversals. In a fast changing world, there are more and more people who are not willing any more to wait for things to happen. They take their own decisions, they act, they force pace. They cannot accept anymore different standards for different people. They resent being excluded from participation. Decisions taken by a few individuals, groups or nations, and then imposed on the majority, are not tolerated any longer. 

b. Human Rights Movement
Development has taken on new meanings today. The charity approach of the past that allowed the colonialists, or the feudal lord, to exploit the people at will, while the missionaries would get some concessions for the people and look after the needy, is no longer acceptable. There is a shift from charity to entitlements: development, and all that goes with it, is the right of the people, and not a concession from the governments or the rich and the powerful. Human rights are inherent to human nature and not granted by any constitutions. Living the gospel and the evangelical counsels genuinely will make us better human beings, with dignity and personal authority of the children of God. 

c. Abuse and Violence

The level of abuse of human rights and violence against persons, particularly the marginalised, the minorities, women and children, is so appalling that people and governments have begun to take notice. This has necessitated the Encyclical, Evangelium Vitae – the Gospel of Life. There is a plethora of international conventions and state laws on protection of human rights and prevention of abuse. Ironically, all abuse and violence begins at the home where there is unchecked violence against children by the care givers themselves. Similarly violence against women begins in the home. The so-called civilized society takes for granted that the grown ups can dominate over their dependants! It has been acknowledged by social scientists and psychologists alike that the cycle of abuse and violence begins in the family.
Terrorism
The world is aghast at the level of terrorism that is rocking the world today. Yet wisdom fails when it comes to finding an end to it. There is unanimity in wanting to stop it. But the steps that are taken only increase the violence, because the so-called counter-terrorism continues the cycle of violence that first generated terrorism. Injustice or perceived injustice is the cause of most of the terror unleashed today. When usual methods of redressal of grievances fail, or when people see no opening for redressal at all, then counter-violence is seen as the only way available to them.  From bullying by companions in school or college, to ragging in universities, or violence by law-enforcers or majority groups on minority groups,   the colour of violence is the same: a sense of superiority. Superiority complex, psychologists say is the other side of inferiority complex, a lack of self-esteem and self-worth. Power that is lacking within has to be substituted by power from outside: money, position, military might, xenophobia, prejudice, and what not. Violence always begins from the powers that want to protect their ill-gotten power and counter-violence by those who perceive the injustice of it all. Such violence is now part of our thinking, feelings and behaviour. We are part of a very violent society!
d. War

War is the power struggle taken to international proportions. There is no such thing as a just war. Interference or encroachment across role boundaries leads to conflicts in interpersonal relationships. Interference across national boundaries, or spheres of influence, leads to infiltrations, skirmishes and war. We find strong arm tactics not only at the interpersonal level. They spill into international relations also, as human behaviour is the basis for all relationships. Human conflict at the international level leads to state terrorism, assassinations, war. 

3. Identity Struggles

A significant stage of human development is adolescence, the stage at which a young person deals with the question of his identity. If one does not deal with this crisis in life, and resolve the issue of one’s identity, this is bound to hound one all through life. The issue of identity is significant in the administrative set up because the behaviour of people is very much linked with their sense of identity. In a dominator model of society, often the identity crisis is not resolved in a healthy manner; the struggle of identity is bound to continue – at the personal as well as at the social levels. 

This struggle is further complicated by the fact that today the world at large faces social crises based on identity crisis of ethnic groups that have been suppressed for centuries. In a multi-cultural, multi-caste and multi-religious society, the identity crises are frequent. In a dominator model of society motivations are suspect, interventions are misunderstood, conflicts are common and flare ups are easy. Again, do we face issues and seek to resolve them or do we run away from them, to be hounded by them until we act, often under pressure resulting in erroneous conclusions. 

Identity struggles are often self-respect movements seeking that they are respected for what they are and that they are not treated as less than anybody else. They protest violation of their dignity and rights. The dominant groups do not have the inner strength to give up their ill-gotten power. They resist and even suppress the legitimate struggles of entire groups or populations. 

In administration too identity struggles take place. Differences in opinion or styles of expression are seen as threats by people who have not resolved their own identity issues or wounded self-esteem. For them community life is difficult. They are suspicious when people come together. They generally tend to be individualistic, and need people who carry secret information or ferment division. They may make their own the motto of the colonial powers: divide and conquer. 

4. The Communication Revolution and Information Technology
The developments in communication are probably the greatest challenge that we face today. It is a call to be relevant. We may address with comparative ease all other challenges, however complex they are: The challenges of Globalisation and Market Economy, of a Dominator Model of Society or of Identity Struggles. In these the contradictions are evident and we are somewhat sure as to what we want. In the challenge of the communication revolution, we are all on the same side as everybody else. Even what we did not accept in the first three areas we may be unwittingly promoting through use of the communication media and our style of administration. This poses the most difficult challenge, in fact a double challenge, and any response is easier said than done.

The Gospel itself is the ‘Message’ that we want to communicate through our lives and activities. We have set for ourselves the goal of a Gospel-based administration so that what we do and the way we do it will communicate the Gospel. There is the danger that we communicate through process of our works as well as by the style of our administration, messages that are not in keeping with the Gospel message. We will also need to use the communication media so that our work is effective as well as efficient. But the way we use the media may distract us from the task or take us in a direction that is against the Gospel. The challenge on the one hand is to be on the forefront of the communication revolution, and not to be left behind. The challenge is also to create a new style of communication through our active involvement in the communication sector and the style of our administration so that we really communicate the Gospel reality in spite of the pressures of globalisation and market economy. Our communications styles will be such as to promote a new style of relationships without domination, and a place for everyone under the sun with dignity, equality and self-esteem.
CHAPTER II

MISSION AS THE PRIMARY TASK

Leadership and administration are for a purpose, viz., to accomplish certain aims, to fulfil a particular mission. Leadership is at the service of the Mission. Administration, as a function of leadership, is a humble handmaid of the mission as well as of the leadership. Christ entrusted his mission to the disciples. This mission is the mission of the Church today. The primary task of any Christian community or organisation is the promotion and fulfilment of this mission. Only those activities which are directed towards the fulfilment of the mission and are at the service of the mission constitute the primary task. These can maintain their legitimacy as long as they promote the mission of Christ, and function in the spirit of Christ. All other activities, even if taken up by Christian organisations, are at best only secondary tasks in relation to the mission. Activities without the spirit of Christ are just commercial; but even commercial ventures of enterprising Christians, if carried out courageously with the spirit of Christ, become part of the mission of Christ. Ultimately, the mission of every follower of Christ is to bring about the transformation of the temporal order according to the mind of Christ.
The mission of Christ and the Spirit of Christ 

We speak of the establishment of the Kingdom of God as the ultimate mission of every follower of Christ. When we speak of the Kingdom of God, we need to distinguish between the already and the not yet. On the one hand Christ has already ushered in the kingdom of God. The mission of the seventy disciples was to announce that “the Kingdom of God is near” (Luke 10, 9). When the Pharisees asked Jesus when the Kingdom of God would come, he replied, “The Kingdom of God is among you” (Lk. 17, 21). At the same time it is not as if he had already accomplished everything. The final realization of the Kingdom of God will be at the Parousia. Till then we pray, “Thy Kingdom Come,” reminding ourselves of our role in the speedy realization of God’s kingdom and seeking God’s blessings on our efforts. 

The Kingdom of God and the Spirit of Christ are identical. Jesus uses the parable of the mustard seed and yeast to give insight into the kingdom. The reign of God cannot be adequately described or explained in human language, but the world is full of signs of this reign. We are to be the signs of the reign of God. Through the parables Jesus invites us to expect the beginnings of the kingdom in the smallest happenings and in the most insignificant people in the world’s view.
 Servant leadership as our style of exercising authority and relating to one another will be an indication of the reign of God in our midst. 
What then are the immediate tasks that we need to perform for the realization of God’s kingdom, for a transformed society where God’s will is done? We could speak of the development of individuals as Children of God “in his image and likeness” and the transformation of the social order in accordance with the Gospel. 
Jesus begins his ministry with the call for conversion: “the time is fulfilled, and the kingdom of God has come near; repent and believe in the good news” (Mark 1, 15). This is a time of fulfilment. God’s reign of power has begun in Jesus, who is God’s good news in person. The summary of Mark’s message is: “The very power of God is available for those who open themselves to Jesus and to his Gospel way of loving service.”
 All the four Gospels and the Acts of the Apostles ask the disciples to be witnesses to the Proclamation of Salvation in Christ.
 

When Jesus begins his ministry of teaching and healing, He intervenes on the side of the little ones: Children, the outcasts, the poor, the sinners. He goes against all social prohibitions and stigmas and begins to eat with them. “Why does he eat with tax collectors and sinners” (Mk. 2, 16), the Pharisees questioned. He interpreted the law in their favour: “Sabbath was made for man and not man for the Sabbath” (Mk. 2, 27). This too was not taken kindly by the influential people of the time. “The Pharisees went out and immediately took counsel with the Herodians against him to put him to death” (Mk. 3, 6). 

To establish the kingdom of God Jesus takes sides with the marginalised and the excluded. He does not give in to the temptation of power. The zealots cannot get him to lead them for the liberation of the Jews from the Romans. He does not give in to the temptation of doing everything by himself: “command this stone into a loaf,” the tempter suggests (Lk. 4,3). The miracle of the loaves, instead, is a miracle of participation and sharing – the little boy initiates the process by handing over five loaves and two fish to Andrew. Seeing this, the others followed suit. And what a miracle! They gathered twelve baskets after all had ‘as much as they wanted.’ Jesus wants the little ones to be empowered – conversion releases all the blocks to empowerment. 

In the kingdom of God, those who are poor and hungry now, those who weep and are hated or excluded now will be blessed. They will no more be hungry. They will laugh and rejoice. Every time we make people overcome the unjust structures of society to bring about greater equality, a greater sharing of the earth’s resources, we are contributing towards the ushering in of the Kingdom of God. 

We need to deal with the laws and structures of society that favour a few and discriminate against the majority. Every effort towards justice, equality and inclusion are efforts towards the establishment of God’s reign. Jesus preached the kingdom of God, a kingdom of justice. And they killed him. Yet he was raised again giving complete assurance to his followers and strengthening their faith. 
God does not want to impose his kingdom. We are to be partners in establishing it. We are to work for the establishment of the Kingdom of God in the society today that globalizes for the sake of a few who receive most of the benefits of development leaving the majority to experience deprivation, where domination and inequality are accepted as normal, where some are being privileged while the others are discriminated against and are marginalized, where there is abuse of power resulting in violence and counter-violence, war and terror, and where people are struggling to find their true identity. 

Jesus is not against authority or those who are in leadership or administration. Yet he speaks against every form of oppression of the little ones. He points out that those in authority are meant to serve, to protect and to promote the common good on behalf of all. No one is to be excluded, all are to be included. When this happens the kingdom of God will become a reality. This is a challenge to every follower of Christ, to every one in authority and entrusted with tasks of leadership and administration. We will either be promoting the Kingdom of God or be obstacles to it. The ‘WOES’ of Jesus against the leaders and administrators of his day would be applicable to us if we do not follow the Gospel way – if we are not servant leaders! 
CHAPTER III
MISSION OF EVERY CHRISTIAN ORGANISATION: 

DEVELOPMENT OF PERSONS & TRANSFORMATION OF SOCIETY

By accepting Jesus’ call to “repent and believe in the Gospel” (Mk. 1, 15), we choose to enter the kingdom of God. We become partakers of the Mission of Christ, which is first of all entrusted to the church. The call to repentance is a call to personal transformation into mature human beings in the fullness of Christ himself (Eph. 4, 13). By accepting the mission of Christ, we choose to collaborate in the transformation of the social realities and the establishment of the kingdom of God. Let us now look at the practical implications for us as followers of Christ who are called to leadership-administration roles. 
1. Growing in the Image of God

On the very first page of the Bible we read that “God created humankind in his image, in the image of God he created them, male and female he created them” (Gen. 1, 27). We are all in God’s image and yet each one of us is unique with no other exactly like any of us. God has not created us as finished products. As any human being who is born little, and of a specific woman and man, in a unique location, culture and time, we have to start from the abc of life and grow up into mature human beings. Of the boy Jesus we read: “the child grew and became strong, filled with wisdom; and the favour of God was upon him” (Lk. 2, 40). We have to grow into the fullness of God’s image, like Christ in whom “the whole fullness of deity dwells” and in whom we have to come to fullness (Col. 2, 9).

The leadership and the organisation of administrative structures need to be geared in the first place towards the growth of every individual. Otherwise the organisation would not be fulfilling its primary task. This would imply the following:

a. Everyone becomes aware of one’s self-worth as created in God’s image and develops self-esteem.

b. Everyone grows from dependency of childhood and from being directed by others to being self-directed and autonomous.

c. Everyone is accepted as an equal in dignity and responsibility in role and has freedom to benefit from the organisation and contribute to its development and transformation as a sign of God’s Kingdom. 

2. Human Beings are Social beings

The fundamental identity of every human being is the sexual identity. “Male and female, he created them” (Gen. 1, 27). Complementarities and reciprocity are part of our very nature. We are born into a family, we live in groups and communities, we are part of the wider society. Anything that promotes our living and working together contributes towards our growth as individuals and as communities. Whenever anyone faces deprivation or discrimination, the social fabric is weakened and the society fragmented. 

Sexual differences that make us unique in the first place later become, in a patriarchal society, the source of gender inequality, domination, violence and abuse. Where God pointed to a partnership way, the human beings chose a way of domination and discrimination. The Bible is full of examples of God intervening on behalf of people through various individuals and groups, both men and women. The incarnation is God’s way of communicating the distinctive value of all human beings and their unique place in his Kingdom. Christian leadership and administration needs to address the problems that arise in a situation of inequality and its diverse manifestations in interpersonal relationships. We need to promote structures as well as skills that pave the way for more equitable relationships and work for the transformation of social structures that militate against the kingdom values. 

3. Transformation of a Hierarchical and Dominator Model Society
Each one of us is unique. In the entire world, there is no one else exactly like me. We are different from everyone else by the very nature of our reality. Differences constitute the very basis of our uniqueness and are our greatest asset. Yet historically differences constituted the greatest source of fear and hence irrational responses lead to domination of one over another and one group over another group. The result is the dominator model of society and the resultant hierarchy that we experience today, with people divided into unequal groups deeply separated by artificial boundaries.

Almost every kind of organization takes for granted hierarchical structures. Hierarchy is taken for granted as an aspect of organizational structure. At the root of hierarchy as a fundamental basis for modern organisations lies the notion that differences cannot be managed. There is a basic connection between the perception of difference and the internalised hierarchy, which automatically converts most differences into perceptions of inequality. 
The process of internalisation of inequality begins at infancy. Till about 6 months from birth, in the symbiotic stage of development, the child does not see the mother as separate. Now the baby experiences for the first time the boundary, the ‘I’ and the ‘not-I’, which separates it in its experience from the mother.
 Till now the infant believed that it was creating the mother whenever the mother was needed. It felt omnipotent or super-ordination. The child felt it was in control of this ‘other.’ At other moments such as when the mother did not appear, it experienced loss of control or impotence and subordination. When the experience is of loss of control, it feels impotent and experiences subordination. This omnipotent/impotent or super-ordination/subordination experience lays the foundation for internalised hierarchy – understanding the other as higher or lower. From the higher position one controls the difference and from subordinate position one gets controlled because of the difference. Ultimately, difference remains as an unmanageable experience in the unconscious. We could call this the hierarchy-in-the-mind. 

Hierarchy in the mind is played out in the family. It is latent and unarticulated in the family as an institution. It is camouflaged under the authority of the role holders we call the parents and elders. From the perspective of organised religion, organised way of life as in the family is associated with the Supreme Being. And whatever is associated with the Supreme Being are unquestionable. With the backing of religion so to say, any perceived unfair treatment by a superior role holder (i.e. abuse of authority and power) that we find in the family becomes unquestionable. All possibilities of appeal against are also taken away. Any contradiction to the divine edict, even in ideas and thought will be met with retribution. Hence all traditions are to be accepted without any question or appeal. This power is then extended to the hierarchy of the priestly institution. Patriarchy will become God’s will. Caste system will be in the plan of God. Property and wealth are God’s grace. 

If we look at different hierarchical and dominating structures, then, patriarchy takes the first prize. In a patriarchal system, women are put down and oppressed, and everything female is devalued. The consciousness of men is distorted and limited. The diagram below, by Elizabeth Dodson Gray (1982) gives us a picture of how hierarchy works. In a hierarchical system, each level is entitled and even expected to exploit each of the levels beneath it. They will not be criticized for doing it. “If you want to know what God thinks about this, you have to ask the men, because they are the closest to God in this system!”
 The diagram illustrates the broad social pattern which is all pervasive. If we take a close up of the top of the triangle, we will find a small minority of men exploiting the vast majority of other men. No wonder, most men feel relatively helpless, instead of being as powerful as the diagram suggests at first. Ultimately patriarchy, or any hierarchy, is a dual system, a system in which men oppress women, and in which men oppress themselves and each other.
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a. Consequences of Hierarchy in intra-personal and interpersonal relationships

In a hierarchical set up, inequality is built into the structures. Once there is a hierarchical mind set, inequality is taken for granted. The other who is different is considered lower, whether the difference is linked to gender, wealth, social differences based on societal structures or exigencies such as caste, religion, language, region, knowledge, occupation, birth, colour, race, and any conceivable difference in reality, or even perception. These are not without consequences. 

The first consequence of a hierarchical system is the devaluation of oneself in relation to others. In a hierarchical order, people see their worth in comparison to how others project themselves and express their expectations rather than look at one’s own inner value and worth. Self-esteem is the centre and source of our well-being and it is essential to living a free life. Eminent Family therapist Virginia Satir would say that self esteem is ‘How I feel about myself’.
 If I have self-esteem, I need not waste my time worrying about what others think of me. In a structure where inequality is the norm, self-esteem can never ring true. 

In a hierarchical system, dependency is promoted. Each level is made to depend on the immediate level above as well as all the levels above. Unwittingly, dependency on the lower levels is equally real. The whole society is totally dependent on those who serve it. Hierarchical relationships ensure dependency on the immediate so-called superior rather than promote the personal authority of individuals. In other words, hierarchical societies promote dependency of all types rather than help to develop their personal authority and allow people to act with maturity, and learn to become self-directed. 

b. Consequences of Hierarchy in Administration

In a hierarchical set up, roles are seen as higher or lower. In most organisations management tends to behave as supervisors and controllers even though such behaviour is not relevant for the primary task of the organisation. This hierarchical structure operates unconsciously even where a collegiate system is accepted. They are acting out the hierarchy-in-the-mind. This results in wastage of human potential and other resources. 

Hierarchy is dysfunctional because there is the separation of authority from task. In a hierarchic organisation authority is perceived as a limited resource and is understood as distributed by the head of the organisation. In a hierarchical system most people lose touch with their personal authority that would have enabled them to think and try out effective ways of engaging with tasks. In a hierarchical system, people lose their creativity. Initiative is considered a privilege of the higher echelons. In fact, they neither take initiative nor allow it. 

In a hierarchic organisation, skills, knowledge and wisdom appear on a linear scale. These are presumed to increase as one goes up in the hierarchy. The people at the top consciously or unconsciously tend to take steps to have monopoly over information that are considered important for the organisation. As a result those responsible at the middle managers feel unsafe, the juniors feel alienated from the system, and the non-management cadre feel that they are treated like children or function as such. Hierarchy also dilutes accountability.
c. Hierarchy and Incarnation
God created us in his image and likeness. All humans are equal before God. Incarnation, God becoming human, is a reminder of the reality of all human beings as equal. Differences are part of nature. Separateness and division came with the perception of inequality. Treating another as less than oneself is sinful. Inequality and its perpetration through hierarchy is structural sin. To save us from sinfulness and sinful structures Jesus became human and inaugurated the Kingdom of God. Salvation is acceptance of equality with God as Jesus did: “Let the same mind be in you that was in Christ Jesus, who, though he was in the form of God, did not regard equality with God as something to be exploited, but emptied himself, taking the form of a slave, being born in human likeness…” (Phil. 2, 5-7). Jesus is one who was able to rid himself of the hierarchy-in-the-mind, and in that sense, a full fledged citizen of the Kingdom. “Therefore God also highly exalted him and gave him the name that is above every name” (Phil. 2, 9). And as one who first emptied himself, and knows the true way to greatness, he now invites us to his way to leadership – “You know that among the gentiles those whom they recognize as their rulers, lord it over them, and their great ones are tyrants over them. But it is not so among you; but whoever wishes to become great among you must be your servant…” (Mk. 10, 42-43). Jesus’ tested method of leadership is Servant Leadership. This is the mind of Christ
. Kenosis and Hierarchy are poles apart.

4. Servant Leadership

With the Kenosis of Jesus, hierarchy and domination are not legal tender in the kingdom of God. The privileged people are those at the bottom of the ladder: The poor, the sick, the working people, the women, the sinners and so on. “Blessed are those who are poor, for yours is the kingdom of God” (Lk. 6, 20). 

With the ushering in the Kingdom of God a new value system is sought to be established. Kingdom values are not new, but they are refreshing. They are meant to help us to realize our full humanity. All are called to this common goal. There are enough resources for everyone. The more you share, the more abundant it becomes. Let us recall the miracle of the loaves (John 6, 1-15). Andrew began with “There is a boy here who has five barley loaves and two fish. But what are they among so many people” (v.9). He is astounded when “Jesus took the loaves, and when he had given thanks, he distributed them to those who were seated; so also the fish, as much as they wanted” (v.11). 
Jesus’ task of establishing the kingdom and his invitation to servant leadership are not easy. People, including his disciples, misunderstand him. When the people saw the sign that he had done, they wanted to make him king. “When Jesus realized that they were about to come and take him by force to make him king, he withdrew again to the mountain by himself” (v. 15). They are thinking of external power and owning resources. Jesus is speaking of internal power and shared resources. Jesus does not want to appropriate all power to himself. He wants the disciples to be able to seek out and carry out God’s will by themselves, in their own lives. He is willing to lead, to show the way, to guide, to give example, to give his own life. Thus far, no further. 
The disciples have to put in their share too. They are also to grow like Christ. They have to grow in their self-esteem, they have to develop their own personal authority and become self-directed. They must drink of their own wells! “Let anyone who is thirsty come to me, and let the one who believes in me drink. As the scripture has said, ‘out of the believer’s heart shall flow rivers of living water’ ” (John 7, 37-38). Each one of us is given a role in the realization of this kingdom. It is in this service, some as apostles, others as evangelists, pastors, teachers or in any other role, that we must continue steadfastly, “Until we become the perfect human person, fully mature with the fullness of Christ himself” (Ephesians 4, 13).
If our leadership-administration is Gospel-based and if we are truly servants, we will become signs of a new world order. Are we ready for this new way of being as servant leaders?
5. Utopia or Realism?
Any right thinking person will admit that Jesus was a failure! Such people need to realize that judging what is right or wrong is not the vocabulary of the kingdom. For them and for the people of hierarchical societies, the ways of the kingdom of God and servant leadership are utopian, if not unpalatable. 
The story of the Incarnation (Jesus becoming a human, taking the form of a slave) does not end with his death on the cross (kenosis), but is completed with the resurrection and ascension – the full cycle of the paschal mystery. Only those who believed in the resurrection of Christ could accept servant leadership. Paul could write to his Christians, “For we do not proclaim ourselves; we proclaim the Jesus Christ as Lord and ourselves as your slaves for Jesus’ sake” (2 Cor. 4, 5). In servant leadership we have a replay in our lives of the self-emptying (kenosis) of the incarnation, passion and death in a dynamic balance with fullness that comes with the glorious resurrection. In other words, practice of servant leadership is the realization of the kingdom of God in the already-not yet perspective.
The early church was indeed a utopian society. “All who believed were together and had all things in common. They would sell their possessions and goods and distribute the proceeds to all, as any had need” (Acts 2, 44-45).
 The early Church was known as The Way, and the Christians were known as the people of The Way! It was at Antioch, where Barnabas and Paul strengthened the faith of the believers that the disciples were first called “Christians”. It was about the Church of Antioch that the Acts further testifies: Hearing about the famine ‘the disciples determined according to their ability, each would send relief to the believers living in Judea” (Acts 11, 19). The first disciples were ready to enter the kingdom of God by giving up their possessions. 

The history of the church is a testimony to the faith of the followers of Christ who accepted the Gospel way of life. Religious life sprang up at various times in the life of the Church with the aim of returning to the original spirit of Jesus. This was understood by the founders and they left everything to follow the Gospel Way. This Manual on leadership-administration is only an attempt to capture this same spirit into our leadership and administrative praxes as well. Jesus of the Gospels does not take us into unrealistic utopia; he wants us to grasp fully the purpose of creation, God who created us in his own image and likeness. The so-called idealistic societies did flourish with equality and partnership as can be seen in the examples from present as well as ancient cultures and civilisations. And we know that Servant Spirituality provides a realistic and possible way to grow up to be fully human and live in communion and happiness.

Example of the Fox Society 

The Fox society (the Central North American Algonquians) does not have even the very concept of hierarchy in the vocabulary of their socio-religious system. They do not have even the notions of hierarchy of species or the perceived superiority of the humans over nature or of the living over the non-living. Nor is there a hierarchic arrangement of supernatural beings. Their beliefs about afterlife reflect, as in life so in death, that the Fox remain concerned over the ability to use one's personal authority without being ordered about by anyone. 
Their notion of power can be seen in the functioning of several formalised agencies designed to coordinate collective activities. Those roles that have great power have very limited tenure. Those roles that have some sort of permanence have extremely limited power. This concept of power gets reflected in terms of authority. Each individual feels highly responsible for one's behaviour according to the societal norms through mobilising one's personal authority. Subordination to others’ directives implies one’s inadequacy in dealing with those norms. This capacity is developed through the child rearing practices and is further underscored by rituals and myths. 

For instance, the Fox father does not represent the sole and most unquestionable, nurturing and punitive authority figure to the child. All persons senior in age are to be respected, not obeyed. There being no parent-child hierarchy at home, and the consequent internalisation of dependence, there is little likelihood of later transference of unlimited authority and hierarchy on to other authority figures in other spheres of life. 

This culture has resulted in three characteristics in the Fox. Every individual can directly relate to the conceptualised source of power. This frees one from the need to be dependent upon another’s evaluation of self to feel self-esteem. Secondly, every individual also relates directly to “the broadly representative social decision-making agency”. Such a connection develops both the individuation as well as the consensus making skill of everyone. Lastly, the individual also has direct access to and the knowledge of “the body of procedural rules governing interpersonal interaction.” This adds self-confidence to self-esteem, leading to the freedom to make one’s choice because no one monopolises information. 

Partnership way

Though the hierarchical way of looking at reality is the common style in most cultures, non-hierarchical approach is not limited to the Fox tribe alone. Patriarchy and the caste system can be considered as the extremes of hierarchical ordering of society. Caste system is part of the Hindu ordering of society, and is not universal. Though patriarchy may look universal today, a close look at cultures throughout history tells us a different story. Riane Eisler, the author of The Chalice and the Blade as well as The Partnership Way, delved into thirty thousand years of prehistory and history and discovered non-dominant cultures at periodic intervals of time when women and men worked together without having to set up hierarchical structures that generated inequality, dominance and oppression. 

Riane Eisler is not speaking of times when women took over the reigns of power, as may be understood in matriarchy, in exactly the same way that men have taken over in patriarchy. She is speaking about equality. “The first, which I call the dominator model, is what is popularly called either patriarchy or matriarchy – the ranking of one half of humanity over the other. The second, in which social relations are primarily based on the principle of linking rather than ranking, may best be described as the partnership model. In this model – beginning with the most fundamental difference in our species, between male and female – diversity is not equated with either inferiority or superiority.” In such cultures, as were found in archaeological digs such as at Catal Huyuk, it appears that women were highly regarded. The envisioned future society is one of partnership, where male and female principles are equally honoured.
 

Conclusion 

The alternate to the Hierarchical model of society is the Partnership Model. When God created us in his image and likeness, God was calling us to a life of partnership with him. The history of salvation is a long story of God intervening in the lives of individuals and the history of peoples to teach us his ways. While God chooses people as partners in his plan, people are exploiting one another for power and profit. Even as the God of Israel is very close to them and gives them a law that would make other nations jealous of them, they are worshipping the golden calf. The Old Testament society was hierarchical and patriarchal, the pleadings and threats of the prophets not withstanding. The prophets spoke of the coming of the messiah when all differences will be wiped out; valleys will be filled and mountains brought low. Yet when the messiah came, his terms of salvation were not acceptable. People still preferred the security of the hierarchical and exploitative structures to the uncertainty of the partnership way where humble service and choosing the last place marked the acceptable and privileged way. 
We do not always get inspiration from the so called successful organizations. Though logically hierarchy should be replaced by a different system of levels of authority, such structures of authority continues. Creative energy of people is contained by the built-in conflict and destructive potential of hierarchy. In spite of understanding that hierarchy leads to wastage of human potential, and acknowledgment that difference need to be managed, and not suppressed, for creativity to flourish, in the end unmanageability of differences as a characteristic of hierarchy prevails.

CHAPTER IV
THE MIND OF CHRIST: SERVANT LEADERSHIP
Leadership, administration, management and governance, all got to do with leadership. And our leadership has to be in accordance with the Gospels, if it is to have any claim to be Christian. Though the Gospels were always available to us, strangely enough we picked up leadership styles from outside. Thus for instance, the Roman administrative patterns have had a very significant influence on the Church’s style of functioning. As a consequence the Christian administration and Christian life mostly went along parallel tracks, the twain never to meet! 

Secular models of management and leadership are easy to define and can be learnt systematically and practiced efficiently. Organisational vision and mission statements, goals and objectives, and so on can be committed to writing. One can be qualified to lead after learning how to, after mastering certain processes and fulfilling certain standards. But the Biblical model of leadership
 generally goes against the very grain of the secular model which is characteristically top-down thinking. The Gospel approach which is best termed ‘servant leadership’ emphasises the character of the leader, and his or her working relationships.
 It is the style of leadership taught by Jesus in Mathew 20, 20-28. This is the type of leadership is possible only for a disciple who has deep faith. Life with such attitudes will pave the way for the realization of the kingdom of heaven on earth. 
 
If leadership is for Christian life, then it has to be in everyway inspired by the Gospels! We will indeed continue to borrow ideas from human sciences, yet we will remain constantly vigilant to ensure that there is no compromise on the Gospel ideals. The Gospel test will also ultimately ensure that our particular style of leadership and administration will promote the humanity of everyone concerned. 

An immediate concern arises from the awareness that our society is not organised to function in an egalitarian manner. We live in a dominator model of society in which certain groups dominate over other groups. The structures of this society favour some, making them the privileged few. This domination and the consequent privileges for some, rather than partnership and equality for all, will be reflected in our leadership styles. Any form of domination goes against the following of Christ and the Gospel way. If we are not alert, we can end up promoting, although unwittingly, the dominator model of society according to which practically every aspect of the present society is structured and on which most governments and organisations of the powerful thrive. 

Fortunately for us, many well versed in the human sciences, have evolved from the Jesus of the Gospels highly effective management styles. Laurie Beth Jones has published the book, “Jesus, CEO – Using Ancient Wisdom for Visionary Leadership.” Her enterprise was a runaway success and she followed up with other books such as, “Jesus in Blue Jeans, A Practical Guide to everyday Spirituality” and “Teach your Team to Fish, Using ancient wisdom for Teamwork,” and so on. Ken Blanchard and Phil Hodges, both leading management professionals in America, have co-authored The Servant Leader and Lead Like Jesus. These authors have started movements such as Lead Like Jesus Ministries. 
“I came to serve, and not to be served” (Mt. 20, 28) is a teaching of Jesus that is at once comprehensive as well as challenging. While the disciples continued to harangue among themselves as to who was the greatest, Jesus taught with his example of washing the feet of the disciples and inviting them to do likewise. It is ultimately in the kenosis of his passion and death, vindicated by his resurrection, that the apostles begin to understand Jesus and his vision for the redeemed human race. 

Understanding Mathew 20, 20 - 28

Sociology distinguishes between Role and Status. Role is understood as the function one fulfils in society. We understand ‘Role’ in relation to task or mission. Status, instead, refers to position or rank. It has no direct link with the task or mission. In fact, it is a distraction from it. When Jesus speaks of being a ‘servant,’ he is referring to role only. And when he invites us to avoid ‘being served,’ he is speaking of status, position or rank. Jesus completely rules out the need for status to fulfil his mission. Jesus also wants his disciples to do the same. “The kings of the Gentiles lord it over them; and those in authority over them are called benefactors. But not so with you; rather the greatest among you must become like the youngest, and the leader like one who serves” (Lk. 22, 25-26). 

When he invites his disciples to seek only ‘role’ and not ‘status,’ he is ushering in a new social order, a new way of being. The focus shifts from power and privilege to service and sharing in a spirit of equality, reciprocity, and togetherness. The social teaching of the Church accepts the Gospel terminology, yet uncritically continues with the patriarchal praxis. In this way, the revolution of Jesus gets thwarted, and the culture of the dominant society continues unchallenged. We are invited to follow the call of Jesus “Whoever wishes to be first among you must be your slave; just as the Son of Man came not to be served but to serve, and to give his life as ransom for many” (Mt. 20, 26-28) in every aspect of our lives, including leadership-administration. We will then become partners with Jesus to usher in a new social order, a new way of being – as citizens of the Kingdom of God. 

Administration

Leadership in general and administration in particular, are meant to provide opportunities to serve in the community, and not to seek avenues to be served. The words of Jesus, “I came to serve and not to be served” must reverberate in every aspect of our administrative structures, praxis and language. If we are not alert in this regard, we will begin to seek positions, with or without the service component. As a result, the values of a dominator model of society will continue to remain entrenched without yielding to the Gospel values. Incidentally, office means duty, or the place where duty is carried out, and not a ‘position.’ Office bearers are those who carry out certain duties on behalf of the membership that have put them in that place. We need to explore how the call of Jesus can be realized in our day-to-day praxis.

Roles

From the book of Genesis on, work is considered an important principle of human development. Work, that is, making the earth yield its fruit, is considered the way every one is to develop as a human being. In the course of Biblical history we see the differentiation into roles, but work is dignified, all roles are honourable. Yet in a patriarchal society, certain roles began to get greater honour attached to it. It is interesting to see the way prophet Samuel argues against kingship as a danger to an egalitarian society. Domination and class system emerges with the kings, and is perpetrated with the pretence that it is willed by God. 

Prophetic role on behalf of the common people is significant. To know Yahweh is to do inter-human justice: to be just to the widow, orphan and the stranger. “He judged the cause of the poor and needy; then it was well. Is not this to know me? Says the Lord” (Jer. 22, 16). Yet privileges, and exploited riches, were sought to be linked with God’s blessings; the poor, the widow and those who suffer are discriminated against and considered to be sinners and outcastes. Jesus upsets all these calculations. He came to bring the good news to the poor. His disciples were the “anawim and am’hares”: women, outcastes, prostitutes, publicans and sinners. Jesus used his authority for service. Paul carried it further. He taught that we are all the body of Christ. All the parts have different roles and together make the whole, the person. There are no mean roles. What are considered mean are treated with greater dignity (1Cor. 12-26). He stressed the importance of work and showed it by his example of earning his livelihood without being dependent. He warned those who only gossiped and did not work. For Paul, by fulfilling our different roles we will grow in holiness, into the fullness of Christ (Ep. 4, 13). Paul was certainly not a seeker of privileges.
 The greater you are, the more you must humble yourself

If we are serious Disciples of Christ, our discipleship can brook no compromises on Gospel values, even in leadership or administrative styles. In Luke 14, 7-14, Jesus proclaims: “Everyone who exalts himself shall be humbled and he who humbles himself shall be exalted.” Jesus was speaking of those who sought the better or higher places when invited to dinner. This message of Jesus becomes even clearer in the light of the words on Wisdom in the book of Sirach.  The author, a sage, who is speaking of wisdom exhorts: “My son, perform your tasks in meekness; then you will be loved by those whom God accepts… The greater you are, the more you must humble yourself.” Ben Sirach was addressing pupils who belonged to the upper class of the day. They had come to learn wisdom in view of their future plans. The words of their teacher, “The greater you are, the more you must humble yourself” would have gone against all their ambitions. 
Lest his exhortation of humility be misunderstood, Jesus spoke to the Pharisee who invited him and his disciples: “When you give a banquet invite the poor, the crippled, the lame and the blind.” Only the humble-minded leaders, those who are willing to choose the last place, will have the disposition to take the side with the poor. The consequence of not accepting servant leadership is to move away from the manner of Jesus who came “to bring the good news to the poor!” Discipleship is not easy, especially for the leaders. Let not our style of leadership-administration make our discipleship become a charade.
PART II

PROFESSIONAL SERVICE
(Being Efficient as well as Effective in Service)
CHAPTER V
Contribution from Human Sciences 1 
ADMINISTRATION AS A FUNCTION OF LEADERSHIP

Meaning of being Professional

A professional is a person who does a job that requires special training or skill, especially one that needs high level of education. Administration is very closely linked with leadership and deals with tasks that require attention by professionals – for planning, organisation, staffing, leading, monitoring and/or controlling. We carry out these tasks in areas that require technical, financial and legal expertise. So when we say that our leadership-administration is to be professional, we mean that we expect from our leaders and administrators the same high standard that one can expect from a person who is well trained for that job. 

Professionalism is about competence. A true professional is one with skills, ability and experience. In a competitive society, we can make headway only if we take forward the mission of Christ professionally. The service that we render need to be carried out professionally. Our services come broadly under the category of helping professions – teacher, social worker, pastor, doctor, nurse, lawyer, youth minister, counsellor, instructor, and so on. 

Administration is one of the areas where leadership role is exercised. In Part I we saw how we could make the Gospel relevant today in the way we exercise leadership, particularly in the sphere of administration. We have seen that the Gospel values are to be incarnated into specific contexts. One realization is that Gospel requires of us to make use of all the skills available from the human sciences. We need to be wise as serpents while we remain simple and trusting as doves. We are to be efficient and reliable stewards who are always vigilant. In short, we are called upon to carry out the tasks of the kingdom as methodically and systematically as the man who builds the tower (Lk, 14, 28-30) and as prudently and cautiously as the king who goes to battle (Lk. 14, 31-32).
Administration, task of a Servant - Disciple

Leadership finds expression in management or stewardship or administration. Yet leadership itself is not administration alone. Administration is only one of the functions of leadership, though an essential one. We need to understand and distinguish between each of the concepts: leadership, administration and management. When we speak of servant leadership, we include administration also as a component of leadership. Here too, and especially here, the servant dimension needs to be reflected. For practical purposes, we are looking at management as stewardship or administration. Once we accept that the mission of a Christian organisation has to be carried out by people who consider themselves servants of the mission, our exploration becomes meaningful and hopeful. 

The parable of the unfaithful servant has some significance for us. The master puts a slave in charge of his household. He is also in charge of all the other slaves to give them their allowance of food at the proper time. Unfaithfulness of this slave or his irresponsible behaviour consists in his ill-treating his fellow slaves. In other words, the leader is given the responsibility of helping, of encouraging, of serving, and not dominating, finding fault with or exploiting. 
On the other hand, the master is all praise for the steward, who when he finds that his master is about to dismiss him, makes a contingency plan. He takes sides with the master’s debtors who obviously are poor and the victims of the master’s exploitation. He cancels the extravagant figures and notes only the real debts. The poor appreciate his truthfulness and sense of justice. The master is helpless and yet appreciates his shrewdness in siding with the poor. 
When we accept discipleship, we are accepting to be servant leaders. It costs to be a disciple. Equally it costs to be a servant leader as well! It is also a thankless job. “Do you thank the slave for doing what was commanded? So you also, when you have done all that you were ordered to do, say, ‘we are worthless slaves; we have done only what we ought to have done’ ” (Luke 17, 9)!
Yet servant leadership is not associated with helplessness, dependency or submissiveness. Far from it. Being a faithful and wise servant, being a watchful and prudent steward is praised in the Gospels (Mat. 24, 45-46). The master puts such a one as the manager of the household. He is given power to deal with all the needs of people he is responsible for. Not every one can take up this role – only those who are called and only those who have qualified themselves for this.  Jesus tells his disciples to be simple as doves and cunning as serpents (Mt. 10, 16). This is a very beautiful expression that combines discipleship with servant-hood, and skilfulness with leadership. Servant leadership indicates that all leaders must first be disciples, who are always ready to learn, grow, update and to be relevant. 
So far we have dealt in some detail about the discipleship aspect of the servant leader. Let us now see what the disciple needs to learn to become an effective and skilful leader. This is important because the Lord has already warned in unmistakable terms: the unfaithful and unprepared servant, the unimaginative servant who does not take risks with the little he has, or the foolish servant will have to face the consequences – of being thrown into the outer darkness (Mt.24, 45-51), even the little being taken away (Mt. 25, 14-30) or being left out altogether (Mt. 25, 1-13). Being qualified and skilful, being up-to-date and relevant, being imaginative and prudent – these are not options; these are qualities of a disciple who is a leader. 

This is the time and place for us to look into some of the styles of leadership and management that we could adapt to a gospel based administration. Contemporary psychology and management sciences have a lot to offer us to make our service meaningful and relevant. We can use the best skills available for our service to the disadvantaged to be made more effective and contribute to the total transformation of the society more speedily according to the mind and mission of Christ. 
Management Sciences

Today the management sciences have come of age. With the onslaught of the industrial revolution, the people had become clearly divided into different classes, of the haves and the have-nots, on the basis of ownership or access to resources. Different social, economic and political theories explain the phenomenon of growing inequalities and marginalisation. Industrial revolution only brought to greater sharpness the division in society that was already there. The theories that explained the social phenomena ranged from the right to unlimited profit as a fundamental right to equality of all people that even promoted class war to realise it.

All these theories have survived side-by-side even today, with revisions called for by the fast changing times. As a consequence, even the promoters of the Market Economy and unlimited profit for the individual, cannot but deal with the have-nots, except with respect. Without the have-nots, the enterprises of the multinationals cannot survive. Both production and consumption require people. Development in psychology and other human sciences, and the need to answer the rising tension in society, have led to the development of humanistic approaches as if people mattered. The people involved in any enterprise are seen more and more as partners. Even those who were at one time arrogant or snobbish ‘haves’ are now realizing that it pays to be fair. One cannot sell unless the other has purchasing power. Respect for the other and acceptance of equality is found to be rewarding. Management sciences and theories today have captured these realities of the current situation. 

Definition of Management or Administration
Harold Koontz and Heinz Weihrich define management as “the process of designing and maintaining an environment in which individuals, working together in groups, efficiently accomplish selected aims”.
 Taking cues from Professor Gouranga Chattopadhyay,
 we could make our own definition of management as:

“The process of designing and maintaining a dynamic environment or boundary conditions in which individuals in specific roles work together in groups seeking to fulfil efficaciously as well as efficiently tasks that they have set for themselves.”

Let us explore how this definition of management matches the aspirations of a Christian disciple in a leadership role. We can identify in this definition six distinct elements with respect to leadership-administration in general: 

1. Process 

When we say administration is a process, we are at once looking at reality that is constantly evolving and is never the same. Everything that we refer to as administration is in process: people, tasks, functions, the way people relate to one another, and so on. Being in process makes people rub shoulders constantly. Being in process shifts focus from ‘who is the boss’ to ‘what is my function now?’ Every one has a unique contribution to make; and every contribution is valued. The present is given value above all else, giving effect to the dynamic reality of the Kingdom: the already and the not yet. Process perspective does not value status and gives no room for hierarchy. Hierarchical perspective will devalue the process and make it static. 
2. Tasks
We are speaking of a process that is purposeful or task oriented. The vision, goal, aims or objectives of the institution are set forth in clear-cut tasks that everyone contributes to accomplish. We can speak of the primary task as well as the secondary tasks.  The process of accomplishing the task is also a task - as the Zen master would say, ‘The path is the goal’. The Christian leader functions in and through this particular organisation as the means to realize the mission of Christ. 
3. Role

Role means function. Individuals in specific roles carry out their specific functions and thus contribute towards the accomplishment of the primary task. Individuals are unique as also their roles and their contributions. Every one is in role to carry out their specific tasks. The leader administrator helps to generate the required space for each unique individual to fulfil the particular plan God has for each one. 
4. Environment or Boundary Conditions

It is the task of those in administrative or managerial roles to design and maintain an environment wherein everyone in role will be engaged in the primary task of the institution. We can also refer to the environment as boundary conditions since it is at the boundary that all transactions, negotiations and dialogue, take place. Here interpersonal and communication skills will play a significant part. It can be said that the task of the manager is not to manage people, rather to manage the boundary conditions and generate meaningful contact. 
When two effervescent individuals make contact at the boundary –an exchange of energy or of power takes place. It is this dynamic of exercise or non-exercise of power at the boundaries that determines relationships as submissive, assertive or aggressive. The conversation between Jesus and Pilate is very illustrative here. Pilate: “Do you not know that I have power to release you, and power to crucify you.” Jesus: “You would have no power over me unless it had been given you from above.” (John 19, 10-11). Needless to say, Pilate failed miserably in his leadership and administrative role. It is the task of the leader who is also responsible for administration to create the necessary boundary conditions so that both the personal authority as well as the authority in role can be exercised by everyone responsibly and meaningfully, without giving any ground for domination from any quarters. 
5. Group or Team  and Community

The environment or boundary conditions refer primarily to people and their relationships. They also refer to structures within which the activities are organised. So we can speak of the group of people who form a team and work together to accomplish the common task or Mission of the organisation. When people joined the institution they have accepted as their own its task or Mission and collaborate to carry it out collectively. Working together as a team and team-building are aspects of organisational processes. 
Working together would mean making contact and exercising power or authority. On the use of power in a group, Mary Parker Follet, speaks of the principle of ‘power with’ rather than ‘power over.’  Power, according to her is the ability to influence and bring about a change. She believed that power is not based on hierarchy, rather on cooperation. Hence power involves everyone. Hence, ‘power sharing’ would be the most obvious way of relating and working together. Follet also speaks of integration, which involves finding a solution acceptable to all group members. Those in the role of leadership-administration are responsible for keeping the group, team or community together and ensuring that organisational objectives are achieved through common interaction. This approach aids in building up motivation, leadership, teamwork, personal authority and empowerment.
 The leader is the one who builds up the team or the community.
6. Efficacy and Efficiency

We defined the management as a process to accomplish as efficaciously as well as efficiently the tasks of the institution. There is need for efficiency as well as efficacy in carrying out the tasks of the institution. Effectiveness or efficacy refers to the accomplishment of stated goals or tasks. Efficiency denotes the judicious use of resources to achieve organisational objectives. 

According to Peter Drucker, efficiency means ‘doing things right,’ and effectiveness means, ‘doing the right things.’ According to him effectiveness is the foundation of success, whereas efficiency is a minimum condition for survival after success has been achieved
 (Introduction to Management, p. 6). Let us for example take the case of an educational institution that has been started for poor children of the neighbourhood.  Efficacy would mean that the task of education of the poor children is in fact being carried out in the institution. Efficiency would mean that the resources of the institution are well utilised in educating the poor children. If realization of the kingdom is the goal we have set for ourselves, then efficacy would mean that we choose activities and programmes that promote the kingdom and are signs of the kingdom (prophetic), and efficiency would mean that we promote the kingdom by carrying out these activities professionally. 
CHAPTER VI
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FUNDAMENTALS OF MODERN MANAGEMENT PRAXIS
1. Planning

The first chapter of the Bible gives us a plan according to which God created the universe and everything in it, including human beings whom he blessed and put as the stewards of his creation. “God saw everything that he had made, and indeed, it was very good” (Gen. 1, 31). “And on the seventh day God finished the work that he had done, and he rested on the seventh day from all the work he had done” (Gen. 2, 2). From the first chapter of the Bible to the last we have God’s plan of salvation for humankind. As disciples, we are also invited to plan our tasks to make them match God’s plan.
Planning is defined as the process by which a group decides on the mission and objectives of an institution and the necessary steps to achieve the desired objectives. It is a process of deciding in advance what to do, how to do, when to do and who does what. Monitoring and evaluation become possible because of planning. 

In planning we need to make use of facts and reasonable premises. According to Dalton E. McFarland, planning “embodies the skills of anticipating, influencing and controlling the nature and direction of change.” 
 If our goal is the transformation of the society according to the Gospel, then we need to make a step by step plan for the realization of this goal. Planning requires decision-making, i.e., choosing from alternative future courses of action. The danger of not planning and adhering to a planning mentality is that situations may overwhelm the organisation. The institution will then find itself carrying out tasks that it has not set for itself or would not have undertaken. How often we find ourselves taking up projects that are not according to the direct mission of Christ or the goal of the transformation of the society according to the Gospel. Planning gives opportunities for reflection on the situation and searching for alternatives that will take the institution to its set goals, rather than lamenting later and continuing on the same ineffective path. 

There are those who avoid planning and claim that they are working according to plan. Lack of a thought out plan is also a plan for ad hocism, future confusion, unforeseen situations, unplanned expenses, having to rush at the last moment, and so on. Choosing not to plan can provide a good platform for procrastination, and ultimately, for failure and disappointment. Curiously enough, such a situation does not lead to immediate failure always. Hence people continue that way. Yet it does lead to excess involvement with crisis management, with inbuilt tensions, and a ‘stuck-in culture’ with less opportunities for growth and transformation. In an unplanned ambience, participation would not be promoted as a value. There will be resistance to change, creativity or initiatives. 

Managing an organisation effectively requires the formulation of clear objectives. Objectives state the end results to be achieved by the organisation. They form the basis of all good planning, provide a fundamental basis for decision-making and criteria against which outcomes are measured. Decision-making, an important managerial or administrative function, is also one of the basic life skills. Nowadays, people speak of Management by Objectives (MBO), Participatory Strategic Planning (PSP) and Policy Formulation, all important aspects of the planning process. 

In the Gospel of Luke, when speaking of the cost of discipleship, Jesus lays stress on planning. The one who builds a tower draws up a plan and makes a budget. The king who goes out to war assesses his resources, vis-à-vis the opponent, and seeks the terms for peace. Similarly, those who choose discipleship and the promotion of the kingdom need to make plans, assess resources, study possibilities and search for alternatives to ensure success. Acquiring a planning mentality is a requirement of the Kingdom of God and a characteristic of the disciple leader. 

2. Organisation

If planning focuses on deciding what to do, organising focuses on how to do it. Organisation is the process of assigning tasks and allocating resources to individuals to enable them to accomplish the organisational goals. It is a continuous process to determine which tasks are to be performed, how tasks can best be combined into specific jobs, how these jobs can be grouped together, and so on. Organising includes also how different people relate to one another in role, particularly in the exercise of authority or power they have to carry out tasks in fulfilment of their roles. If plans are not organised properly, even the best of plans can fail. On the other hand, the pitfalls associated with a poor plan can be eliminated by excellent organisation.
People who know how to make effective use of the resources can make any organizational design or pattern work efficiently. A manager has to create the right conditions to enable the staff to effectively utilize the resources of the organisation to achieve organisational goals. 
An important element of organisation is the building up of cooperation for accomplishing tasks. The staff are to be helped to understand their roles and the specific tasks that they are to perform (job description) along with the authority and responsibility to do them. Every one has the right to the necessary information and the tools for effectively functioning in their roles. 

Organisation structure has to be designed to allow the process of the organisation to flow with ease. Different models are in vogue depending on the perspective of the organisers, the complexity of the situation and so on. Most organisational structures tend to be hierarchical. Michael Bloomberg who became the Mayor of New York, shortly after 9/11, put himself among his staff and started functioning as ‘one-among’. He followed the concentric model of organisation, choosing to remain closer to his team with better visibility and communication. He could also operate more collegially. There is also the circular model of leadership which is the ideal. Here there is real equality, reciprocity, co-responsibility, decentralisation, participation at various levels, including decision making, and flow of communication.

 A danger in traditional organisations is that people tend to see a link between role and position. Traditional organisations are hierarchical. These are effective in the military, but not in other organisations that are more people oriented. The structure of organisation, whether hierarchical, concentric or circular determine the way authority is exercised. Today Fundamental changes are being proposed such as seeing ‘bottom-up’ understanding of authority. This opens up the possibilities of a better flow of communication, more informal organisational structures and so on. The understanding of authority and how it is exercised in the accomplishment of the primary task of the institution is of paramount importance.

Environmental complexity and uncertainty has forced many to leave the rigid traditional structures of organisation based on a closed systems approach and opt for an open-system approach. The open system provides for a more realistic view of the interaction between the environment and the organisation as well as provide for greater flexibility and adaptability in the organisation structure. Modern organisations, being democratic and participatory in their approach, promote individuality as well as team spirit, and are getting closer to the Gospel spirit of leadership as well as discipleship.
There is something that we need to be cautious of with regard to organisation – the danger of getting into organisation before addressing personal motivation and commitment. No amount of organisation can substitute motivation and commitment, rather provide an escape route from true servant leadership that is deeply rooted in faith and the willingness to give up everything to follow Christ and his Way. This was the trap that Judas fell into. This is the trap many perfectionists and achievers can fall into. Heady success will make us forget that we are following a man who walked the steps of Golgotha carrying the cross. The greatest danger of such style of organisation is that we will be closer to those who are influential and away from the poor and the marginalised. The author of the letter to the Hebrews invites us: “Jesus also suffered outside the city gate in order to sanctify the people by his own blood. Let us then go to him outside the camp and bear the abuse he endured” (Heb. 13, 13). We are invited to safeguard servant leadership and our commitment to the marginalized. 
Ken Blanchard, in his book, Lead like Jesus, invites us to look at different leadership roles that we take, and by which we influence people.
 He points out two types of leadership: Life Role Leadership and Organisational Leadership. He wants us to be aware of the difference between them. Examples of those in Life Role Leadership are parents, spouses, siblings, friends and citizens. These function in enduring relationships; focus on growing and developing people; support mutual commitment in life role relationships; involve seasons of sacrifice; is based on duty, honour and lifelong obligation; values love, compassion, trust, commitment, honesty, and grace. Organisational leadership involves positions and titles bestowed at the convenience of the organisation to serve the perceived needs and culture of the organisation; accountability is measured differently for long term and short term results; power and influence are prone to conflicting agendas and priorities; reward is delivered in the form of additional power, material rewards and recognition; values competence, material results, vision, courage, diligence, confidence, conviction and integrity. 

Since life role leaders function in enduring life-long relationships, they shape our lives in a significant way. Organisational leaders, with titles and positions, operate for a season in an environment of temporary relationships and change. This lack of stability breeds a certain degree of reserve and qualified commitment which is acted out in the arena of competitive office politics. 
Mary, the mother of Jesus, is one person who exemplified servant leadership in Jesus’ life. In her role as mother, Mary was positioned to have a strategic influence on the life and spirit of her child.  This was part of God’s plan for Jesus’ life and teaching on servant leadership. Organisational leadership is useful. But life role leadership transforms and endures. Mary and Jesus chose the better part!
3. Staffing
Human Resource is an important area in the management or administration of an institution. The staffing function will include activities such as determining the man-power requirements, recruiting, selecting, training, socialising the candidates to the spirit of the organisation, and finally placing them in various roles. 
Training and development of candidates who are to work for a number of years in a particular role, sometimes for a life-time, is of paramount importance. If a significant amount of one’s life everyday is spent in employment/service, then it needs to be as meaningful as can be. Skill and proficiency in one’s regular tasks is one factor that can make one’s life purposeful. A good leader-administrator will ensure adequate training of the team members and ensure that every individual in the team develops his abilities as well as his perspectives. He will coach and mentor his team members, or at least provide for their coaching and mentoring. They in turn will become coaches as well as mentors for the new members. They will be open to learn new skills or develop new perspectives with which they can enrich the organisation. 
An organisation that does not change will become stagnant and will die. Where there is no planned change, chaos will prevail. Planning will have to take care of differences in views as well as the varying needs of people. These are to be addressed, and not to be avoided. Still there could remain areas of conflict that require resolution. These organisational conflicts need to be attended to prudently, directly and with immediacy. If needed the help of competent consultants could be sought. 

We are human beings in human organisations. We have our limitations and are likely to make mistakes. Acknowledging mistakes and learning from them is commendable. But making mistakes cannot be taken as a right. Limitations should spur us on to improving our skills and becoming more proficient. We need to struggle constantly against the law of inertia, and make efforts to ensure the quality of our service. Everyone in the team, leaders included, need to do self-assessment as well as be prepared for informal as well as formal appraisal of work done and style of functioning. Interestingly, appraisal can lead to identification of different capabilities and skills of individuals and could contribute towards the development as well as follow up of a career strategy for all. 

Linked to staff training and development are issues connected with organisational change and development. Change and transformation are directly opposed to the law of inertia and will necessarily meet with resistance.
 On the other hand, the willingness to accept change is linked to the involvement and owning up of the mission of the organisation and one’s particular role in it. 
The staff function will necessarily include compensation, which is determined through a staff salary structure that adequately makes up for the time given, skill made available and contribution towards the fulfilment of the primary task of the organisation. In order to avoid arbitrariness, there is need for well thought out policies that are realistic as well as attractive. There will have to be service rules that will give the guidelines with regard to working hours, holidays, leaves and all administrative matters that need not be discussed each time anew. There will also be a forum for addressing grievances.
Jesus was serious about his mission and took steps to ensure the continuity of his work. He was fulfilling the staffing function when he chose the twelve apostles. His all-night vigil before selecting the team underscores the importance of Jesus’ decision. Luke places the choice of the twelve just before the ‘Great Discourse’ so that it can take on the character of an official instruction for the whole church assembled under its leaders.
 The Gospels are full of examples on how he taught his disciples, trained them by sending them in teams of two (Lk. 9, 1-6), and assured them compensation a hundred fold (Mt. 19, 27-30). 
4. Leading

The traditional understanding of leadership was about managing people. It is more and more realized that rather than manage people, managing the environment or the boundary conditions would be the real thing. This is indeed a challenging task because all action takes place at the boundaries. The first task of the leader is to ensure that there is clarity with regard to the primary task and the roles of different people to realize the common task.  Then it is likely that everyone will be engaged in their particular task, and minding their own business. The dialogue or negotiation at the boundaries will be related to the primary task and about each one’s role in it. Clarity with regard to the primary task will ensure better interaction, openness and permeability at the boundaries. There will also be greater openness to creative processes and initiatives, greater participation and involvement, greater responsibility and accountability. 

Leading is the management function of influencing, motivating and directing people towards the achievement of organisational goals. Those in leadership roles can influence and inspire team members to perform well and accomplish the common objectives. In simple words, leading is the action of making things happen together with others.

An important task of leading is the motivation of the staff. A number of theories speak of motivations of people. Prominent among them are the needs theories: Abraham Maslow speaks of the hierarchy of needs: physiological needs, safety and security needs, social needs, esteem needs and self-actualisation needs. McClelland has also another needs theory around achievement, affiliation and power. Alderfer’s ERG theory is about the needs of existence, relatedness and growth. If the environment provides adequate possibilities for the satisfaction of needs, the level of motivation will be high. At the same time we can never adequately address the unconscious factors at work in an organisation with regard to motivations. This is a life time work, for all the individuals as well as organisations. 
We need to keep in mind also the different theories of leadership. Every Christian organisation will critically examine these insights before integrating them into the Gospel model of servant/disciple leadership. Training people in leadership styles and building up leadership qualities are important tasks of those in the role of leaders and administrators. 
An important function of leadership is the management of the flow of communications or information. Communication creates the space for sharing meaning among different people in role. This would result in sharing of ideas, facts, opinions or feelings among people leading to meaningful responses. Communication flow will be good when there is reciprocity. The conscious effort of everyone in the group will be to keep the cycle of communication closed and thus ensure its continuous flow. We need to recognize the barriers to communication and address them. It is equally important to develop effective communication processes and skills. Listening skill will form the basis of all communication skills. 
Jesus came to launch the kingdom of God. He spent his life time influencing people towards this goal. He worked on his realization that no matter what people did, ultimately they are seeking to be united with the Father, their creator. Jesus pointed to the most direct way to reach their goals. Yet people, who had grown accustomed to a different value system, saw him as a threat to their surer ways.  They continued in a path that was a gross misunderstanding of God’s will. 
Jesus looks after the needs of his followers. He feeds them when they are hungry, heals them of their ailments, and frees them from their fetters, including the fetters of the law. He is the Good Shepherd who leads the sheep to green pastures. He invites his followers to come to rest with him: “Come to me, all you that are weary and are carrying heavy burdens and I will give you rest” (Mt. 11, 28).
5. Monitoring and Evaluation, or the Control Function
We need to monitor, evaluate and ensure the progress of the organisation towards its goals. We need to measure and analyse continuously all the actual operations against the established standards developed during the planning process and corrections of deviations, if any. This process involves (1) comparing performance with standards, (2) determining where negative deviations occur, and (3) developing remedial measures to correct deviations. These are part of the control function. 
Monitoring and evaluation or the control function is concerned with ensuring that the planning, organising, staffing, and leading functions result in the attainment of organisational objectives. It is a tool that helps organisations measure, and compares their actual progress with their established plan. This function must be exercised by all in the organisation, especially in a participatory model. It is a gross misunderstanding to understand monitoring and evaluation as disciplinary action or supervision. The measures include financial verification, budgeting, quality check and so on. There are other tools available such as management audit and enterprise self-audit. 

Today Management information systems have assumed an important part of monitoring and evaluation functions of organisations. Ultimately monitoring and evaluation should get the organisation to reach its goal safeguarding the self-esteem of every one and promoting development of all, with the participation of everyone. Done with transparency, monitoring, evaluation and other control functions will promote the efficacy of the organisation as well as its efficiency. It will also promote participation and mutual trust when all are involved in the process. A healthy balance is to be maintained between the rights of the individuals in role and the common good. At the same time the accountability of everyone in role is also to be ensured. 

The different parables of Jesus give us a clear picture of how Jesus expected his disciples to be involved in the task of working for the realization of the kingdom. The parable of the Sower will tell us about the care in understanding the Word of God. The parable of the investments (Lk. 19, 11-27) is a clear exhortation to the disciples that hard work counts. They are not to sit around idle or simply preserve the status quo. They are to continue his work while they are away. “You will be my witnesses in Jerusalem, in all Judea, and to the ends of the earth” (Acts 1, 8). The enterprising servants are rewarded with more trust. The servant who played it safe out of fear is condemned for his conduct and loses his sum of money to one of the others. The king’s largesse is disliked by some who want that wages be linked merely to work, like the vineyard workers in the parable in Matthew 20, 1-16. Jesus’ standard of evaluation as well as his priorities is different from what people generally have! 
6. Creativity and Innovation

Creation of an atmosphere that nourishes initiative, creativity and innovation in the members as well as in the team is an important, though a neglected aspect of leadership or administration. Goals are often limited to immediate achievements which are repeated year after year. Why not have long-term goals, even idealistic ones which may at first seem impossible? These are, more often than not, left out of any reckoning. Unfortunately, many Gospel ideals for which we come together as community generally fall into this category. Modern Management Gurus like Jonathon A. Flaum
  offer some very simple suggestions to show us how to cross the seemingly unbridgeable gap from imagination to reality. He quotes Einstein who says, “Imagination is more powerful than knowledge.” We can ask ourselves a few questions: How to make a team function creatively leading to innovative results? How to create an innovative culture in the organisation? What would be the creative processes that can unleash innovation in the group? How to encourage initiative?
For one thing, if one is serious about being innovative, one must set aside time daily, weekly, monthly, quarterly and yearly for intentionally managed episodes designed to spur innovation. “More of the same” cannot sustain an organisation any more. One must ensure that everyone in the team gets encouragement and opportunities to be creative. 

If we cease to be creative, we cease to be ourselves. An illusion some have is that the ideas we have are ours to possess because they come to our mind. Ideas are gifts. Gifts are to be shared. Creators or innovators are mediators of inspiration. We do not control our ideas, just as we do not control the way someone uses a gift. We just remain open to ideas. We listen attentively. We trust new ideas, even if we risk looking like fools! We let go of our creations so that they assume an identity, a life of their own. 

True understanding comes only in practice, with life, through personal example. We will realize that our creative ideas are greater and last longer than ourselves. And they will outlive us if only we are able to get out of their way! And they are capable of taking us closer to the goal, any goal, even the idealistic ones. With such an approach the Kingdom of God will not be far to reach. 
“In the beginning was the Word, and the Word was with God, and the Word was God. He was in the beginning with God. All things came into being through him and without him not one thing came into being” (Jn. 1, 1-3). Jesus is the Word through whom God created the universe and every one of us. It is again God’s creativity in his loving plan of salvation that he sends him as one among us, to communicate to us that he still loves the world. The public life of Jesus is the creative involvement of Jesus to reach the poor and the excluded and bring the Good News to them. He found ways to understand every law, including the law of Sabbath, to make them work for the good of the little ones for whom the kingdom was being established. “The Sabbath was made for human kind, and not humankind for the Sabbath; so the Son of Man is Lord even of the Sabbath” (Mk. 2, 27-28). It is this same creativity that enabled the disciples of the early Christian community to live according to the values of the kingdom.  
7. Servant Leadership

We spoke of six characteristics that modern management gurus propagate with regard to good management and leadership. All of them characterise the leadership style of Jesus. What then would make the leadership of Jesus unique? Jesus’ ways of planning, organising, staffing, leading, monitoring and innovating are unique in themselves. Yet what marks out the difference with Jesus is his kenosis, or self-emptying, which is seen as servant leadership. Servant leadership calls for an entirely different set of values where obedience to God’s will is paramount. In front of God, humility is the most obvious attitude. It is humility that makes us open to all God’s children (Lk. 14, 13-14). 
Interestingly, modern management principles rely heavily on ancient wisdom. The archetype of the leader as servant is part of ancient literature. Chanakya’s Arthashastra has the injunction: The king shall consider as good not what pleases himself, but what pleases his subjects. The difference that Jesus makes is that he teaches by his example, “I am among you as one who serves” (Lk. 22, 27). But the greatest example is of Jesus washing the feet of his disciples and inviting them to do the same: “Do you know what I have done to you? You call me Teacher and Lord – and you are right, for that is what I am. So if I, your Lord and teacher, have washed your feet, you also ought to wash one another’s feet. For I have set you an example that you also should do as I have done to you” (Jn. 13, 12-15).
CHAPTER VII
KEY ELEMENTS OF PROFESSIONAL SERVICE
What would be some of the key elements that we could keep in mind if we are to ensure that our service is carried out professionally? Gouranga Chattopadhyay would speak of Task, Role, Boundaries, Authority and Process as factors that would determine whether we are functioning professionally or not. To this we could add Communication without which we cannot function effectively at all. 
1. Primary Task and Secondary Tasks
Every Christian organisation is an endeavour, in a small or big way, to realize the mission of Christ. Everyone in leadership-administration accepts this as the mission of the organisation and promotes it. The specific aims and goals of a particular organisation in furtherance of the common mission can be called the primary task. “The primary task is the particular task which defines the meaning of the organisation. Unless this task is engaged with, the organisation ceases to be.”

A simple example in our context would be the primary task of a youth club. It could be stated as providing young people space and opportunities to spend their time usefully, meaningfully and growthfully. The sub-systems of the youth club will have to be designed in such a way that all of them contribute towards successful engagement with the primary task of the organisation as a whole. Particular activities and projects taken up by the organisation will be secondary tasks. These tasks will be relevant only as long as they promote and help in the realization of the primary task. 

Let us take the example of an educational institution. The primary task of this institution would be to engage in activities that will create new knowledge, which in turn can be transformed into wisdom by those engaged in the task. This would be valid for students as well as teachers. All the resources of the institution will be available for this primary task. The students will be conscious of their being partners, participating in the task of the institution. Such an engagement with the primary task will motivate the students to utilise all the resources for learning offered by the institution rather than merely concentrate on achieving good grades in the examinations. If the parents are conscious of the primary task, they too will collaborate with the process and will not put undue pressure on their children merely to achieve impressive results. As a consequence, everyone involved in the process, the management, the staff and the parents, will accompany the students as they engage in their primary task. The students will take interest in a variety of activities such as reading, general knowledge, involvement in social issues, research and so on, and not just mug up subjects.
If, on the other hand, parents put pressure on the management to have for the children only the best results, and their immediate placement after education, then the primary task of an institution could change. This would not be a production centre for people with a huge amount of information. Even the role of students and teachers would change. There will be only one-sided activity: passive reception of knowledge by the students, and feeding information by the teachers. Other activities will give way to make time for accumulating more and more information produced by others. This educational institute will now be a production centre for well-informed young people rather than a centre for development of knowledge and wisdom. Because of the failure of those in leadership roles to keep their focus on their primary role, the teachers and students find it difficult to manage themselves in role.
Professional service will ensure that the primary task is always kept in perspective. All the activities or secondary tasks engaged in will be only to further the primary task. 
2. Role and Managing Oneself in Role

a. Social Stratification and differentiation
Sociology can be regarded as the systematic description and explanation of society viewed as a whole. It seeks to understand society not only for its own sake but in order to point out the way to the development of a more adequate humankind in a more rich social order. Yet sociology tends to justify existing situations rather than challenge them to promote a better social order.  Thus many sociologists consider a system of social stratification and differentiation as essential in every society so as to determine the role and status of each individual.  Social stratification involves differential ranking of persons and groups which form a hierarchy of prestige and power. Social stratification divides societies into various divisions are called social strata.

Historically the prominent forms of Social Stratification are: Slavery (master and slave), Feudalism (feudal lords and labour class), Social Classes or Castes (upper castes, shudras and outcastes), and Economic Classes (owning class, middle class and working class). All these were organised hierarchically. 
Sociology also refers to Social differentiation, the process by which people cultivate differences. The principal basis of social differential is biological: heredity, sex, race, vocation, cultural background, and personality traits. If we look carefully into the reality of social stratification and differentiation, ultimately they all come down to the differentiation of Role and Status. Role signifies activities and status position.

b. Role or Function 
The differentiation in role rests on the following considerations. 

a) The persistence of the society depends on activities that are differentiated.

b) These differentiated activities are assigned to capable persons who carry them out.  

c) Not all persons are capable of performing all types of activities.  

d) There is no role differentiation among individuals performing a similar activity at the same time.

Role differentiation takes place on the basis of age, generation, sex, religion, knowledge, environment, solidarity, economic allocation and political allocation. Role values persons according to their uniqueness and makes available a function that can be fulfilled responsibly. Role builds up self-esteem and strengthens one’s personal authority. Role respects differences and promotes equality. 

c. Status or Position
Status is a relative term. It refers to position or ranking. Unfortunately something as relative as status has influenced the society in such a way that the most basic of all realities – individual differences – are misunderstood and people look at one another as higher or lower, as superior or inferior. Value is given not to what is intrinsic to the person as such, but to their difference from others. 
 Primarily the status of a person in a particular community is determined by the role he plays in that community. Societies in which status is determined mostly by virtues of parenthood, race, or community, changes in status pattern are casual. Yet whenever and wherever people vary in respect of their intelligence, abilities, achievements and other acquired and inherited things, we find a division of people into the various strata or layers.
Opposed to this are those societies where economic position of people or political power is the main determinant of status. Status is seen as a social position that determines for its possessor, apart from his personal attributes or social service, a degree of respect, prestige and influence. In a village, land is symbol of status; therefore, land owners command respect. In modern society money is the status symbol; therefore, moneyed people command respect. In the city, having better facilities is symbol of status. So the symbol of status keeps changing as the material wealth forms also change. In the Indian context status is linked to caste. 
In all these contexts, giving value to status puts people into a hierarchical mould with no two persons being on the same plane. Unfortunately, from the perspective of status or position, differences that contribute to uniqueness and richness, now became the basis of inequality, the seed bed of injustice, exploitation, marginalization and exclusion. A hierarchical society cultivates domination. In such a society, people link their self-esteem to status, to something outside themselves, to what others think.

Status has nothing to do with function, with the contribution that one can make with one’s service, work or skills.   Paying attention to status is at best a distraction from the primary task and is highly unprofessional. 
Administration, as a service, is all about role. And servant spirituality cannot have anything to do with status. In fact, with the self-emptying of Christ, nothing in relation to status can have a real place in the leadership-administration praxis. In a Christian organisational set up that functions on the basis of status will be unprofessional and a counter-witness.

d. Difficulties in managing oneself in Role
The basis of hierarchical thinking, and hence the difficulties of managing oneself in role can be traced to the family. In India, children are expected to remain the same in terms of role relationship with the parents even when they grow up and develop their own minds and personalities. Naturally they begin to think very differently from their parents. Their world-view today when they are growing up is different from what it was when their parents were growing up. If parents cling to their world-view, we can imagine the battle of wits between the generations.  The judgemental attitude of parents, that they are right and the children must just listen to what they say, could be the early stages of hierarchy in action. 

The entrenched idea of hierarchy is not one of skill, knowledge, psychological maturity or growth based difference. It is based on the notion of one’s superiority over the lower levels because in some way the latter are considered inferior. The so-called superior role-holder expects their subordinates to manifest their ‘inferiority’ in their subordinates in various ways, particularly by submission. 

In India, in this era of globalisation when the country is trying to develop itself economically, mainly through capitalistic means, ingrained feudal values create enormous problems for managing oneself in role. Deep-rooted feudal values that strongly support hierarchy are not openly examined. The so-called superior role holders are considered unquestionable. Those who have to carry out the decisions consider them as based on the whims and therefore arbitrary. The majority remain helpless and are unable to contribute from their roles.
Hierarchical structures, feudalistic values and the importance attributed to status that we have mentioned create conditions for individuals to mismanage themselves in their role more than manage themselves successfully in role. It is important to manage oneself in role well if one wants to break out of dependency. When one manages oneself in role effectively, any attempt from outside to invade one’s personal authority and space is noticed immediately, and one is able to withstand it. Such persons will also not have the urge to waste energy by invading others’ boundaries. They will be able to collaborate and cooperate in furthering the organisational tasks. By managing themselves in their various roles more effectively, they will be able to make significant contributions and begin to create history in their own way.

3. Boundaries
When we speak of boundaries, we are speaking of real or imaginary lines that mark the limits or edges of something and separate it from other things or places.
 We can have boundaries of time, task, territory, people, behaviour, knowledge or information, to mention a few. Boundary is the point that marks the limit or the separation. “Any system which can be investigated in its own right must have boundaries, either spatial or dynamic.”
 “Whenever and wherever a boundary come into existence, it is felt both as contact and as isolation.”
 Boundary is the place where contact is made and communications take place. Boundary is also the place where isolation or separateness can end!
Unfortunately many boundaries that were initially seen as a point of individuation gradually evolved into a rigid point of separation and became dysfunctional. Dualistic view of reality became common. Relationships became fragmented. With the incarnation of Christ the boundary question has taken on a different turn. Many of the so-called boundaries are seen for what they had become: as barriers or as separateness. Boundaries that brought about exclusion were disturbed when Jesus ate with outcasts, publicans and sinners; when he mingled with women, even those with ill repute like Mary of Magdela. With the incarnation, God becoming human, the artificial divide between God and the humans was obliterated. “There is no longer Jew or Greek, there is no longer slave or free, there is no longer male or female; for all of you are on in Christ Jesus” (Gal. 3, 28). Ultimately, boundaries are of human making, originally meant as a locus for negotiation, or to initiate communications. Ultimately boundaries are illusion. Ken Wilber puts it most succinctly: “The ultimate metaphysical secret, if we dare state it so simply, is that there are no boundaries in the universe. Boundaries are illusions, products not of reality but of the way we map and edit reality. And while it is fine to map out the territory, it is fatal to confuse the two.” 
 
All boundaries are illusions. Treating boundaries as though they are real and fixed, rather than created in the mind, can only cause untold damage. Boundaries that are intended to enable engagement with a task can become a major impediment to its implementation. Since management is largely about creating and providing boundary conditions appropriate for engaging with tasks, it may be considered as the process of managing illusions.
Managing Boundaries and the Primary Task

It is said that the task of management or administration is not one of managing people, rather of boundaries.
 “The process of management consists in creating or providing, and maintaining, appropriate boundary conditions so that those within the boundary, including oneself, can engage with the primary task of the system.” 

The three most important boundary conditions are time, task and territory. These are also the most important resources of any kind of enterprise. There are also other obvious resources like technology, machinery, money, etc. and not so obvious resources like skill, commitment to the profession, values, attitudes and so on that people bring along with them. 

“Maintaining boundary conditions” means that only those transactions take place across the boundary that are appropriate for engaging in the primary task as well as the related ancillary tasks. In the example of the youth club, allowing activities such as chance games will take the attention away from the more important activities and create a culture of wasting time and resources, and members may get distracted from the more important activities of the club. Providing and maintaining boundary conditions is a very challenging aspect of administrative tasks since the leader-administrator will have to deal with pressures from all kinds of external forces that impinge on the system. Some of these are obvious, such as fluctuation in membership or attraction of certain developments in society or political pushes and pulls. Some pressures may also arise because of certain assumptions by the members which need to be diagnosed accurately before they are dealt with. 

In a hierarchic system there is conscious and unconscious pressure to break role boundaries. This results in obstacles to the fulfilment of the primary task. Not respecting role boundaries is a major contributor to conflict, disillusionment and stagnancy in an organisation. Similarly, the great disparity between the rich and the poor, caste prejudices, regionalism, vested interests, all contribute towards this drag on growth. Given the strongly hierarchical and feudalistic nature of the Church, this process of unconsciously breaking role, task and objective boundaries remains a major problem in church related organisations, especially those run by religious and priests. 

4. Being Aware of the PROCESS

“The path is the goal.” Often we miss the notion of process when we are too busy with various tasks. Hence many experiences are missed out or denied, largely unconsciously. Let us take an example. The process of education can be seen from the time a child is admitted to the time the child leaves the school or from the time the child comes in the morning and leaves in the evening. A still different approach would be to begin from the social and family background the child comes from to what the child could become in future. 

The way we engage with a task will depend on the way we perceive the boundaries. Over time, human-made boundaries are taken for granted, and are not challenged from time to time. Such uncritically accepted boundaries will create task-related problems that remain unsolved and escalate because inappropriate boundary conditions keep bedevilling the process. In any organization, several boundary problems can be diagnosed as leading to conflicts and resultant task-related problems. Often there is a blame-game rather than dialogue or communication across the boundaries. There may also be unconscious organisational dynamics that we need to attend to. There could be unconscious collusion between groups resulting in stagnancy or the tasks getting corrupted or even being sabotaged.  
Often the solution would be to change certain boundary conditions to facilitate more dialogue across the boundaries. When this is done, all will feel free to use their personal authority to suggest changes that can bring about the desired results. The reality that the boundaries have been imagined in the first place is often forgotten. Problem solving activities flounder because the symptoms are sought to be removed while the function and the functionality of the boundaries have not been explored. The process of people in role engaging in the primary task of the organisation as well as the processes of managing of boundary conditions goes on simultaneously, as single process with its highs and lows. Healthy involvements that promote conscious engagement in these processes will go a long way to make the functioning of the organisation more effective.
One more aspect that we need to consider when we look at the process is the exercise of authority that takes place at the boundaries by people in role engaging in the primary task of the organisation. The way authority is understood and exercised need to be human and according to the mind of Christ. “But it is not to be so among you; but whoever wishes to become great among you must be your servant, and whoever wishes to be first among you must be slave of all. For the Son of man came not to be served but to serve, and to give his life as ransom for many (Mk. 10, 43-45). Any other way, the process will be vitiated and the primary task corrupted. 
We shall examine the remaining ideas, understanding authority and communications across the boundaries in the following chapters.
CHAPTER VIII
UNDERSTANDING AUTHORITY TODAY

1. The Source of Authority as Generally Held

A common understanding among people is that all authority comes from God. In a dominator model of society, this would mean that ‘authority comes from God only to some people.’ This theory, therefore, is very useful to keep the position of domination in the hands of a few and to maintain the status quo. This understanding has, therefore, been very spontaneously absorbed into all situations of life, including leadership and administration, whether secular or religious. In a secular society, this theory would appear to fall apart when the very existence of such a God is called into question. They argue that such conception of authority demeans humanity. Believers in God also would consider such a conception of authority as demeaning the image of God. We believe that God created every human being in his image and likeness, male and female he created us. All authority therefore is already within us. Our personal authority, and our self-esteem that maintains it, would be the ultimate source of all authority. Everything else comes from exploitation
. 

In social institutions, such as the family, authority is presumed to be with the parents and elders. The male parent in a patriarchal model and the female parent in a matriarchal society are the holders of authority. The dominating model of the family structure with its inequality and the violence inbuilt in it are internalised as we get socialized. This socialization process can be said to be the source of violence that we find in the lives of individuals and groups. “At the centre of child rearing has been the enterprise of breaking the will of the child so that he or she will become socialized… The force of parental teaching, sometimes violent, sometimes merely controlling, is seen as necessary so that children can be tamed and brought into the community of civilized human beings.”
 The authority in the mind that we have inherited from our upbringing we seek to impose in our everyday relationships, including in administration. Such attitude to authority is much more prevalent in Indian and Asian cultures.  The meaning system that promotes this type of society will ascribe the source of authority to a God-head, or to the State, as is evident in totalitarian regimes or hierarchical systems. 

2. When Authority is based on Anxiety or a Sense of Wonder

An interesting way of looking at authority is from an emotional perspective. We find that some people look at life with a sense of wonder; others look at life and its responsibilities with a sense of anxiety. These people exercise authority differently. Alistair Bain, an Australian Psychologist, contradicts the common image that a new born child’s most spontaneous response to the universe is one of pain and fear. Every child is expected to cry when it is born. People are upset if the new born child does not cry. Erick Fromm would call that cry the first declaration of independence. Nonetheless, it is now more and more acknowledged that children express a sense of wonder when they are born. This could later turn into anxiety, depending on the nature of parenting and the early experiences of the child. 

Those who approach life with a sense of wonder tend to be democratic, collaborative and cooperative. They reciprocate easily and form good teams. They have a strong sense of self-esteem. Those, instead, who approach life with anxiety, tend to be defensive, suspicious, reactive, and aggressive. They tend to be arbitrary, individualistic and authoritarian, and do not make good team members. Their sense of self-esteem is low. We carry into our leadership and administrative styles our sense of wonder or our anxieties, not without consequences. Reciprocity, collaborative styles, mutual consultation and communication, decentralisation and above all building up the self-esteem of the team members can serve as antidotes to anxiety and its negative consequences.
3. Socialization and the Sense of Authority

Parents bring up children according to the prevalent cultural norms. One of the characteristics of culture is that it sets boundaries on one’s behaviour. As a result we grow up with conscious and unconscious assumptions about what are prescribed behaviours, ‘appropriate’ values, attitudes, etc. An important example of an unconscious assumption would be the picture of authority that we tend to carry in our minds. 

In every organisation all over the world, except may be one tribe in North America that has remained an exception to this, the belief is that authority is delegated from top downwards. Yet the reality is that when someone joins an organisation, she or he delegates a whole lot of one’s personal authority upward by agreeing to follow the rules and norms of the organisation. For example, one delegates upwards one’s personal authority over time, dress, locations, and many other activities over which that person had far more authority before joining. The authority delegated upwards includes even that of getting sacked.  

This reality of delegating one’s authority upwards is easily missed because our first experience of authority takes place at home where we never get any opportunity to delegate any authority upwards. Our experience at home is that some role holders automatically get absolute and unquestionable authority and they are known as parents. In many Indian homes the number is further reduced to one. The father is experienced as an autocratic authority figure having the last word on almost every issue. All authority is usurped by the so-called care-givers. This experience gets recorded in our unconscious. 

The family is the first institution in our experience. We carry this picture of institution in our unconscious and project it on all other institutions that we join later on in life. In the new situations, if our power position is low, we accept from authority figures even illegitimate orders. These orders are illegitimate in the sense that they took for granted such authority as we had not delegated upwards, or are exercising such authority as have nothing to do with the task we are engaged in. We accept orders without thinking that they are illegitimate. 

4. Personal Authority of Individuals

It is common that those who have the greater systemic authority or more contextual power impose themselves on the hapless others. The majority learn to modify the use of their personal authority at the assumed demand of people with greater systemic authority. Their personal authority constantly gets a beating. For instance, those young people who had used all their freedom to dress or behave as they wanted, now when they have to go for an interview dress immaculately in the prescribed manner, are most courteous, and are willing to wait patiently so that they do not miss the opportunity to gain an admission or an appointment or promotion. Once the admission or appointment or promotion is secured, the common experience is that such people switch to the authoritarian mode which is natural in a context of greater systemic authority. Now any discussion of delegation of authority upwards is no more useful. 

In quite the opposite manner, discussions on decentralisation and subsidiarity take for granted that authority is delegated downwards. It is as if those in authority or who hold power are being generous. Actually they are only giving up what is not theirs. In some instances autocratic figures are finding it difficult to handle the pressure of holding illegitimate power.
 It is also being realized that authoritarian and hierarchical style of exercising authority does not make good management. The real test is not to give concessions, or merely sharing power. We need to acknowledge that the real source of authority of everyone is their personal authority which they delegate upwards. We need to strengthen the personal authority of individuals: in the family, during education or formation, in every context of life. Let every one exercise authority at their particular level.
5. Authority and the Church

The following questions are asked of the Church: Why does it promote a theory that all power comes from above? Why is the church hierarchical? Why does it promote the traditional family without questioning its autocratic functioning and inbuilt violence? These questions seek to understand certain aspects of the Christian praxis that appear to be at variance with the teaching of Christ and the Gospel values. The church runs the risk of being a counter-witness to the Gospel when it follows a style of exercising authority that is not in consonance with the Gospel or does not promote the dignity of the individual.  In the process, we become not servants of the Gospel as we intend to, but the promoters of authoritarian and dominating regimes and systems that perpetrate an unjust and unequal society, where resources are not used ‘as there is need’. Though we say authority is service, authority goes with a lot of privileges. This often happens at the cost of the personal authority and dignity of members. The Gospel and politics can meet at the level of equality of all the Children of God. True democracy that stands for the dignity and equality of every citizen can be the foundation for a new social order and the Kingdom of God. 

6. Authority and Power

We need to clarify the notion of authority in relation to power. We need to remember that power in itself is not something bad. Otherwise we will not talk of empowerment. 

a. Power is to fulfil a Role: Roles exist, and power is meant to enable people in role to function effectively. In a hierarchically ordered society, power is distributed hierarchically. If the hierarchical structure comes to disuse, power is likely to be exercised more equitably. 

b. Power is never a privilege: Power is always linked to responsibility. Those who have power must use it to fulfil the task for which the power is allocated. 

c. Failure to use Power is failure in Role: Not to use power that comes along with the role is being irresponsible. If someone in the web of responsibility does not exercise power positively and responsibly, others in role or out of it may step in creating an imbalance, leading to abuse. Only the appropriate exercise of power by every one in leadership-administrative roles can ensure that balance is maintained and is the best safeguard against misuse or abuse of power.

d. Arbitrariness: The most dangerous abuse of power is arbitrariness – the inappropriate exercise of power, exercise of power that one does not legitimately have, or exercising it without involving the team members or those affected by such exercise of power. Arbitrariness is exercise of power without responsibility. When there is arbitrariness, boundaries are violated and roles are misused. 

Power and authority: Power may be seen as something that is allocated from the outside as part of one’s role or function. It is there only as long as one is in a role. Authority instead comes from within. It is the way you conduct yourself in relation to others. We can speak of acting with authority, i.e., assertively, neither submissively nor aggressively. When a person is empowered from within, that person is acting with personal authority. Personal authority has its roots in one’s self-esteem.
7. Power and Authority in the Scripture
The book of Exodus points to the Role of Yahweh in calling Moses and asking him to lead the group of Israelites to liberation. Moses is vested with all the power for this task. When he is not able to manage everything single handed, he shares power with other elders as his father-in-law, Jethro, advised (Ex. 18,13-27). In a parallel development, in the New Testament the apostles are given power to proclaim the good news, to teach and to heal (Mk. 16, 14-18). At one time they find themselves overburdened and share their power with the deacons (Acts 6, 1-6).

How would a modern leader or administrator interpret these events? It is true that God called Moses and the apostles and vested them with power to carry out his mission. We can also look at Moses and the apostles as people who took the initiative to seek God’s will and act according to it. Moses acted on behalf of the oppressed people in Egypt. The apostles chose to proclaim the Good News in Jerusalem and beyond, to the farthest corners of the world, each apostle acting in his own unique way. It was not as if God were around behaving with Moses and the apostles like the advisor to the Governor during president’s rule in a state! We can look at Moses as a charismatic leader who planned the strategies with his people and achieved the liberation of his people! 

So, where did the apostles then get their ‘authority’ from? The first clue to this is found in Genesis 1, 26-31. God created us in his image and likeness. This is the source of our self-esteem, of our inner power, and of our personal authority. This is the same authority with which Mark tells us that Jesus acted: “They were all amazed, and they kept on asking one another, what is this? A new teaching – with authority” (Mk. 1, 27)! 

8. Purpose of Power
Rather than create a theory about this, we can just observe how Jesus exercised his power and to what purpose. Like anyone else Jesus is tempted to use it for his own ambition or self-interest. Jesus is tempted to be relevant, to be spectacular and to be powerful (Lk. 4, 1-12). He does not succumb to them. The Gospels are full of examples to show how he taught with authority, how power went out of him when he healed people, how he was moved with compassion and raised up the son of the widow of Nain or multiplied the loaves, and so on. People were amazed because he spoke with authority. He wanted his disciples do likewise. In spite of his constant example and frequent reminders, they were arguing among themselves as to who was the greatest.  Yet he relentlessly continued to coach his disciples by his authoritative teaching and convincing example. 

9. Abuse of Power
Jesus promoted everyone, yet came down heavily on those who abused power. Jesus’ woes against the Pharisees can be seen as his stand against abuse of authority. 

· Jesus condemns those who abuse their authority and harm little children and innocent people. 

· He comes down heavily on the scribes and Pharisees who burden the people with their manifold laws, which they themselves do not practice. 

· Jesus tells his disciples to follow laws, not follow the example of those who impose the laws on them. Thus Jesus restored the personal authority of the people, and the objectivity of administrative functions. 

· By declaring that “Sabbath is for people, and not people for the Sabbath” Jesus established that prescriptions are not for arbitrary control. Rules are to protect the weak, not to oppress them.

· Jesus is against those who seek privileges and position. All who exalt themselves will be humbled (Lk. 14, 11). 

· Jesus calls the Pharisees blind guides because they are not willing to understand the spirit of the law and adapt according to the needs of the people.

· Justice and mercy are more important than mere legalistic practices. Law is for a purpose, to help everyone, especially to protect the weak. There is no place in his dispensation for discrimination or exclusion. 

The words of the Mother of Christ in the magnificat are a caution for those who are called to exercise authority, and a source of encouragement for those who assert their personal authority with dignity: 

“He has shown strength with his arm,

He has scattered the proud in the thoughts of their hearts.

He has brought down the powerful from their thrones,

And lifted up the lowly;

He has filled the hungry with good things,

And send the rich away empty” (Lk.1, 51-53).

We can also make our own the prayer of Tagore: 

“This is my prayer to thee, my lord – strike,

strike at the root of penury in my heart…

Give me the strength never to disown the poor

or bend my knees before insolent might…” (Gitanjali).

CHAPTER IX

COMMUNICATION ACROSS BOUNDARIES
1. Communication

The Bible is the story of God’s communication with us human beings. The greatest moment of God’s communication with us is his sending his Son to us, to be one among us. Jesus is God’s word, his communication with us: “The Word became flesh and lived among us” (Jn. 1, 14). The style of Leadership-Administration can become our communication of the Gospel to people as much as our works! 

Before we look at communication in organisations, let us look at the meaning and process of communication. Communication is the activity of expressing ideas and feelings or giving people information. Verbal communication used to be and continue to be the most significant form of communication among the humans. Interestingly, scientific studies have shown that even in verbal communication, only 27% of all our communication is verbal and 73% of our communication takes place non-verbally! 
Today we live in an era that is witnessing a communication revolution. From the gradual development of methods of sending information, from road, rail and air, or letters, telegrams, telephone, radio or Television, we have moved to an era where we can speak of advanced communication systems and information technology with mind-boggling possibilities.  Today information systems are so important that management of information systems have developed into an important component of any organisational or administrative praxis. 

Communication consists of transmission (1) and reception (2), which constitute the process and the message (3) which is the content. As leaders-administrators we need to ensure that all the three dimensions are taken care off. The health of an organisation can be seen in relation to the style and depth of communication in it. Those in leadership roles will ensure that the flow of communication is maintained. They need to address all the barriers to communication and promote effective communication. A good leader-administrator will not only have good skills of communication, but also ensure that all in the team develop such skills. 

Communication can be defined as “the giving and receiving of meaning between any two people.”
 This definition strengthens the saying that communication is to relationship what breathing is to maintaining life. Everyone breathes and everyone communicates. The question is how and what happens as a result. Communication with a strong sense of self-esteem builds up relationships. In contrast, the communication between people who have low opinion of themselves results in a very negative influence on the body and the mind. A style of communication that increases meaning, and which builds up relationships, will make an organisation effective and transformative. 

2. Contact Function and Relationships

Contact is a dynamic relationship that occurs only at the boundaries of two compellingly attractive but clearly differentiated figures of interest. The boundary at which contact can be made is a permeable pulsating locus of energy. Every boundary rather than just limit or separate, also becomes the place where action takes place, where contact is made, where relationships are built, and where history is made. We can, for instance, speak of I-boundaries. Here the contact is the point at which one experience the ‘me’ in relation to that which is not ‘me’ and through this contact, both are more clearly experienced. Contact involves not only a sense of one’s self, but also the sense of whatever impinges at this boundary, whatever looms at the contact boundary, and even merges into it. Skill at discriminating the reality into ‘self’ and ‘non-self’ transforms this paradox into an exciting, choice-making experience. 

When we are speaking of boundaries, we are dealing with one another’s space that lies beyond mutual boundaries. We need to respect another’s space. Boundary on the one hand gives us identity or separateness; it also gives us the opportunity to involve, interact or make contact. If we insist only on the right of each individual to have one’s space or separateness respected and that no one should impinge on that person’s boundaries, then one grows up without a sense of mutual trust; and such people will not learn how to involve creatively with the forces that impinge on them. They will also not build up their sense of power which they must exercise in protecting and defining own psychological space from normal incursions on it. People who are not exposed to contact at the boundaries, also do not grow in freedom, for one’s freedom depends not on another allowing it, rather on one achieving it. Education and growth to maturity is also about learning to make contact appropriately. Contact between individuals is all about building up interpersonal relationships. 
We can speak of different ways in which people make contact. 

        Isolate

 Pseudo
       Merger

Mutual

In the first instance, the isolate do not allow any contact. The two organisms remain separate. In the second type, the pseudo contact refers to having contact that is very superficial and is more pretence than true. Boundaries are rigid and not permeable. The energy at the boundaries are neutralised by factors which do not promote reciprocal communication. In merger, the boundaries are lost and one is lost in the other. There is domination and dependency, or co-dependency. One’s identity is not clear. Finally in mutual type we have the healthy interaction at the boundaries. There is reciprocity, mutual respect and accommodation. Boundaries are not rigid but permeable. There is equality and freedom. 
3. Power in Communication

We require a lot of skill and energy to connect with another person and generate synergy. Many people give away this energy by making other people responsible for our use of power. By making contact that is mutual we take responsibility for the outcome of the contact. If we make the other person responsible for the outcome, we are giving power to the other person. In this case, one person has to be up and the other down. Here no real contact can take place. As in interpersonal relationships, so in engaging in role, we may use our power or we may surrender it. The leader administrator who understands this can facilitate better communication and healthier relationships. 
We can imagine the disastrous effect of such communication styles where people give their power away to someone else, as if the other person is giving us the means to survive. No real human contact can occur in this way. Self-esteem continues to be injured. A healthy organisation, in stead, will have empowering communication styles. 
The way power is exercised in interpersonal relationships is the way power comes to be exercised in administrative relationships also. The situation is very human and very challenging, if not daunting, for the leader-administrator who is attempting to put in place a Gospel based administrative relationships. We can say for sure that the servant leadership styles promote precisely empowering relationship and communication styles.
Our understanding of authority, as inherited from our culture, will also contribute its share of difficulties. Real communication can become blocked because of the way authority is exercised in our culture. We have accepted to grow in and promote the gospel way. This will include the transformation of our culture to make it more liberating. We will put all the developments in IT and communication media at the service of communicating the gospel message through our various activities. 
The task of our administration places before us immense responsibilities of developing communication. We have the task of managing boundary conditions where communication takes place between different people in role in the form of negotiations or dialogue. Facilitating communication among people in role and with people at large is the primary task of those in administrative or governing roles in any organisation.

If we follow the golden rule, “In everything do to others as you would have them do to you” (Mt. 7, 12) we will realize that all communication will begin and end with listening. We are invited to listen like the suffering servant of Yahweh: “The Lord has given me a disciple’s tongue. So that I may know how to reply to the wearied, he provides me with speech. Each morning he wakes me to hear, to listen like a disciple. The Lord has opened my ear” (Is. 50, 4-5a). If we listen, and speak like listeners, we become good communicators. For those who are hesitant, Mark has the words of reassurance: “When they bring you to trial and hand you over, do not worry before hand about what you are to say; but say whatever is given you at that time, for it is not you who speak, but the Holy Spirit” (Mk. 13, 11). The same is the experience of genuine listeners. What they need to say will be given to them. 
PART III

PROPHETIC SERVICE
Being signs of God’s Love
CHAPTER X


CALL TO BE PROFESSIONAL AND PROPHETIC
Religious Life Today
1. Cost of Discipleship
Following the evangelical counsels can be seen as a call to be prophetic while continuing with our day to day tasks professionally. In Chapter 14, 25-33, Luke speaks of the seriousness of discipleship. Already in Chapter 9 Luke had mentioned that those who follow him would have nowhere to lay his head (v. 58), would have to leave his family (v. 60), or to follow single-mindedly without ever looking back (v. 62). Now he insists that his disciples need to prefer him over one’s family and even one’s own life. The call to follow Jesus cannot be taken half-heartedly. Discipleship is an all-consuming vocation. It needs to be accepted with mature deliberation (v. 26). One needs to take up the cross and follow him (v. 27). 

It is at this point that Luke inserts in two interesting parables, of the one constructing a tower and of the king going out to battle, to make a delicious sandwich. He concludes: “So therefore, none of you can become my disciple if you do not give up all your possessions” (Lk. 14, 33). Both parables are quoted in discussions about good planning as well as good management. The question before us is: Planning and good management for what? Discipleship is a serious matter and it has to be planned out and carried out systematically. The story of the carelessness of those invited to the banquet (Lk. 14, 15-24) is contrasted with the seriousness of discipleship.
The evangelical counsels are for every follower of Christ. Religious life arose at different times in the history of the Church when persons like Benedict, Francis of Assisi, Ignatius of Loyola, Theresa of Avila, Don Bosco or Mother Theresa felt inspired to follow Christ more closely. Religious life from the very beginning was based on the three evangelical counsels of poverty, chastity and obedience. What distinguished the early forms of religious life from the life of the desert fathers was community life. More than ever, team work and community life are being brought to focus today. Market economy brings in individualism and competition, and with globalisation tagged on to it, the whole world becomes the market for a few multinationals to reap in all the profit. The challenge to every follower of Christ is to promote the visibility of the poor and the marginalised in the community against the onslaught of globalisation and market economy. In this context the commandment to love is in fact a call to share resources equitably. 

The following of Christ, even more so, the acceptance of the evangelical counsels, is a very serious matter (Lk. 14, 25-33) and is to be carried out professionally. Evidently, religious life is only for the strong and the mature for those ready to pay the prize, who can give up their attachments to people and to material possessions and take up their crosses and follow Christ. In the discussion about divorce (Mathew 19, 11-12) Jesus tells Peter and the other apostles that marriage is meant only for those who are fit and celibacy is a choice for kingdom reasons.
 The ardent persecutor of the early Christians and the fundamentalist Jew called Saul, now a convert and an equally ardent, but more amenable as a follower of Christ, invites us to have the mind of Christ and to think the thoughts of Christ. The kenosis and the obedience are beyond human reasoning, but give the assurance of fulfilment of the kingdom (Phil. 2, 5-11). The Christian professional is assured of ultimate success!

According to Stephen B. Levine, “Psychological development or maturation is a natural personal process that leads to new forms of behaviour and new functions… Maturational changes seem to occur as a result of interaction of three inexorable forces: biology, mental activity, and environmental demands.”
 Historically religious life too developed around the evangelical counsels which are related to our encounter with these three elemental forces – the earth (environment), our sexuality (biology), and one’s own spirit (mental activity). 
 How we relate to these three forces will point to the level of our human development and maturity. At the same time, dependence and lack of responsibility, lovelessness and lack of integrity, the inability to stand up for a cause and lack of purpose – all these also relate to the three vows or the three elemental forces spoken of by Stephen B. Levine.  These behavioural styles are indicative of diminished humanity or immaturity, and affect the quality of our life and works. 
 The consequence is especially seen in the quality of leadership-administration. The answer to this dilemma is in our growth to maturity and total commitment to follow Christ. 
2. Religious Life and Culture

The religious are called upon to play a prophetic role in a society that boasts of progress, but is in fact creating a culture and civilisation that is self-destructive.
 This culture promotes individualism in the name of globalisation; marginalizes the majority and excludes them from the processes of society; exploits the masses by taking advantage of their immaturity and tendency to follow their instincts rather than lead them to relate to the other with a sense of dignity and equality; deprives the majority of people of their right of choice. The religious, instead, vow to be poor for the sake of the poor and to work for making the resources of creation available to all. They promise to love people freely so that what they love they can set free. They declare that they, as leaders and as members, will always make moral choices mediated by the highest laws of God for the best advancement of the Gospel values.

Religious life and culture are very tightly woven together. Throughout history, from the time of St. Benedict, religious life has been a source of social enlightenment, a centre for education, a place for personal liberation as well as a place of spiritual growth. In the face of Roman patriarchy, Benedictinism flourished because it offered a new model of human community made up of slave and free, rich and poor, lay and clerical, all of whom were equals, had a voice, served one another, and sought spiritual depth rather than secular power… Francis of Assisi confronted the world with the first formal protest against obscene wealth by embracing voluntary poverty in solidarity with the poor… In later centuries, newly formed apostolic congregations brought values of universal care and concern to a class-ridden and increasingly insensitive world… And they flourished. Not merely because of what they did but rather because of what they brought to the society, because of what they were – contemplative critics and passionate prophets to the ages in which they grew. 

It is a function of those in religious life to put the questions of the age to the conscience of the culture of the time so that culture has a spiritual companion, a spiritual spur along the way. The questions of marginalisation, inclusion, independence, consumerism, individualism, community, self-gratification, sexuality, public morality and the spiritual life are key issues for religious congregations today, just as they are for the society at large. We need to develop the kind of spiritual life that is capable of facing these issues and working through them so that others, seeing some prevail in the struggle, may walk the same road with confidence. We need today religious who are free enough of their present cultural baggage to pursue a new set of values. The values of competition, achievement, security, and national parochialism have resulted in peaks of economic domination, militarism, and national chauvinism that brought in a new kind of moral degeneration. What is needed now is a model of social equality, political compassion, universalism, ecology of life, justice and peace. We need to know whether the religious today are willing to stand by these values and dedicate themselves to making them evident for others as well and become the heralds of a new culture that is attuned to the Gospel. 

3. Should there be Vows of Religion in the Contemporary Society?

What is religious poverty in a world where downright destitution is a curse of a majority of the children of the earth? What is chastity in a world where repressed or exploited or warped sexuality pervades? What is obedience to those who are already oppressed, except yet more humiliating subservience in a world where the autonomy of the peoples everywhere is under threat? Religious poverty, chastity and obedience appear to be not relevant today as they seem to refer more to security with dependence, isolation and subservience, and people everywhere see vows as yokes to be broken, not values to be esteemed. The religious are also seen to be more and more out of touch with the needs of people and the demands of the times. How then can religious life be relevant anymore?
Theologies on religious life tell us that the vows are to be public witness to Gospel values: something the public can see and learn from. The vows are not meant for pious people who fear the world and therefore run away from it. By the vows we pledge to give our lives for what we stand for, not as an escape from what we are against. Unfortunately many enter the religious life looking at values that are no more relevant, or rather, were never relevant. Others join religious life for values that are sought after in the culture of the time, but contradict the values of the kingdom.  Motivations of people are often unconscious and critically affect their style of their functioning. Max Hammer puts the need to dominate at the top of the list of eleven motivations that bring people to helping professions.
 Escape from life situations is also in the list. Leadership and Administration are areas where these motivations, even when unconscious, find the maximum expression. The danger is obvious. Because of such motivations, rather than promote the Gospel, we may find ourselves unwittingly practicing the values of the very society which we are to confront with the values of the Gospel. 

May be the world has never needed these vows more than it needs them now. Stephen B. Levine’s definition of maturity rings true: “Maturation is a natural personal process that leads to new forms of behaviour and new functions…”
 Maturation is a process that is on going. Mature religious constantly adapt themselves to the call of the Gospel and make it relevant to the culture of our time. Creation of new forms of behaviour and new functions is intrinsic to the process of growing in maturity as well as to making religious life relevant. 

The religious can be attuned to evangelical poverty and its demands, be intent on chastity that frees; committed to hearing the voices of all, especially of the voiceless. The religious can offer generous justice, reckless love and unlimited listening. The religious are called to a new way of being in the world. This new way of being will make the community concerned about individualism and the concomitant domination in society, gender exploitation and inequality, the situation of plenty for some and deprivation for the majority. The religious may find themselves having to question things considered normal, acceptable and even desirable to the powerful and the privileged. The religious must be prepared to give up all the regard and acceptability among the powerful and the privileged to be servants for and with the voiceless, exploited, abused and excluded. The challenge for the religious today is to do these with quiet efficiency and maximum efficacy. We need to confront the society with its own strength for the sake of something that is ultimately the only real thing, and for which they are all rushing headlong in the wrong direction. 
4. Danger/Risk of the vows

Religious life, with the three vows that touch on all our core aspects of our humanity, can be a great risk to our very human growth. At the same time, religious life, with all that it can offer to project the Gospel values, is a valuable gift that we can offer to our generation today. By taking vows of poverty, chastity, and obedience, we risk dependence and irresponsibility, a proud spirit or childish immaturity, and purposelessness or being cut off from today’s reality. We can avoid the risks only by keeping them integrally. Any chipping off in their observance is a blow, light or heavy, on one's humanity. Truly poor equals responsible and poor for the sake of the poor; integrally chaste equals maturity and loving recklessly; absolutely obedient equals being enterprising, purposeful, and choosing to take a stand on issues that affect God’s little ones. The choice is very clear. Either do not take the vows, or if you take them, follow them fully. Any compromise can do harm for oneself, and much more for those affected by our administration.
The comment of Carroll Stuhlmueller on Hosea 6, 5 is very relevant here: “A conscience that is stirred and challenged becomes a destructive force for revenge and self-justification if one does not obey it.”
 Vows that touch on three of the basic drives of every human being can promote development of the human person or impede human growth. It is in this context that John Courtney Murray SJ would speak of the dangers of the vows. There is no doubt that our practice of the vows will be reflected in our leadership and administrative styles. Genuine poverty will enable us to put our resources to the best possible use on behalf of the poor for whose sake we are poor. We will at the same time avoid any form of dependency. Integral chastity will enable us to deal with everyone with love, respect and maturity. Our love will transform those we love. True obedience will promote the growth of individuals as self-directed human beings who choose the highest form of obedience to God’s will in matters that can really justify our obedience, namely, to take a stand on the side of the oppressed.

CHAPTER XI

SERVICE WITHOUT COUNTING THE COST 
Vow of Poverty and Administration
The vow of poverty touches upon many leadership and administrative aspects. Financial administration, Personnel, Social Legislation, Income Tax and all related legal issues are generally connected with and revolves around resources and how they are used. The ownership and use of resources and means of production affect how relationships are ordered in the society. Our practice of poverty and administration according to the Gospel could make the greatest contribution for the transformation of society. 
We take the vow of poverty to fulfil the evangelical counsel to give up one’s possessions and to follow Christ. Normally poverty would bring us closer to nature to struggle with it and to make it fructify. Unfortunately, the way we live the vow of poverty has become the cause for many of us becoming alienated from work and from our responsibilities because we have all we need from the community. Rather than become available to the poor we have become alienated from them. The poor themselves are getting more and more alienated and marginalised. 

The situation of the poor is becoming more and more alarming today. In the earlier times, they had work, though they were exploited and alienated from their work. They were able to produce, make contributions that were indispensable. Through their work they remained close to nature and in that sense they remained dignified adult human beings. Today, instead, the poor are deprived even of work. There is rampant unemployment as well as under-employment. Even the little pieces of land that they own or had taken on lease are being expropriated from them in the name of development – to build developmental projects, to start SEZs, and so on. Even the so-called employed live unrealistic lives, working away from home, working at night and sleeping during the day, cut off from family and normal opportunities for socialization. They will never know when they will be thrown out from their jobs. Even in their work, they have to go against their natural style of functioning or aptitudes, having even to think or act artificially and doing meaningless tasks. In this context the religious have the security of employment and guaranteed tenure of service. They need not go for interviews, they need not seek promotions. They have no wants. Everything is assured once they make the public profession of vows!

What is the challenge of the vow of poverty today? What alternative does the vow of poverty offer us? We see all around plenty for a few, exploitation, deprivation and oppression for the others. Humanity is in bondage. Religious are busy with praying, having regular meals, being with ‘nice’ people, doing a lot of institutional work. They raise no questions and rock no boats. We have traded commitment for conformity. Earlier we excused ourselves for being non-professional because we wanted to be prophetic; now we want to be professional and stop being prophetic! We prefer to keep peace rather than raise a prophet’s alarm.
 

In the present society there is no limit to wants. Gluttony and consumerism are normal. The things we own define us and mark us socially. Like everyone else, we religious are conscious of our social class and professional background. Regardless of scriptural admonitions, like everybody else, we too hoard resources, save money and protect our properties and privatize our facilities. We call this ‘prudence’ or ‘good business.’ We forget that taking more than what we need of anything is stealing from the earth and the rest of its people, not only their basic resources, but also their human soul. Our practice of poverty has not made us comfortable with being poor or being with the poor. 

What religious life needs now is a fresh and challenging call to a new understanding of poverty, one that engages this entire generation of religious in the process of living poverty for the sake of the poor. A static formation process and a theology of ownership gave us the right not to be poor and the reason or excuse to go on being rich. If we are followers of the Jesus who loved “the anawim and the am’hares” enough to challenge the establishment, how can we do nothing about the fact that the poor are poor? The vow of poverty must challenge us to commit ourselves to the just distribution of the goods of the earth. When we model this distribution in our lives and work our lives out to obtain it for others, we make the vow of poverty real and meaningful. We need communities who steward their resources in order to be able to use them on behalf of the disadvantaged. When the perspective is on real issues that affect the poor, we will not lose time on the trivial, such as what I can possess or how many I can have.
 When our attention is taken by discussions at the personal and legalistic level, poverty has long since ceased to be real in the community and the congregation. 

Consequences for Leadership-Administration

If we take the following of Christ seriously, if poverty is important for us, we will consistently be on the side of the poor, we will look at life and reality from the perspective of the poor, and we will use our personal and community resources to care for the poor, to speak for the poor, to shelter the poor, to influence the society on behalf of the poor. Our leadership-administration will be geared from the perspective of our being poor and with the poor. 
In the past religious life has declined because of social isolation. Farther the religious got from the poor, the wider the gap between the religious and the people, the more privatized it became, the less meaningful, authentic effective or illuminating the life became. Religious became institutions unto themselves, staid, elite, privileged, and private. For religious congregations to own massive property and then bar the poor from the door in the interests of ‘privacy’ and ‘cloister’ and ‘personal space’ and ‘spiritual life’ makes mockery of the vow of poverty.
 High walls and enormous gates keep the poor away. Ultimately, the question is, is the leadership-administration poor friendly?
We can never give enough to the poor. A congregation’s financial report demonstrates its understanding of the vow of poverty, its theology of religious life. Theology cannot obscure this truth. The choices made are palpable – just numbers, clear and damning numbers!
 A congregation that forgets its mission of poverty ceases to be religious at all. 

The notions of detachment and permissions do not make meaning when the real poor had nothing to be detached from or no personal articles to get permission for. Poverty of our century is not the result of natural scarcity, but of a set of priorities imposed upon the rest of the world by the rich. The poor today are ignored, excluded, and written off. They don’t exist in the calculations of the rich. The task of the religious today is not merely to control their personal wants. They need to remind the rest of the world of the immorality of poverty and prompt the necessary action. If religious life survives, it will be because of the poor who will re-evangelize it – break open the Gospel once again to the religious. The religious can then become disciples again. The religious will receive the ‘Good News to the Poor.” Their life and activities will once again become signs of a new way of being, planned and organised, professional and prophetic, to serve primarily the little ones – the poor and the deprived.
CHAPTER XII
EQUALITY IN PRACTICE

Vow of Chastity and Administration

The second encounter in our life that we need to address with care is with our biology, especially our sexuality.  We already saw from Stephen B. Levine that maturational changes seem to occur as a result of interaction of biology, mental activity, and environmental demands. Here though our focus is on the biological, the process is very much related and influenced by our mental state as well the environmental conditions. The final result of “maturation is a natural personal process that leads to new forms of behaviour and new functions…” Our encounter with sexuality offers us one of the most exciting possibilities for growth: In our relationship with others, our behavioural patterns and the way we face life. 
Sexuality offers one the possibility of procreation, hence of realizing oneself as generative. One becomes mother or father, and therefore fulfils oneself to one’s maximum potential as a human person. In the Genesis story, we find that Adam mistook the role of Eve. Adam pleaded with God that it was the woman who gave him the fruit of the tree. By not taking responsibility for himself, he forsook his humanity. The woman in her turn blamed the serpent rather than face up to her partner as an equal. She too lost the opportunity for self-assertion and surrendered her own intrinsic power to some power outside. With their refusal to accept reciprocity in their interactions, they initiated a chain of events where blaming rather than taking responsibility prevailed. An unhealthy paradigm of relationships was begun: of domination and submission, of inequality and hierarchy. The tremendous power of sexual energy remained untapped. Most people do not encounter this power within that can make every human being grow in maturity and live life to the full. Chastity is this untamed power within when disciplined into integrity. It becomes a powerful source of creativity, happiness and wellbeing. The opposite is also true. The same power, if not disciplined and channelled, can become a source of restlessness, loss of control, domination and abuse. 
1. Vow of Chastity, a Risk and an Opportunity

Chastity is a risk as well as an opportunity. By the vow of chastity, we decline the encounter with our sexuality involving only one other person, a sexual partner. This seems to be a violation of a law of nature. And the risk is manifold. The Fathers of the Church pointed to pride as the danger one runs in choosing virginity – a certain hardness of spirit, a withdrawal of reason into a world of unreality because it is iso​lated from the facts and forces of life, and therefore unable to be integral. One denies one’s dependence on the body and all that the body stands for. The pure spirit can easily be the proud spirit. This is the danger of false integrity. On the other hand, there is the danger of a failure to reach any integrity at all - of a relapse into an immature emotionality and of childishness. The so called chaste person ends up being a childish person.

Such chastity puts us in the risk of not being loving. There is also the risk of our growth being impeded. At the same time, the choice to be celibate is a smart response. The celibate does not choose not to love, but chooses wholeheartedly to love freely. The result is that our love is real and our chastity fruitful. 

If chastity requires repression of sex for its own sake, the world does not need it. Repression only puts us at war with ourselves for no good reason at all. One day it will explode causing the most unexpected destruction. If chastity can magnetize us towards the world and make us capable of thinking of others too, then this drive within us can be seen as a gift to be nurtured. Chastity will make meaning only if it is far more worthwhile than sterile abstinence. Rather than what it denies us, we need to explore what it is that chastity enables in us, demands of us, provide for us? What is the social dimension of chastity?

2. Meaning of Chastity Today

Today more and more people in the church, and in the society at large, see sex for what it is rather than for what it is not, more as an opportunity than merely as a denial, what permits a person to become than what one is forbidden to do. In this changing scenario, the question remains: In what way does the vow of chastity appeal today, what meaning does it have? 

The all encompassing grip of patriarchy is changing. In the new environment, women have greater opportunities to define themselves more as equals who can to make their own choices rather than allow them to be seen as objects to be used, abused and manipulated. New questions are put today about the nature and meaning of male and female sexuality and about the place of sexual expression in our society. The restrictive approach to sexual behaviour is questioned. The focus of chastity needs to shift more to the idea of choice and self-giving, rather than of the dangers of sexuality. Emphasis needs to be put on the process of human growth rather than on the number of failures along the way. We need to recognize more and more that sexuality is a human area, of male and female sexuality. In such a scenario, rather than domination, there will be an effervescent sense of choice on the part of all concerned. Sexuality will be seen more and more positively. The perspective will be wider than just sex, love will replace possessiveness, and the spiritual will go along with the material and the physical. The living of life fully, here and now, body and soul, will lead to greater appreciation of the life after. Chastity will be about learning to love well, to love grandly. 
The cost of discipleship involves taking up the cross and following the master. The purpose of discipleship is to learn to love. The celibate religious will care deeply for everyone in the ministry and find greater meaning in the call of Christ to lay down our lives for those we love. “This is my commandment, that you love one another as I have loved you. No one has greater love than this, to lay down one’s life for one’s friends.” (Jn. 15, 12-13). To give our lives there must be something worth living for and dying for as well that is greater than us. Chastity gives meaning to our commitment to love. It bridges the gap between the self and the rest of the world. By chastity the religious promises to love people freely so that what they love they can set free. 

Chaste love enables us to love freely. Because they have been loved freely and without expectation, children can learn to trust, adolescents can learn to be independent, adults can learn to love others without having to hold them captive. Real chastity expects nothing in return from anyone. Passionate it is; clinging, it isn’t. 

3. Emotional Life

Religious life, or for that matter any life, without emotion borders on the brink of the dangerous, like one sitting in front of a nuclear console with no feeling about pressing the button. The same is equally true of those who choose to be celibate as religious. Daniel Goleman says that “Emotions are the link between the body and the mind. Emotions when not attended to generate moods. Moods evolve into temperament and eventually into physical, emotional and mental disorders.”
  To suppress one emotion is same as suppressing all emotions. Those who never know love will never know joy either. Those who have stifled their own feelings cannot recognize, let alone release, the feelings of others. Chastity is not meant to stamp out emotions, rather to direct them in ways that are magnanimous, true, freeing and life-giving. 

When emotions are damped in the name of formation, the spirit of the congregation itself is inhibited. The result is depression. There will be efficiency, not effectiveness. Schedules will dominate human needs.  What we do not learn to love we can never learn to live for. To teach chastity and not to teach love is tantamount to teaching spiritual exercises without teaching God. 

In a patriarchal society that followed a male approach to chastity, a religious kept distant from the beauty of life and emotions, negated the body and concentrated on the spiritual. Today we need also a female approach that can bring to the church the gift of thinking with feelings, trusting human emotions, and controlled intimacy, and not unfeeling detachment.

The conscious and constant commitment to control our restless bodies is meant to bring us to that chastity of mind where the love of life and the love of God come together. Then chastity gets meaning and becomes love. The journey of self-control is necessary; it is long and arduous. This journey will be possible only if we walk with the conviction that chastity is worth it. Guilt or shame over lessons learnt, mistakes made or loves gone headlong will only dampen our spirits and impede our growth and the flowering of our chastity. To fail and fall along the way is no disgrace. It is, in fact, part of learning to love. To become trapped along the way, to give up the struggle, to become bogged down in self-satisfaction rather than selflessness, is to be true neither to the quest nor to the persons whom our lives are meant to touch.
4. Consequences for Servant Leadership-Administration
Probably chastity, or equal love, is the greatest challenge to a dominator model of society. Gender domination, or patriarchy, is the most basic form of domination. Ranking of men over women is the model for all human rankings. Celibate chastity, with the call to love all as Christ loved, is the greatest witness to servant leadership. “You are my friends if you do what I command you. I do not call you servants any longer, because the servant does not know what the master is doing; but I have called you friends… I am giving you these commands so that you may love one another” (Jn. 15, 14-15). Jesus “preached universal love and taught that the meek, humble, and weak would some day inherit the earth. Beyond this, in both his words and actions he often rejected the subservient and separate position that his culture assigned to women. Freely associating with women, which was itself a form of heresy in his time, Jesus proclaimed the spiritual equality of all.”
 The mind of Christ is beautifully expressed by Paul to Galatians: “There is neither Jew nor Greek, there is neither bond nor free, there is neither male nor female: for you are all one in Christ Jesus” (Gal. 3, 28). These values need to be realized in and through our leadership-administration praxis.
CHAPTER XIII
SEEKING AND FACILITATING GOD’S WILL

Obedience and Exercise of Authority
1. The vow of Obedience

The third encounter
 is with one’s own soul, with which every human being struggles for the ultimate victory over oneself, ​the disciplining of oneself to inward, strong purposefulness. In Stephen B. Levine’s description of the process of maturation, we are now focusing on the mental activity of a person. In meeting our own spirit, we meet a power within us that can give purpose to our life – the power to choose a destiny, and to summon all our energies for its pursuit. Meeting our own spirit, we accept the responsibility for the choice of purpose, and for the success or failure in the achievement of our chosen purpose. Maturity will then be a process of growing in understanding the purpose of life, learning to choose and taking responsibility for the choices that we make.

"What then will this child become?" is the question put by the relatives of John the Baptist. This question is asked about every child. And no one can answer it save the child itself when it grows old enough: What shall I be? And what shall I do that I may be myself, that I may achieve my own uniqueness, my integral humanity? The questions are answered by a whole series of choices. I shall do this, not that; I shall take this path, not that. Here I choose to stand and fight; there I choose to give way. This gift I will use, and that one I shall not. This will be my first task, that my second, that other I shall not attempt. This one will be my friend, that one my enemy. This I will destroy, that I shall build. Thus I choose to live, in this path, for this purpose. This is my choice, made independently, freely, in the loneliness of my own soul; and I shall abide by all the consequences of my choice, good or ill.
In this wrestling with our own spirit, and with all the alternatives presented to it by circumstances and our own desires, we become human. We become self-directed, self-controlled, able to think our own thoughts, feel our own feelings, meet our own friends with love, and our enemies without fear. By choosing our purposes, we become purposeful, and to that extent human, strong and gentle, clear in mind, able to mobilize our energies; such a person as our Lord was when he emerged from his lonely desert struggle, in which he had encountered the alternatives that life would have to offer him, and made his choice. 

By the vow of obedience we decline this most momentous encounter of all – that of a person with one’s own spirit and its power of choice, with one’s own powers, and the problem of their full exercise, towards the achievement of a determined purpose. With the vow of obedience we need not take the responsibility of choice. That will be done for us. Our choices are made by others; and there is the comfortable feeling that we do not have to assume the responsibility for them – that falls on the leader. We need not go through agonies of decision making; we need only follow the crowd. Consequently there will be an end both to aspiration and conflict. In eliminating alternatives and the hard necessity for choice, obedience eliminates also the necessity for self-assertion and the assertion of one’s own purposes. The obedient person could become relatively inert, purposeless, and to that extent less a human being.
2. Relevance of Obedience Today

The culture today that thrives on individualism and commits itself more to personal freedom cannot understand, much less appreciate, obedience as something relevant today. With the history of untold havoc created in the world as much by obedience as by authority –the inquisition, burnings of witches, holocaust of the Jews, apartheid of blacks, untouchability practiced on dalits, mass rape on women by conquering militaries, terrorism by religious fanatics – the perils of obedience stand out starkly. The very thought of obedience generates the deepest distaste in the greatest thinkers. Obedience, evidently, is not always virtue. Obedience needs to be looked upon with suspicion.
 Obedience propagated by all religions seems to amount to voluntary slavery, a call to stop reflection and thought!
For some obedience is based on compliance, for others on politics or patriarchy. Very little of obedience is based on the Word of God. Moral mastery of life calls for discerning what real obedience is. This would be the function of religious life. In a world where obedience goes so regularly wrong, there is ever so much danger that religious obedience becomes a synonym for religious immaturity. The question that we need to ask would be: Is religious obedience meant to control or to free a person? The answer will tell us about the integrity of the vow itself. The religious vow obedience, not perpetual childhood, dependence or mindlessness. Obedience is for those with deep awareness of their inner strength and worth, for the mature, for adults. 
If obedience is about control, then authority is about the ability to use force to match its threats. Such obedience can degenerate into a refusal to take responsibility for self, to refuse to become a responsible part of the human race. The price that we pay is our adulthood. We choose perpetual adolescence with an assurance that we will not be held accountable for our own choices throughout life. The security we get is, ‘Keep the rule, the rule will keep you.’ If the leaders expect such obedience, they will pack the congregation and its works with people who are willing just to take orders without questioning, and without reflection.  

3. True Meaning of Obedience

Obedience can be seen as control or as freedom. The religious best understand the truth of both the situations. On the one hand the religious followed the martyrs who defied all authority to follow the highest law and became the most liberated of all. In the past religious life also sanctified permanent infantilism and called it ‘Holy Obedience’ and became the most controlling system of all. Strangely, religious life vacillates between two extremes: one that makes immaturity unacceptable and the other that makes adult decision making suspect!

In the past, the argument for control took precedence over all others. The notion of dependence on God was institutionalised as dependence on those who ‘stood in the place of God for us!’ The religious became the agents of the philosophy of the divine right of kings, and against all modern democratic thinking. Democratic thinking is not for us religious, some still argue.
 In such a dispensation, authority is dangerously concentrated in a few. Respect for human responsibility, personal authority is diminished. People are expected to learn to ‘take orders’ and ‘do what they are told’ without any questions. Such understanding of authority dehumanises and corrupts the very concept of leadership, adulthood and the dignity of the entire human race. 

Philosophers of the enlightenment taught that authority depends on the consent of the governed and what they do not permit cannot happen. Look at Jesus who contests Pilate, argues with the Pharisees, and heals paralytics on the Sabbath on behalf of higher laws! Real obedience lives on earth with one eye fixed on the kingdom of God. It is ready to serve at all times, and is independent and critical of every structure that makes uncritical claim on it. 

The spectre of religious life full of adults who behave as docile children is worrisome and will only undermine any role for religious life in contemporary society. We need to listen a lot more to life than to authority. There are more authorities in life than the so called people in power. We need to listen to the quiet voice of the spirit within us. We must learn to seek the truth, learn to question, and learn to search. Obedience is about life enriched with the awareness of personal responsibility. 

4. Individuality and Obedience versus Individualism and Authoritarianism

A significant challenge today is to maintain the balance between the individual and authority, both are important. When corrupted, we will have individualism and authoritarianism, both are dangerous. Authoritarianism gets confused with leadership, whereas collegiality can degenerate into leaderless-ness. Some groups allow no individuality, some individuals accept no leadership. 

Individuals, developed to their limits, make the charism of the group a living truth. Authority functions best when it can bring direction and unity to a group, when it can raise questions that the group needs to face. Authority does not exist to give orders. It exists to facilitate the group’s ability to facilitate itself. The answer of religious life to the tension between authority and the individual is the common commitment of both the leaders and the members, to the charism and to the commitment as a community to the Gospel. 

Unfortunately, religious life has trivialized obedience. The vow of obedience has taken people far from Jesus who taught with authority, cast out demons and confronted the authorities of his time. All abuses in history have been masked as ‘the will of God for us.’ It is also much safer to comply than to confront. Unfortunately, it is also much more common.

5. When Obedience becomes Prophetic

Real obedience can only be the moral choice mediated by the highest laws of God in the deepest recesses of the human heart. Anything else is mere submission, perhaps, but not obedience. The subject matter of obedience does not refer to matters of organisational arrangements, a basically amoral task. These may indicate respect for order, but are not of the calibre for the vow of obedience. Subject matter of real obedience includes only those things that threaten the moral quality of the human soul: to protest the wanton killing of the innocent for power, to refuse to support the oppression of a part of human race, to defy governments that deny rights of people, to protest injustices against the poor, the marginalized, to stand for the rights of dalits and excluded people, to stand up for victims of rape and victimization, and so on. 

Obedience is a mighty weapon against the oppression of the poor, the raping of the vulnerable, and the godlessness of those who seize power to subvert the will of God for humankind. Real obedience listens to one law only and measures everything by its standards. Nothing but God’s will, can justify the giving over of a life to the direction of others. Obedience frees; it does not diminish, let alone enslave a person. 

Genuine obedience demands considerable maturity, independence, autonomy and humility enough to risk the consequences of the representation to authority of an unpopular or contrary position can take. At the same time, obedience enlarges the scope of personal experience in order to take account of the experience, wisdom and insight of others. Religious obedience is not reckless independence. It does not obviate leadership, it demands it. The progress of a group depends on the ability of a group to face and deal with the issues that face it. To obstruct leadership in the name of personal maturity, of higher obedience, then, is to obstruct the progress of the entire group. If anything is necessary to the development of religious life today, it is real leadership, not authoritarianism, not personal resistance masking itself as personal autonomy, or ‘conscience.’ The fact is that the leaders cannot lead when groups confuse autonomy with maturity.  

Obedience requires that we listen to everyone so that when winds of change blow we may hear clearly those through whom the spirit speaks most clearly. Obedience requires of us to listen to the poor and hear the excluded. Obedience listens to everyone through the filter of scripture. Obedience is an enterprise of equals in search of the will of God, not an exercise for children intent on keeping all the parent-figures of life satisfied and happy. 

The function of religious life is to make obedience to the highest law, the will of God, visible to all humankind. Obedience ultimately depends on choice. Choice makes one’s witness real. Those who lack leadership qualities will fall back on authority. Those who insist on their authority destroy all possibility of obedience and all scope of leadership. What we do not choose freely, we have not chosen at all. 

In a world where exploitation and oppression goes unchallenged, where sexism go unnoticed, where authoritarianism goes uncontested our choices make religious obedience valuable. The world does not want and will not tolerate religious who stake their spiritual lives on institutional approval and define their sanctity by their inability to make a decision, to take a position, to choose for themselves between the moral, the immoral and the amoral. Religious obedience that makes no choices, makes no difference to the world at large, is not obedience at all. It is at best an exercise in childishness in a world that needs defiant saints.

6. Consequences for Leadership-Administration

The challenge of professional leadership and administration is to strengthen the prophetic dimension of administration in Christian institutions. All the ills of traditional praxis, control, individualism and domination will give way to participation and partnership. The style of communication would be to seek the will of God together. The mission and tasks will be seen as the understanding of God’s will. Leadership will be exercised in seeking and facilitating God’s will. Everyone will be helped to participate freely and willingly. Everyone will be enabled to fulfil their roles with autonomy as well as collaboration, with personal authority and respect. Boundaries, rather than become rigid, will become more and more permeable, allowing reciprocity and the common seeking of higher goals, while being engaged responsibly in the current tasks. 
Chapter XIV
BUILDING COMMUNITIES OF DISCIPLES

AND ESTABLISHING THE KINGDOM
According to a modern mantra, ‘none of us is as smart as all of us.’ Our performance is at its best when we work in a team. Speaking of Jesus’ style of leadership and team building, Laurie Beth Jones writes, “He hired 12 incompetent guys. None of his disciples had any experience in becoming ‘fishers of men.’ The only one with any real education was Judas, and he was Jesus’ only turnover problem. And yet, with this diverse, seemingly ragtag group, Jesus changed the world for ever.”
 

After the discussion of the vows, the natural conclusion on prophetic leadership administration is community. If the mission of Christ handed on to every one of the disciples is the establishment of the kingdom, then the building up of communities is the sign that the kingdom is being realized. The community is the locus where the command to love is best realized. Jesus formed a team of twelve so that they will practice what he taught. All of us are aware that the task of Jesus was not so easy. Even days before his passion they were arguing about who was the greatest! Jesus patiently led them along the path of mutual respect and love. His final prayer was “that they may be one, Father, even as you and I are one” (Jn. 17, 11).

Jesus had taught them to gather together ‘in my name’. He had sent them out two by two (Lk. 10, 1). They gathered at the house of Simon Peter. He dined with the sinners; he had his parting chat with disciples when gathered together for the paschal meal. The disciples continued to stick together after the death of Jesus. Gradually they made their way of life what Jesus taught. Of the early disciples, we read in the Acts: they were “of one heart and soul, no one claimed private ownership of any possessions, but everything they owned was held in common… There was not a needy person among them…and was distributed to each as any had need” (Acts 4, 32-35). 
1. The Dynamics of Community Building

a. History is full of examples of difficulties faced by people staying together. When Adam and eve sinned, Adam at first blamed his mistakes on to Eve and Eve in turn on the snake. Blaming breaks relationships; owning up and taking responsibility builds up relationships. 
b. Individualism is the opposite pole of community. Yet individuality is what makes the community meaningful and relevant. Persons with clear identity or individuation are, so to say, the building blocks of a consistent and reliable team. 

c. Self-confidence is very closely lined with self-esteem, a sense of self-worth. People who value themselves value others spontaneously. When people with self-esteem come together, mutual trust builds up naturally. 

d. In mutual relations, there is exercise of power at the boundaries where contact is made. Respect for one another will result in sharing mutual space. Boundaries will become permeable. Relationships will grow. Teams and communities will be formed. The opposite choice is to remain separate or isolate. Community or team building is a choice that cannot be made once and for all.
e. Participation and partnership build up a sense of involvement and belonging. Team members feel included and are likely to think, speak and act for the common cause. 

f. The words communication and community have the same root. What helps deepen communication also builds up community. Conversely, communication problems are also community problems. 

g. Communities can happen by accident or even by miracle. Communities can also be built up consciously and by choice. On the other hand, unconscious factors can build up or even destroy communities. 

h. We can learn about community just as we can learn about swimming or flying. Relationships cannot be built and people cannot grow unless we learn experientially: by sharing, rubbing shoulders, planning and deciding together, consulting and expressing views, expressing love and concern, communicating feelings and needs, and so on. 
2. Stages of Community or Team Building

Everyone likes to extol team work or talk of building communities. Yet to begin the process is usually with mixed feelings which include a certain degree of anxiety. Hence it is natural that initially we fake it. Members appear to be pleasant and avoid disagreements. We could call this a ‘PSEUDO-COMMUNITY’.

Some people find it difficult to go on pretending. People begin to express individual differences. The groups then moves to the second stage of community development: CHAOS. Just like developmental crises, chaos can be uncomfortable. It is difficult to stay at the truth of differences. If expression of opinions are allowed and encouraged, disagreements too will surface. Fortunately, these are out in the open. Efforts are made to change people and to make everything look normal. Other people resist such attempts. From the chaos and confusion it may appear that the group has degenerated from pseudo-community into chaos. Fighting openly is better than pretending there is no division. It is painful and it is only a beginning. The members could become gradually aware, with the help of compassionate leadership that there is need to move beyond differences and disagreements. 
All are eager to come out of the chaos. Some wonder if the faked community weren’t better than the present chaos. They are ready to go into organisation, but then, organisation is never community. They will squabble over what to do, but not go into the real thing which is EMPTYNESS. Emptiness is the process of emptying oneself of all the barriers to communication – such as feelings, assumptions, ideas and motives. These include expectations and pre-conceptions, prejudices, ideology and beliefs, the need to control and so on. Giving up all these is a sacrificial process. Hence the stage of emptiness in community is a time of sacrifice. This is a kind of death that is necessary for a rebirth. It is the key to the transition from individualism to genuine community. Hence it is a process involving little death in the individuals that make up the group. It is also a process of group death. This is an extraordinary testament of the human spirit: given the circumstances, we human beings are able to die for each other. 

When the process of death has been completed, the group finally enters the stage which can rightly be called COMMUNITY. Here a soft quietness fills the atmosphere. There is deep sharing. Emotions are truly expressed, the communication flows freely. The group has become a community. They enjoy the experience, benefit from the healing that accompanies it. Another dynamic task remains now: community maintenance.   

3. A Non-Hierarchical Team

In a dominator model of society and in a capitalist economy, individualism is glorified. Ayn Rand wrote in her novel, Atlas Conquered, “I am an Individualist, I am a Capitalist.” Domination, particularly patriarchy, has been prevalent from the beginning of known history. Capitalism is of recent origin. The human nature, created in the image and likeness of God, strives for group existence and living. History also has evidence that two types of societies existed: the dominator model where there was ranking of one half of humanity over the other, and the other in which social relations were primarily based on the principle of linking, best described as the partnership model. In the second, diversity, including the most fundamental difference in our own species – between the male and the female – were not equated with either inferiority or superiority.

Jesus aligned himself with the marginalized and promoted equality. His kenosis was the basis of his work of salvation which was also a basis of community building and the building of his church. The community where people live the commandment of love, as the early Christian communities, are the building blocks that make up the kingdom, now and for ever. 

4. Community Life

Religious life, or vowed life, cannot be seen apart from community life where committed people share life and mission. They also support one another to live their commitment in fidelity to the Gospel and the charism of the institute.  It is community life that will test the strength of one’s fidelity. It will also provide opportunities for promoting styles of organisation, governance, administration in keeping with the Gospel injunctions. Community life gives the opportunities for the members to be enterprising for the sake of the kingdom. It will be the testing ground as well as the launching pad for new initiatives, including this effort at Administration that will help to live and promote the gospel values. Let us remember that ultimately the command to love is a call to community. 

Religious communities, with the vows of poverty, chastity and obedience become the sign of the kingdom in all the areas of the mission and Gospel praxis. The mission and the vows make sense only if lived in community. Otherwise we will know the theory of swimming but will never enter the pool. We will be left out of the kingdom; the door will be shut before us. Leadership-Administration instead can take up the challenge to build up religious communities that could form the nucleus around which wider communities can be built. These will be communities of disciples who live and work, in teams and in partnership, the spirit of the Gospel.
PART IV
LEADERSHIP-ADMINISTRATION
AS SPIRITUALITY
Challenge of Gospel Based Administration Today
CHAPTER XV
RELIGIOUS AND PRIESTS IN LEADERSHIP-ADMINISTRATION TODAY
Living holistically would mean among other things that public commitment matches one’s life and service. By religious profession, religious publicly bind themselves in the eyes of the Church and of the world to begin a new life, which is to be lived out in permanent dedication according to the charism of the institute. The institute in turn recognizes the individual vocation and helps each one to develop it to the full. The religious commitment is made and lived in a community of other committed members who function within definite roles and structures. All are part of the civil society.

The profession of a religious, and the ordination of a priest, have administrative implications. All institutions, whether run by the governmental or non-governmental organisations, for commercial purposes or for service, follow certain norms in their administration.  These are applicable to church-related institutions too. People are generally are very positive towards religious institutions, and appreciate the work they do. Yet there may be certain characteristics typical of our administration that may not meet the accepted professional standards. Let us look at some of these.  

1. Religious in Leadership and Administrative Roles
Priests and religious are appointed or ‘given obedience’ to carry out a role in leadership-administration. Sometimes the appointment is made bypassing the normal procedures of seniority, qualification or capability. This is possible because of the ownership of these institutions by religious orders and the church. Such a person’s accountability, if at all, is merely to the appointing person or the management. An impression may be created that these people receive all authority from outside, and are not accountable to anyone else in the immediate organisational set up. Our profession and our ordination, rather than make us accountable like good stewards, give us entry into a privileged class. Power and positions, and not having to be accountable, are among the most coveted privileges.

2. When Leadership and Administration are pictured as Apostolate

Administration is a secular activity. Priests and religious try to see administration as apostolate. It is as if the leader-administrator is appointed to look after moral and spiritual welfare of the people involved rather than fulfil the task of leadership and administration. Those who give the direction, as well as those who administer, seem not capable of understanding why they need to be accountable to the people with whom they are involved as spiritual fathers and mothers. Such leaders and administrators tend to act as hierarchical superiors in the enterprise rather than as stewards who are accountable for all they do or do not do. There is also the real danger that they consider whatever they do as gratis, as favours done. It would be as if the employees have no inherent rights. Even the salary paid will be viewed as charity given. This situation evidently has the inherent danger of being very unprofessional. There is the danger of refusing to look at one’s lapses or excusing oneself saying that one is doing so much service. The real issues get blurred. Professionalism will give way to ad hocism and arbitrariness. 

3. Religious Profession, Ordination and Privileges

Religious profession sometimes serve as an excuse for privileges and, to that extent an escape from responsibility or accountability. People who mix up expectations with reality generally tend to see us as special people. On the other hand, we may develop “a holier than thou attitude.” This position seems to get a further boost with ordination to the priesthood. On the ladder of privilege, we religious and priests tend to consider ourselves higher than the majority laity, with the religious being considered quasi-clergy. All these, in spite of the teaching of Vatican II on the Holy People of God, and the Gospel injunction, “Whoever wishes to be great among you must be your servant” (Mt. 20, 26b). 

4. In a Dominator Model of Society

We live in a dominator model of society, where hierarchy or ordering of society according to status or rank is common. Inequality is considered normal. This way of understanding the ordering in society naturally finds its way into the style of administration as well. The use of the word hierarchy
 that was originally meant as a way of understanding holistic development has unfortunately degenerated into a way of defining inequality and getting away with it! If our administrative styles are to promote the values of Christ, then we need to think beyond ranking or hierarchy. 

Unfortunately, the dominator model blocks the realization of the Gospel values. We need to reinvent administrative styles that promote Gospel values. Some say that this is wishful thinking and inequality is a characteristic of human existence. Others point out that historically there have been societies that were neither patriarchal nor matriarchal, in other words, not having domination by any group. They call these gylanic
 societies. In such societies there is partnership and no domination. They are quick to add that Jesus promoted a style of relationship or of social interaction based on equality. “You know that the rulers of the gentiles lord it over them, and their great ones are tyrants over them. It will not be so among you” (Mt. 20, 25-26a). Interestingly, many contemporary approaches to management based on sound psychology are in keeping with these Gospel ideals and can be adapted to promote them. They consider domination a dysfunctional behaviour which requires therapy. 

5. Leadership and Administration
The practice of administration is closely linked to leadership. The style of administration has to match the style of leadership. So when we speak of Gospel based administration we acknowledge that it is in accordance with Gospel style of leadership, in accordance with the way we understand authority and exercise it in the congregation and in the Church. Leadership includes the pattern of taking decisions, how authority is shared, how tasks and roles are distributed. Administration just mirrors this style of leadership. The catch is this: we cannot have a Gospel based administration without an equally Gospel based leadership. We need to move from hierarchical to servant leadership. 
6. Clericalism

Whatever we have said about the religious life is true to even a greater degree of priesthood in the Church. For one thing, Priesthood is historically tied with compulsory celibacy. The vow of Obedience for the secular clergy is even more awesome than for those in religious life. As regards the vow of poverty and community life, even though these are not compulsory, the absence of these may be said to be the bane of secular priesthood.  A vast majority of male religious are priests and “they are still to resolve their priestly identity which is the cause of the crisis of religious priesthood in the Church today which is projected on the ‘lay’ religious.
 All these combined with the strongly hierarchical nature of the Church makes the clergy the carriers of clericalism, one form of domination in the church today.
7. Gender Perspective 

The issue of the dominator model of society begins with gender domination. The male religious, accustomed as they are to all male settings, tend to take for granted many gender related issues. The various roles, including male and female roles, have their implications in leadership-administration. The practice of the vow of chastity and its impact on leadership-administration needs to be taken note of. Chastity has to do with relationships. Authentic practice of Chastity will lead to healthy relationships and sustain a sound administration. The structures of a dominator model of society will certainly exert its negative influence on our style of leadership-administration unless we deliberately choose a different model. At any rate we need to revisit our leadership and administrative practices and ensure that they are gender sensitive and to that extent closer to the Gospel ideals.

8. Motivation

The vows are at the service of the mission. They are not an escape from responsibility or accountability. Seeking privileges goes against the very intent of the evangelical counsels. Privileges also strike at the very root of any professional administrative praxis. It will not be far from the truth to say that privileges already enjoyed by those in the present dispensation will be among the motives of those who seek to join priesthood and religious life. Like any helping profession, priesthood and religious life are very demanding and only those who are ready to “to take up their cross” will ever choose to enter it. Yet there are many eager to join the helping professions. We need to look at the unconscious motivations as well as other human motivations that prompt people to join religious life. These drive us on even more than the conscious and other higher motivations. These include such human motivations as wanting to dominate.
 We need to keep in mind our real motivation to understand better our style of administration and our choice of administrative practices. 
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CHAPTER XVI
SPIRITUALITY FOR THOSE INVOLVED IN 
LEADERSHIP-ADMINISTRATION
The history of the church is a testimony to the faith of the followers of Christ who accepted the Gospel way of life. The initial reluctance, rejection, denial, even betrayal by the first disciples leads to true repentance after the Resurrection. The early Christian community is a shining witness to the disciples taking Christ seriously in spite of having to go against all that their contemporaries did to thwart their efforts. Leadership as humble service remained the watchword, with many even willing to give up their lives for their convictions.

History of the Church is also full of examples of people who constantly returned to the original spirit and invited others to follow their lead. Religious life aims at living this original spirit of Jesus captured by the founders and applied to their times. We too have left everything to follow the Gospel Way. Jesus of the Gospels does not take us into an unrealistic utopia; he wants us to recapture the purpose of the creator who created us in his own image and likeness. We need to grow into full human maturity to the measure of the full stature of Christ. 

How do we do this? When we learn something, we try to understand the concept, and learn the skills. When we have true understanding or total awareness we will be captivated by the new learning and even transformed by it. The teachings of Christ are not merely fascinating ideas or remarkable possibilities. They are an invitation to a new way of being. Jesus is calling us to a new spirituality, the Servant Spirituality.
The most effective way to ensure realization of a Gospel style of leadership and administration is to understand the spirituality that will make meaning in our lives as leaders and administrators. It appears that servant spirituality is the only realistic and possible way if we want to be fully human and accompany others in this growth process. Kenosis is the starting point, or the first alphabet, note or step in this new learning. This Manual on administration has been an attempt to capture the spirit of servant spirituality into our administrative praxis. 
Our task is not to improve people or change them, rather to create the conditions that facilitate change. Our role is to engage in the primary task or mission of the organization and assist others too to engage in the primary task from their particular roles. Good leaders or administrators understand the boundary conditions of their own roles and assist their team members to respect boundary conditions of others in role, while engaging in the primary task. It is in this way, each one carrying out one’s duty / fulfilling one’s role faithfully that we will become holy.
If we want a transformation of leadership and administrative styles according to the gospel spirit of Servant Leadership, it would not be a bad idea to understand how change takes place and how to facilitate that. Whatever facilitates following of Christ as servant leaders can be understood as growth in spirituality. 

Johnson M. Johnson, in his book, Characterological Transformation – the Hard Work Miracle, says that a change to be real it must be at three levels: cognitive, affective and behavioural. A true spirituality will lead to a change of heart. Ultimately, conversion is from God. We continue with our efforts with full trust in God, like the resourceful servants who traded the master’s resources to produce more. We will learn the ways of Jesus and its application in our particular contexts (cognitive). We will love Jesus’ approach and deal with all the difficulties, disappointments, pain, anger, fear, joys and sorrows that come with our functioning in the role of leadership-administration  so that we will be more and more at home with the servant character that we are learning (Affective). Finally we will develop day to day behavioural patterns that are congruent with servant leadership style of Jesus. In short our attitudes, feelings and actions will radiate servant leadership. 
What are then the areas where we need to bring about transformation, so that we will grow in servant spirituality?
1. To serve, rather than be served. 

Ken Blanchard, in his book, Lead like Jesus, looks at different situations where we act as leaders. In each of these we influence people, either positively or negatively. We also make a personal choice as to how we use this influence: Do we seek to serve or to be served? If our driving motivations are self promotion and self-protection, then we will be using this influence with others to fulfil these needs. If we are motivated by service and dedication to a cause or a relationship, then we will model and encourage these values in others.

2. We begin with ourselves: The Mind of Christ
We need to accept Jesus as our Leadership role model. We need to be transformed first. For the followers of Jesus, servant leadership is not an option. It is a mandate. We have to become a living statement of who we are in Christ. We must have the mind of Christ.

3. Trusting one another

Unless we trust and generate trust we cannot love. Love is possible only when we are willing to give up all for the sake of the one we love. Only the one with the attitude of a servant can truly love and work in a team. Like a mother who is like a servant or even a slave for the child. That is what Jesus did too. 

4. Community

Mutual trust is the basis of community. The triune God is community and he wants us to function in teams and communities. The early Christian community made it possible for different people to give of themselves like Christ did. Without kenosis love is not possible, nor community. 

5. Communication

Communion and communication are closely linked. We can have skills to communicate. Yet finally we communicate only what we are. If we are imbued by the servant spirituality, then all we say and do will communicate the same spirituality. 

Conclusion: 
Prof. K.B. Kumar defines Spirituality as “one’s character or quality that makes one transcend the barriers of worldliness, caste, creed and nationality, and realize one’s connection with the Ultimate reality.”
 Applying this definition to servant spirituality we get the following: “the characteristic of a servant, by one’s self-emptying, puts us beyond all possible attachments or prejudice and connects us with the triune God through Christ.” 
 Annexure 1

SERVANT LEADERSHIP IN AN ORGANISATIONAL SET UP
(Transformational Leadership Model)
Introduction
Jesus practiced what we would call a LIFE ROLE LEADERSHIP and not ORGANISATIONAL LEADERSHIP. As Ken Blanchard and Phil Hodges would say in their book, Lead Like Jesus, Jesus set out on a transformational Journey. He started the process by transforming himself.
 Only then did he venture to transform others, individually and in groups. In his life time he did not take to organisational leadership. Organisational leadership would have been the next obvious step. 

Jesus spent a whole life time training his disciples in the first three levels, viz. personal leadership, one-to-one leadership and team leadership. The challenge then and now is to maintain the spirit of servant leadership at the fourth level as well.  
Transformational Leadership Model






1. Organisational leadership Modelled on Servant Leadership. 
Step 1: Having a Clear Picture of the Situation

1. What is the mission? (Primary Task)

2. How is the mission carried out?  (Secondary Tasks)


3. Who carries out the mission and in what specific function? (People in Role)

4. How are people in role related to one another and to the mission? (Boundaries)
5. How do they understand and exercise authority?
6. What is the style and level of communication?
Step 2: Tasks of the one in the role of the Leader-Administrator
1. Clarification of the Primary task and secondary tasks of the institution along with the team, leadership as well as members. This will include the vision and mission statements, objectives, strategies, steps to be taken.

2. An organogram of the team.

3. A detailed job description for each one in role.

4. Clarification of inter-role relationships and boundaries.
5. Assisting in managing boundaries, rather than managing people.
6. Agreement on the way decisions are taken and authority is exercised.
7. Facilitating Communication and developing communication skills.
Step 3: Staffing
Determining the precise number of personnel required to carry out the primary task of this institution most effectively.

Not having sufficient number or having too many people without sufficient work, both will affect the functioning of the team.

Step 4: Servant Leadership ensuring
· A perspective that each one is unique, and is there to serve, not to be served.

· Reciprocal Trust.

· Community sense: of being part of the team, sharing life and mission.
· Humble service with Responsibility.
· Organisational Effectiveness, in achievement as well as in relationships.
· Self-Esteem.
2. Some Clarifications
a. Job descriptions

· To be committed to writing after a discussion with all concerned. 
· To be made known to all, and not to be kept private.
· Helpful to engage in the primary task and to manage boundaries. 

b. Boundaries

This is the ambience in which different role-holders function. They indicate the limits within which everyone carries out their responsibilities. 

· Task boundaries
· Role boundaries
· Time boundaries
· Territory boundaries
Boundaries are illusion because they have no value in themselves but to facilitate the accomplishment of the primary task. 

· Rigid boundaries prevent interaction and the accomplishment of the task.

· Permeable boundaries allow healthy interaction.

· No boundaries will result in confusion and conflict.

c. Not following job description will result in:
· Not engaging in the task
· Interference into other roles and allowing others to interfere.
· Loss of Identity
d. Exercise of Authority and Decision Making 

· The way authority is exercised and decisions are taken, will indicate whether a particular administration is Gospel based or contrary to the Gospel.
· Authority is to be based only on self-esteem and one’s role.

· Authority is to be exercise and decisions taken only in role.

· Decision making can be within one’s role or taken collectively.

· Decision making is a skill to be honed by everyone.
e. Reporting and Keeping of Records

· These are helpful in understanding and managing boundaries and to communicate the truth of what has happened with regard to particular events / programmes.  
· How you worked as a team.
· How you engaged with the task.
· How you engaged in role.
· How you got lost in tasks not linked with the primary task

· How unconscious factors are at work in the organisation 
· Records help to preserve information that will be required periodically and which needs to be accessed at short notice.

· Records need to be kept always up to date. 

3. Organogram
· An organogram tells where each one in role stands in relation to all others in role while engaging in the primary task of the organisation. 

· Servant leadership requires a non hierarchical structure. The organogram need to be circular and horizontal rather than pyramidal and vertical.
Let us look at some significant possibilities for organisation: 

a. Organogram that is Hierarchical or Pyramidal

In a dominator model of society, hierarchical organisation is common, so also autocracy, dictatorship, caste hierarchy, patriarchy or male domination.

· Leadership – Council/department heads – Membership

	TRADITIONAL / HIERARCHICAL
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· Alternately, Leadership – Council / Department heads – Expanded council – Membership

· Both these follow Command and control model.

· Initiatives have to come from above, and it is unlikely.

· Initiatives from down are frowned upon.

· Networking is difficult. 

b. Organogram that is Concentric (Michael Blomberg, Mayor of New York after 9/11)
· Shifts to where the staff are working: He is there “One-among”

· He is still in charge. 

· More communication, collegiality.

· More open space where communication and decisions flow more easily.

· Leadership is in the middle (at the hub, instead of on top)

· Encourages more reciprocity between leadership and membership.

· Leadership is not concentrated in the middle, but extends outward as other subgroups take the lead in their respective areas.

· Sub-groups are not simply committees that do work delegated by the leadership, but work groups with distinct areas of responsibility and authority. 

· While the emphasis is on coordination, integration and planning, they have a specified degree of autonomy to implement and make decisions. 

Concentric model could be organised by function or by area.
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i. Concentric Model when Organised by FUNCTION, 

· Different groups come together to take up various functions or responsibilities.

·  These are coordinated with leadership.

· Leadership serves as the primary locus of integration and coordination and retains whatever authority is agreed upon. 

ii. Concentric Model when Leadership is by AREA: 

· Useful when geographically dispersed. 

· Each local sub-community will have a team to assist in coordinating.

· These teams, including central leadership team, follow the concentric model and not the top down approach.
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Central Leadership:

· Their primary purpose is coordination, integration and planning.

· They too have certain amount of autonomy to implement and to take decisions. 

3. CIRCULAR LEADERSHIP

i. When Leadership is as one Among

· The leaders function with the same kind of reciprocal power as do all other small groups or teams.

· They are not atop a pyramid.

· Each small circle, including the leadership circle, has responsibilities and powers distinctive to their respective areas. 

· All these share power among the members and with other circles. 

· Leadership circle does not wield power over others except in their designated responsibilities. 

	LEADERSHIP AS ONE AMONG
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ii. When Leadership is as one Circle

· The entire circle functions as a leadership team.

· The traditional responsibilities of leadership are distributed to members in smaller circles.

· There is no team of just three or five.

· Leadership is all who participate in small circles who, in turn, make up the large circle.

· All major decisions come to this large circle forum.

· Other decisions are made in their respective smaller circles.

· The large circle sets the direction, make final decisions and agreements and discerns who participates and how. 

The official leadership chooses to function in a similar manner as other members. They have their distinctive responsibilities, and share power with other members who likewise have other distinctive responsibilities. They share power and mutual responsibility like others.
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4. Circular models encourage 
· Commitment to RECIPROCITY among members and leadership.

· Dignity of the person, self-worth and self-esteem.

· Authority that comes from within: Personal Authority and being self-directed.

· Use of power is to fulfil roles.

· There is equality, no superiority of anyone in role, no hierarchy.

Note: The whole is greater than the parts 

(Acorn – Seedling – Tree or Child – Adolescent - Adult):

There is no hierarchy, no ranks as among unequals, but only development and growth, i.e., holarchy.

5. Circular Models of Leadership is birthing a new way of being and lead to: 
· Honest appraisal of who can do what.

No one who is capable of doing something is left off the hook or allowed to remain on the fringes to do their own thing. 

· Co-responsibility and mutual accountability are guiding principles, not lip service.

· Faith in themselves and one-another.

· Growth of people to be self-directed, with personal authority, not dependent.

· Use power at one’s level and sharing of power

· Resolution of two questions equitably: 

Who has the power to decide?

Who participates in decision making?

APPENDIX 2
Qualities of a Professional Leader-Administrator 

1. Clear vision about the mission of the organisation.

2. Understanding the Primary Task

3. Clarity about personal Role

4. One who manages boundaries well

5. Uses authority within one’s role

6. Is aware of unconscious factor that work in his style and the organisation.

7. Promotes participation and dialogue at various levels. 

8. Practices immediacy in decision making

9. Has High Self-esteem

10. Reliable and Trustworthy

11. Competent or consults people with skills, ability or experience.

12. Conducts oneself appropriately

13. Owns up decisions, including mistakes

14. Enjoys team work and is a community person.

15. Can stand alone and avoids dependency.
16. Promotes individuality and personal authority.

When we are not professional

1. Ad-hoc and Arbitrary decision making
2. Dominating and authoritarian

3. Procrastinate
4. Miss primary task, lost in secondary tasks

5. Amateurish in the name of informality.

6. Take decisions without consulting

7. Unduly delay decision making, even with the excuse of consultation

8. Do not use our authority in role

9. Seek to handle finances directly

10. Over controlling

11. Do not own up mistakes
12. Inappropriate conduct, including emotional outbursts.

13. Suspicious

14. Individualistic, avoid teamwork.

15. Hierarchical
16. Makes people dependent
APPENDIX 3
Profile of a Servant Leader - Administrator
1. Alert

2. Available

3. Caring

4. Collaborative

5. Committed

6. Dedicated

7. Efficient

8. Emotionally Balanced

9. Gentle and Firm

10. Gospel based

11. Human 

12. Mission oriented Budgeting / Financial Transactions

13. Open to the young

14. Professional

15. Responsible

16. Sensitive

17. Servant

18. Service-minded

19. Sharing

20. Simple and Cunning

21. Steward

22. Transparent

23. Welcoming

(Courtesy: Local Economers, INC)
APPENDIX 4
Meaning of the word ‘HIERARCHY’

Hiero- means SACRED or holy and -arch means governance or rule. The idea of “Hierarchies” was introduced by the great 6th century Christian mystic St. Dionysius the Areopagite. It referred to nine celestial orders, with Seraphim and Cherubim at the top and archangels and angels at the bottom. These celestial orders represented higher knowledge and virtue and illuminations that were made more accessible in contemplative awareness. These orders were ranked because each successive order was more inclusive and more encompassing and in that sense ‘higher.’ Hierarchy, therefore, meant ‘sacred governance’ or ‘governing one’s life by spiritual powers.’

In the course of Catholic Church history, however, these celestial orders of contemplative awareness were translated into political orders of power, with the Hierarchies supposedly being represented by the pope, then archbishops, then bishops, (and then priests and deacons). As Martineau put it in 1851 “a scheme of a hierarchy which might easily become a despotism.” And already we can start to see how a normal developmental sequence of increasing wholes might pathologically degenerate into a system of oppression and repression.

A hierarchy is simply a ranking of orders of events according to their holistic capacity. In any developmental sequence, what is whole at one stage becomes a part of a larger whole at the next stage. A letter is part of a word, which is part of a whole sentence, which part of a whole paragraph and so on. What being a whole in one context, is simultaneously a part in another is called a holon. Normal hierarchy, then, is simply an order of increasing holons, representing an increase in wholeness and integrative capacity. To be part of a larger whole means that the whole supplies a principle not found in the isolated parts alone, and this principle allows the parts to join, to link together, to have something in common, to be connected, in ways that they simply could not be on their own. This is the meaning of ‘the whole is greater than the sum of its parts.’ The greater means hierarchy, not a fascist domination, rather, a higher and deeper commonality that joins isolated strands into an actual web that joins the molecules in a cell, or cells into an organism. 

Hierarchies would not then be seen as the rungs of a ladder, in a linear fashion. Stages of growth can be written in a linear order, just as we can write down: seed, seedling, tree / acorn, seedling, oak. This cannot happen in the reverse, acorns grow into oaks, not vice versa. First there are letters, then words, then sentences, then paragraphs, but not vice versa. That not vice versa” constitutes an unavoidable hierarchy or ranking or asymmetrical order of increasing wholeness. 

There is hierarchy in all developmental and evolutionary sequences. For example, awareness expanding from simple images to symbols and concepts, to rules into entire networks. In moral development: reasoning that moves from an isolated subject to a group of related subjects, to an entire network of groups.

In any developmental or growth sequence, as a more encompassing stage or holon emerges, it includes the capacities and patterns and functions of the previous stage, and then adds its own unique capacities. In that senses, and that sense only, can the new and more encompassing holon be said to be higher. For Example: In cognitive and moral development, in both the boy and the girl, the stage of pre-operational or pre-conventional thought is concerned largely with the individual’s own point of view (narcissistic). The next stage, the operational or conventional stage, still takes account of the individual’s own point of view, but adds the capacity to take the view of others into account. Nothing fundamental is lost; rather something new is added. And so in this sense it is properly said that this stage is higher or deeper, meaning more valuable and useful for a wider range of interactions. Conventional thought is more valuable than pre-conventional thought in establishing a balanced moral response (and post conventional is even more valuable, and so on). 

Each stage is adequate and valuable, but each deeper or higher stage is more adequate and, in that sense only, more valuable (which always means more holistic, or capable of a wider response.)

It is for all these reasons that Koestler, after noting that all hierarchies are composed of holons, or increasing orders of wholeness, pointed out that the correct word for ‘hierarchy’ is actually holarchy.
- Adapted from: Ken Wilber, The Essential Ken Wilber, pp. 55-60.

GLOSSARY

Accountability

Administration

Affiliation

Aim

Amateur

Animation

Austerity: The minimum necessary, not the maximum allowed. Live and work simply, so that others can simply live and work. 

Authority

Balance

Bonus

Boundaries

Celibacy
Change

Chastity

Church

Common Good

Communication 

Cycle of Communication

Line of Communication
Community

Control

Development

Dialectics

Disciple

Discipline

Dynamic

Efficacy

Efficiency

Entitlement

Equality

Equity: Individual and communities get what they need and contribute what they have for the common good and building up of communion. Service replaces entitlement. 
Evaluation

Experience

Goal

Gospel

Individual

Individualistic

Justice

Kenosis

Leader

Management

Maturity: Stephen B. Levine’s definition of maturity: “Maturation is a natural personal process that leads to new forms of behaviour and new functions…”
Mission

Monitoring

Obedience

Participation: Build mechanisms of cooperation and a communion of persons without domination or deprivation. 

Partnership

Privileges

Poverty

Power

Professional

Prophetic

Religious Life

Role

Servant

Service

Skill

Solidarity: Those who have more give more to those deprived. All work to undo structures of sin that serve as obstacles to communion.

Spirituality

Stewardship

Task

Transformation

Transparency: Mutuality in all things. All the goods, economic activities and ministerial decisions of members are at the service of the whole. There are no hidden schemes by leadership or membership.
Vows
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Team/Family Leadership


Outcome = Community


Matthew 10:5-10





Organizational Leadership


Outcome = Effectiveness/Reconciliation


Matthew 28:19-20





One-on-One Leadership


Outcome = Trust


Matthew 4:18-24





Personal Leadership


Outcome = Perspective


Matthew 3:13-4:11 








� The term servant leader is taken from the Gospels. One ex-Superior General of an international Congregation suggested that this concept was too archaic and unpleasant and suggested a more joyful expression for the contemporary people. In the evolution of the manual the title itself got changed to the present title, SERVANT LEADERSHIP. On seeing this manual, Fr. Maria Arokiadoss, the Rector of a Major Seminary and a Guanellian priest, remarked that his provincial signed all his communications as, Servant Leader. He was keen to have a copy of the text to take to his leader. 


� It is significant that Luke places this incident in between the narrations of the Institution of the Lord’s Supper and the Passion of the Lord.


� Carroll Stuhlmueller, comments on Hosea Chapter 6, 1-6: “The most beautiful words cannot save an ugly heart. While the words speak of conversion, Israel refuses the consequence of adequate repentance. As one author commented, the transition from conversion to repentance is as crucial as waking up without getting up!”


� Discussion on Equality and Equity: Individuals and communities get what they need and contribute what they have for the common good and building up of communion. Service replaces entitlement. Equity comes from the basic understanding of Equality and is its application in life.


� Kodell, Jerome. The Gospel According to Luke, p. 73.


� Linden, van Philip. The Gospel According to Mark, p. 15. 


� Mt. 28, 18-20; Mk. 16, 16; Lk. 24, 44-49; Jn. 20, 21-23; Acts 1, 6-8. 


� Object Relations theories speak of symbiosis and separation anxiety which is very relevant to understand the growth of the child and later attitudes and behavioural patterns.


� Chattopadhyay (1999), p. 3.


� Rowan (1997),  pp. 12-13.


� Satir (1976).


� The mind of Christ is very clearly stated by Paul in the same letter to the Philippians, 2, 1-4.


� One is reminded of the socialist slogan: To each according to one’s need, from each according to one’s capacity. 


� Chattopadhyay (1999), pp. 7-9.


� Rian Eisler (1988),  p. xvii.


� Lundy, p. viii.


� “The idea of servanthood is well established in the New Testament…. The most frequent word used is diakonos, and refers to a ministry in the church translated as deacon. This term also carries with it a wider sense of service, whether in the context of the Church, as servants of Christ, or to humankind. Other similar terms include oiketes meaning household servant. This equivalent to our word domestic coming from domesticus, the Latin equivalent of oiketes. Doulos is a bond-slave and hence servant without rights. Finally there is huperetes, a term which originally meant one who rowed in the lower and more demanding level of oarsmen in a ship and hence came to mean subordinate. Whichever word you find in the New Testament with respect to servant leadership you cannot come away with the sense that it is conceived of as an exalted position. The pyramid of power paradigm seems to have been inverted somehow by Jesus and his followers. Top down leadership has no place in the New Testament order of things. Power is exercised by servant leaders but they seem to do so from a position or attitude of weakness. For example, when Paul speaks about himself in 2 Cor. 4, 5.7-12: “For we do not proclaim ourselves; we proclaim Jesus Christ as Lord and ourselves as your slaves for Jesus’ sake” (5). After this Paul goes on to explain about treasure in clay jars. 


� See also Mark 10, 43-45 or Luke 22, 25-26.


� Many ideas in this chapter are taken from the book, Introduction to Management, Published by ICFAI (2005).


� ICFAI, p. 32


� Chattopadhyay (2004), p. 1.


� ICFAI, p. 32


� ICFAI, p. 6.


� ICFAI, p. 72.


� Blanchard, Ken. P. 8-11. 


� Wing Commander Luke Rommel reminisces the story of the battle tank. A clerk in the war office had given the idea of the present day battle tank replacing the cavalry. The traditional British were ever so reluctant to give up the idea of the Cavalry that had been the mainstay of the British power for centuries. The idea was leaked to the Germans who grabbed the idea. Later when the suggestion came for armour plating for ships, the senior officers again laughed at the idea. The Germans again armour plated their ships and started torpedoing the wooden British vessels which were hit like sitting ducks. Its costs not to come out of one’s inertia and not keep being relevant with the changing times. 


� Kodell,  p. 39.


� Flaum, 55-60.


� Chattopadhyay (2004), p. 1ff. 


� Wehmeier, p. 172.


� Polster, p. 108.


� Polster, p. 102


� Wiber, p. 31. 


� Chattopadhyay (2004), p. 1ff.


� The idea of authority is based on issues raised by Prof. Gouranga P. Chattopadhyay in “A Fresh Look at Authority and Organisation: towards a Spiritual Approach for Managing Illusion” and from different seminars he has given on related subjects, especially with regard to managing roles and boundaries.


� Gaarder, pp. 398-401.


� Lichtenberg, p. 2. 


� Lichtenberg, pp. 193-194.


� Satir (1976).


� Jesus said, “Not everyone is mature enough to live a married life. It requires a certain aptitutde and grace. Marriage isn’t for everyone. Some, from birth seemingly, never give marriage a thought. Other never get asked – or accepted. And some decide not to get married for kingdom reasons. But if you’re capable of growing into the largeness of marriage, do it.” Taken from: Peterson, Eugene H. The Message, The New testament in Contemporary Language.


� Levine, p. 56.


� The comparison is not accurate, and is not is not intended to be so. The purpose of putting these two sets of categories together is indicate link between human maturity with the practice of the vows – both share a lot of common space and are very much interconnected!


� Murray. pp. 421-428.


�  Chittister, pp. 5-11


� Patterson in his book, In the footsteps of the Wounded Healer, p. 2, cites Max Hammer’s overview of possible dark motivations (11) which often draw persons to helping professions: The need to dominate, voyeurism, exhibitionism, a need for intimacy, a fear of intimacy, omnipotence, loneliness, the need to hurt and be hurt, the need to be loved and needed, search for a self-cure, and the need to escape from oneself. 


� Levine, p. 56.


� Stuhlmueller, p. .


� Chittister, pp. 105-106.


� During a discussion about permissions and poverty, some senior religious remarked persistently: “We control rigorously through a chain of permissions what young religious spend for their personal expenses, but we are very careless when we bury millions in pet projects that are neither budgeted nor properly planned. 


� Chittister, p. 110.


� Chittister, p. 111.


� Murray, 421-428. 


� Chittister, pp. 113ff.


� Goleman, pp. 1-3.


� Eisler, p. 120.


� Murray, 421-428.


� Chittister, pp.125-136.


� Hermeneutics of suspicion needs to be applied here as to every form of knowledge.


� We religious need to make a difference between the meaning of Democracy as meant by the very term and the meaning as practiced in the different countries of the world today. Aberrations in society does not take away the original meaning and spirit. We need not give up a value because it is misused by another. 


� Jones, p.xi.


� Peck, pp. 86-106


� Eisler, p. xvii.


� See Appendix 1 on Hierarchy. 


� Gylanic comes from gylany, a term coined by the author, Riane Eisler, p. 105: “Gy derives from the Greek root word gyne, or ‘woman.’ An derives from andros, or ‘man.’ The letter l between the two has a double meaning. In English, it stands for linking of both halves of humanity. In Greek, it derives from the verb lyein or lyo, which in turn has a double meaning: to solve or resolve (as in analysis) and to dissolve or set free (as in catalysis). In this sense, the letter l stands for the resolution of our problems through the freeing of both halves of humanity from the stultifying and distorting rigidity of roles imposed by the domination hierarchies.”


� Chavez, Pascual, Rector Major of the Salesians of Don Bosco, during his conference to the Perpetually professed Confreres of Hyderabad province, 09 February 2006. 


� See End note no. 44.


� Blanchard, p. 7.


� Professor K.B. Kumar, HoD, Dept. of Clinical Psychology, KMC, Manipal during the 8th Annual conference of the Catholic Psychologists of India on 1st October, 2007 at Mangalore. 


� Blanchard, pp. 19-20.


� Dunn, pp. 25-28.


� Wilber (1998) pp. 55-60.
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