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CERTERING THE PENETRATION SWIRL

1. HNothing, I suppose, has consumed more of our corporate labor than
vhe sustalning of the teaching of RS-I. It is for us, after all, the basis
of all that we do. So we will look at penetration this morning, as an orienta-
tion to the work we will be doing this year in the religious houses.

2, In football, blocking, tackling, running and passing are the funda-
mentals; and when a team weakens, many reasons are sought as to what to do in
order to win the next game. In this situation it 1s very common for the coach
to say, "Back to fundmentals." That means going back to blocking and tackling
and the very basics. This is always cause for great groans on behalf of the
team-~"Surely there's some other reason for the failure than the fundamentals!
Perhaps it was the weather at the last three games. Perhaps it was the fact
that our star tackle was out. Perhaps it was the failure of the formation
strategles that were worked out.”" And the coach says, "Back to the fundamental."
From my experlence, that is not bad advice. So we will apain turn to the
fendamentals of penetration--schedules, prospects, w@cmu@t&ps encounters,
courses and completion.

There is a certain eagerness today to meet the demands of penetration,
¥ the new overwhelming urgency of the penetration task. Everybody knows
the future of the movement rests on penetration. This is now clear; it
been established. The earth depends on it. At the current rate, it will
200,000 years to reach everyone and that is too long. It 1s the key to

0 peopls in our religious houses. This urgency, I think, is our
ever, there is no new messiah that I know of to lead us to the promised
land of massive penstratic Neither fantastic assaults of mass media advertis-
s HOT m%§¥w» g address o hordes of despairing churchmen, not even T-shirts
lazoned in gm%w with "Have vou had RS-I only once?" will do the job. Besides,
there is no need for this kind of trumpe ng, 1o need to sound the trumpet
m&%ﬁi&hﬁ for the messiah has m@mm, and I mean has come again, as the

pared t b@ its corporate deliverance for this task. The urgency which we
spaved us for the task that lies ahead. What is necessary, there-

T@W%w i to am better what we already know, to center the penetration swirl.
"4 man can be a star of the first magnitude in gifts, will power and endurance,
and so well-balanced that he turns with the system to which he belongs without
any friction or waste of enepgy. Another man may have the same gifts or even
finer ones, but the axis does not pass precisely through the center, and he
sguanders half his strength in eccentic movements which weaken him and distrub
his survoundings."

4, We are going to look first at RS-I and then PLC recruitment in the
areas of schedules, prospects, recruiters, encounters, courses and completion,
and the aim, blocks we are encountering and the Imperative of sach.

5, First, the schedule is our basic tool for penetration because that
is the way that the consensus of the movement is formed about penetration.
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! e of that, efficlency is not the first value in planming a course schedule.
This task requires imwwlvxng the wisdom of as many people as possible, and
econducting the planning sessions at well-organized and spirit-filled presidiums
on the basis of a Ffour-year time-line which takes into consideration the geo-
graphical, soclological and ecclesiastical issues in your particular region,

That brochure that is produced then becomes the primary symbol of penetration

as part of a continental model. It should be clear, imaginal and a masterful

art form.

6. The block we have encountered in the area of scheduling is the
tendency to plan out of the immediacies of what is possible in panetration
instead of what is needed. This is not adequate, for those engaged in church
yenewal in the past who have acted out of what is possible have failed, while
those who have acted out of what is needed have spread all over the globe. In
our immediacy oftem times we have planned the penetration schedule without the
participation of the movement, or, for the sake of numbers and imaginal happen-
ings, have scheduled courses we actually had no intention of taking responsibility
for. It is a great thing to say that this is the quarter for four hundred people
to go through RS-I; but it is not helpful if that is not really what you intend
to have bappen. You should plan for what you plan to get. You decide what is
needed and you go out and get it.

7. As we move to the future, we need a significant increase in penetra-
tion through an uniform schedule @f courses, If we were to image this year
having one course each week where every religious house is located, or eight
ourses per quarter, we would have 1,128 courses in the continental United

es, At 20 wen per course, that would be a vast increase in our penetration

8. Second, good prospects make good recruits; bad prospects you cannot

A i That is wvery simple, but it takes a long time to learm. Prospecting
is a tinual job that needs to be done well in advance of a course. The best
forans:] g aye those w@wwmm@mﬁ@d by a pastor, who may or may not be a PLC grad.
?@ is w%&t mf he &4 : er to send a letter informing them of the recruit-
ounter-sign a letter sent out from the Regional’
%aam that h@ thinks they will be interested in the
’ spects; but that, for me, is the
pwﬁml% The mﬁ%@w% are w&mmwm@mr&ﬁ&wm% of friends and of course graduates
-ed 1ists. In these cases, data should be compiled on each prospect,
reeds to receive some kind of letter through the mail before he is

9, The block in gathering prospects is that there is a tendency to think
that any name on file is a good name, especially those names labeled "hot pros-
p@mt from last quarter”. My experience is that not many of those make it to
the course. In Muncie and Lafayette, for example, we called on "hot" prospects
from old courses on twe succeading week-ends and with twenty people working we
secured three pecrults. RS-I penetration is brutal in th#tt sense; the first
contact is the best contact., Therefore, there is no point in keeping files

around on prospects and keeping long lists of data.

10. The imperative here, therefore, is to gather fresh prospects before
each and every course. They n@ad to be recently recommended, which means if a
pastor recommended a man a year ago, he is not a prime prespect new. To get
the best prospects, | ask pastors for the names of the people who hawe been the
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pillars of thelr church for years, but are growing tired, who have a story like,
"It is time for someone else to have a turn." Those people turn out to be the
best prospects fopr RS-I1.

11. Thirdly, recruiters are the key to effective penetration and, at the
same time, the most difficult to deal with. Both excited new grads and old hands
can be effective recruiters. Excited new grads need a careful context for re-
cruiting and careful consideration in the entire recruiting process. New recruiters
should participate in an in~depth training session, which would include a context
a8 to why recruitment is important, a chance for them to role-play a call before
they go out visiting, a team assignment to go recruiting with an old hand, and
a celebpration when the work is done. The key task relative to the old hands is
nurture and capre; and, therefore, we need to pay attention to the symbolic life

in the total happening of penetration.

12. Our blocks with recruiters appear when we look upon asking people to
recruit as "deoing us a favor', when we are apologetic about our recruitment
design, or when we try to make an efficient system for employing people in
recruitment and say things like, "Well, this will only take a couple of hours--
you can go straight there and go straight home," or "You can go on this recruit-
ment call and you can pick up what you need to know from the person who is with

yeu." There are mo short range immediate strategies for training a recruiter or
developing a recruiter net. We need to learn that we are building for the long
now. I guess that has been one of the shifts for me this summer to see

at we do mot do anything that we do not think will allow us to build a movement
the next twenty vears.

In the future, we can sit on our anxieties relative to recruiters. We
W%d this summer that the Mountain of Care is an indicative, not an impera-
is not that people should care for other people--it is not that people
carve for RS-I recruitment--but that pecple do care. That is just a fact
Within every grad there is the urge to tell another man about the

S LOLY has heard. It is that indicative which we must sustain.

14, Then the most difficult control component is the recruiter net, and yet
the long run, that is one ﬁ%xmﬁ that is the key to building up massive
ation. ?%wv@ h & budl s year by vear of more and more
until there is an army. Massive penetration is like building a pyramid.
10,000 men. You do not worry about efficiency. Labor is cheapw-it costs
so we need not worry about using massive amounts of labor, and that is
T have figured that it takes eight man-hours of work for every person
recpuited to s course. That is just the way it has been, and probably the way it
will be. As I have tried to conquer my desire to invent an efficient recruitment
gystem based on some secret, new device to unleash the efforts of a few to pro-
duce massive results, I have been reminded of the way enablement takes place
around here. We do collating with 150 people doing what one machine could do in
#iye or ten minutes opr an hour. Manpower is our gift and our possibility. That
is what will do the job in building a massive penetration effort. I suppose if
I have any one passion in the whole of penetration, it is the building of a
recruiter pet, an army. That is the way to create the miracle of increased
penetration.

15. Fourthly, in terms of encounters, the most effective and the only
proven method of RS-I recruitment is face to face personal conversations. From
my experience, the weekend massive penetration has been the most effective tool
T-11k
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ant. Since it requires eight man~hours for each recruit, a team of
will come back with two recruits, i.e. out of five calls made, one

«mmmly should reglat These fmgum@& vepresent the results of sending out the
Tpoops week Kith a good prospect system, a data card in the

wl after wesk ‘
recyuiter's hand, and a letter in the prospect's hand before the recruiter arrives.
The way that we have been working massive penetration in Cleveland is that we

have one big push for each course. On one weekend we invest the corporate

power ¢ %%w region and send out twenty recruiters. You recruit twenty people

the | of the course, and then leave it for the local people to carry on

v there in weak-night @&ll&mg and succeeding weekends. With a base of twenty
p&@m&@ there, that course should not fail.

16, Now the biggest block a recruitment coordinator runs into is making
it clear to recruiters that the cbiect of a recruitment call is to get a recruit.
We all know that vou are not @rﬁ@mg to get the prospect to like you or to show
him how great the movement or RS-I or the Ecumenical Institute is. Yet despite
all the lucidity we have, we need to focus our minds on how you practically
develop chastity in the midst of the actual recruiting situation so that a
person can always be about his one task in that room. Thus on every recruiting
occasion, someone must prepare the recruiters in such a way that they understand
thelr task that day ls to recrult the people that they call upon for Rs-I. He
must brood, "How do I motivate them? How do I remove the spirit blocks? How
do I give them the practical training that develops a sensitive ear to what is
happening in the recruitment conversation?"

4

w0t in obiective regional structures. A systematic regional penetration
» wore effective than solely local recruitment.: Data needs to be

d on group pecruitment, but for now the massive penetration effort will

on the basis of personal encounter in face to face conversation.

, courses are the crown jewel of penetration. A course can
highly styled event. It needs to be held at a symbolic
3 or a retreat center, and it needs to be designed
gvent is oprchestrated from the time that the
¢ set up of that course, to the receiving
. We know the pedagogical importance
iad on, and that style is also a source
or the tetal penetration effort. OUne can not long continue recruit-
rges that do not come off as highly significant events. I need to

= person that I recruited and invested my life in was at an intentional
holic ewvent.

ation aumh as & @ ¥
guch a way Mfm

19, Though we know its importance, in my experience it is still difficult
to maintain the style of a course, particularly where you want to raise up and
sount on local r@@p@mﬁa%&igtvw For example, this past vear in Lafayette we had
» course at a petreat center in which the kitchen was in the middle of a seminar
yoom, there was no host at the Indianapolis PLC, and in one of our RS-I's in
Xm&imm&pﬁ&m%w our sector coordinator, who has not had RS-I, enabled his own
course. Things like this happen, and yet there will be no future to the pene-
tration effort unless we can have every course be an intentional, highly symbolic
spirit happening.

20. Practically speaking, the course location needs to be secured well in
advance; enablement timelines are needed with clear assignments at every point;
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and only one person should be in charge of the course. The religious house needs
to see that every needed model is provided, that the models are simple, and that
there is a way to see diagrammatically which step comes next.

21. Siwthly, completion means that the course is not over when the meal
closes. The report of the pedagogues needs to be received, and they are to be
taken to the airport. There is the clean-up of the location and that is crucial,
for here we dramatize the style with which we have decided to impact the historical
church. There is a letter of appreciation to the host church, materials to be
returned, bills to be paid. Centact is wade with new grad colleagues, and their
experiences of the course are affirmed. They are invited to a follow-up meeting
and the mames of new prospects are secured. The pastors are informed about which
of their laymen attended the RS-I and told about the kind of event that the course
was. Running courses, it seems, is kind ef like running a Model T. If my father's
stories are correct, Model T's apparently had a way of stalling periodically, and
like the Model T you have to crank the course through each one of its stalls to
its completion. :

22, The religious house is the one whe finally cares for the style and spirit
of the penetration effort, and people will invest themselves only in worth-while
evants in a contemporary colleagial mede. Our goal is to build a growing penetra-
tion system, but the power goes out of a system when ruptures are left unattended.
Therefore, the task 1s to bulld an ongoing well-styled, thoroughgoing, completed
penetration system. That, I would submit, is ocur wmgy‘ﬁop& for the future. .

i ’

23, PLC recrultment is a different world from BS-I. It i# a more sophisti-

stad task, at least in the context of the tradition and history of the church.

vequires a different kind and degree of intentionality. The clergy is the key
o the reformulation of the church, and therefore the task of PLC recruitment
rests on the back of the priors of the religious house: Unlike RS-I, it is not
necessary in PLC recruitment to have & burgeoning recrultment force, What is
esge 1 im a steadily increasing, hard core of recruiters, who know the church
ingide and out, and who get to know the church by going on hundreds of PLC calls.
This core of several key 1 works with the vellgious house as a cadre operating
ot of the image that PLC recruitment is the movement's way of taking responsibility
v the historical church.

2%, In PLC recruitment you are dealing with a fairly limited number of
progpects Therefore, a core of people working one day a week, week by weel,
mmmvi@y by quarter, year by year can impact a large geographic area. For instance,
‘2 called or at least phened every chuch and every pastor in Indianapolis.

; ¢ you we did not call all the laymen in Indiangpelic.for RS-I. The PLC
is & different animal. The job here is nurture and sustaining, not only grads,
but prospects. ’

25. It is important for PLC reeruitment that the schedule be as regular as
possible, so that PLC's can be anticipated within a local area the same week every
quarter, year after year. The schedule is planned a yes% in advance, amd a copy
is kept in each pastor's hand. Also, to imﬁwwms« the number of grads in your PLC,
increase the number of courses, rather than trying to increase the size of the
present courses. It has been my experience that by h&?ﬁn@ ene and trying to in-
crease the number, you will have 25 people.

26, Everv pastor iz a prospect for a ?Lﬂ, and th«% ineludes lay ndn*bastcrs’
Therefore, it is not much of an exaggeration to say that amdimeatcvv is just as
- T~Lllb
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good a source of prospects as the names your friends give vou. In my experience,
one out of seven pastors visited registers for the course, and one of ten will
come.  That means that if vou are starting with new prospects vou have to call on
200 to get a course of 20, and that wmeans 200 man hours of calls alone, or 25 man
dayvs of recruitment.

27.8ince it takes many people a vear or two vears to make it to the course,
we have to maintain contact with prospects, to sustain them until the moment is
for them to come. 1 have not had a great deal of success with this, at
i space of a year, so you will probably still have to make as many ealls
s you would starting with all new prospects; but we need to develop ways of sus-
taining prospects for courses a year or two or three later.

28,Pastors need to be encouraped to give one day per week for PLC recruitment.
It seems that a pastor can sustain himself in his decision to be the historical
church by participating in this activity regularly bv which he seeks to renew
that ailing institution. Recruitment is the pastor's pwimarv missional task in
the movement, and many pastors will be sustained by engaging in no other self-
conscious movemental activity than just going out every week and making recruitment
calls. A kind of clergy collegiality develops around PLC recruitment more so than
in any other movemental activity.

?9.In making a request of a pastor to be a recruiter, it is necessary to present
him with a comprehensive and intentional format for his decision. That means vou
do not say, "We are going recruiting next Tuesday afternoon." You say rather, "If
vou want to recruit for a PLC we are having a training meeting next Wednesday
i ing, and then the following week we will go recruiting." That way he under-
that it is a very serious task. Unfortunately, there are no short cuts
I know of to increasing participation in the movement. Probably the only
- who do participate do so because they have seen seriousness represented, and
} ade an existential decision to participate in that seriousness. All too often
I suppose, it is our own apologetic efforts to see that people are efficiently
emploved that stifle their decision to participate.

30.Now, not everything has been said here about recruitment. Nothing has been
id directly about the coupse drop-off. Nothing has been said about caencellationm,
because T have no plans for fallure and neither should vou. There are just not
zny cancellations., It is wery sisple to spgtand that, and 1+ allows vou to

1 kinds of decisions without worrying very much. If your course is being
:d, you do not woryy about it, You go out and pull it off. That sawes all
F e worrying about whether it is going to cancel or not. Nothing has
Y the First instance about recrultment and the Other World. We have a
new movement, and we have a new spirit screen; but this is no messiah. It will
probably be crucial in sustaining our recruiters, and enabling them to understand
themselves in a new way; but 1t will only be indirectly helpful in the recruiting
itself. MNothing has been said about the enduring values of the course, because it
neads no defense or tribute. :

31.The demands are great now upon us, but we must learn as spirit men not to
live as the great imperative, but ever to invest ocurselves more in the indicative
reality of RS-I, This is the form in which the spirit explodes within us; this is
oye 1i1fe. In the local there will be no sudden increase, no sudden miracle, no
sudden quantum leap in recruitment, but there will be, there needs to be, an
incremental growth ewery quarter both to increase the average participants per
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coupse in every course, from 17 to 18 or from 22 to 23, and to add a course every
quarter. When that happens across 47 religious houses, and across the globe, thare
is a miracle, there is a quantum leap. We will not see it, but we will participate
in it as a covporate body.

32. I suppose if there is a key to recruitment, it is the decision to see
that penetration is the basis of our life., The house priors are a sign of this.
Mest priors will find it necessary to spend two days a week PLC recruiting, and
+wo weekands a quarter RS-I recruiting. The religious houses and other movement
leadership impact the movement with the priority of penetration as they demonstrate
it in the way they train themselves and constantly rehearse their concern.

33. I heard a story last week, abbut an old District Superinendent in

Indiana. He said he was of the old school, which he thought was better tham the

new school, because when he went out to care for his pastors he never pressed them
about their doctrine of the church and never questioned them about structures. He
just asked,' "How many conversions did you get?" That is our final task: to ask
"How many conversions did you get?" T think conversions is a good word, for perhaps
we need to emphasize that there are no gimmicks. There is only a change of conscious~-
ness, a change of mind that will allow a man to go to RS-I.

4, RS-I is recruited not by trickery but because there are people with a
real need to be filled. If they are made aware of that need, they will come. They
mre the ones we want, and theve are millions of these. This, then, is the necessity
and the possibility of centering the penetration swirl.

Herman Greene

T-11k i







