Practical Prodecures August 28, 197

On the original time design of the %é%%% we named this aft

"Practical Procedures.” I began to ask %@3@&;'%%a% that is that is @£§§%§§§%

L
;‘i .

from what we have been talking about, 8o I %%gﬁ thought that % was a&% %&%gs

gmm

and that this afternoon 3‘1% a aonv iiﬁ?ﬁ of »%3;%% morain and 53%2% antive wEsE
S 4

For
in a way. When you are dealing with the nittysgritty practical §?@@§ﬁ§?%§ of
the 1ife of
a religious house, all you are really concerned with I{s creating the cobnorete

context in which human beings are enabled to-decide to be people of spirit.

going on dnthis situation over the E@%ﬁV

%

And as I was reflecting what was
several days, I began to see that what we have been doing is %%%gi%ﬁ together

the sereen, the images, the montage of images; i{f you would, that for you and

I is building and is going to hold the context that enables you to again and

again as the priocrehip team in those houses, to decide to be spirit.
And that Is all that is necessary, and that is all you are concermed with in

those religious houses., is the decision to be spirit, snd that is what it

means to be priorship, and that is them only reason you ever fiddle avoun
with any internal structures or anything else related to that. So to talk
about practical procedures is simply te contimue the conversation of what it
means to be a2 prior and to be about the task of building corporateness.

How the way I want to spend my time, and I want to move vrather quickly,
is to simply go through sort of a checklist of practical arenas that you need
to have in the forefront of your imaginatiens, If they are not already theve,
and chances are that they already are. And in the midst of doing that, to
xind of touch on some operating prénciples, some values, and some dangersy

g

spfs amlittle vepetiticus

Some of what we deal with this sfternoen will sound
to you., It ocught not. Pér, if we are really-dealing with the life and death

matters of m running religious houses, then there is not too many times that vou
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Addingten, p. &

taking your temperature all the time. Every time I read

sbout feeling your pulse or taking yous 3 T IETT. -

ng movie, vhere the nurse was taking the patient's

I think of that caypy-on

&

temperature with a rectal thermometer, and meswunknown to him, stuck a dadsy in

instead of a thermometer. But you need never be concerned. --He could mot figwre
out

2

why everybody was laughing at him me as they passed by the room.

You need never be concerned with figuring out what s going on in the internal
dynamies of the house, but you can never afford to disregard the ﬁ%ﬁ%ﬁ%&?@*
indicators that the mood of the house gives you. And for me, the %@?'?ié@% that
I always watched was morning office. Even more shockingly and wmore helpful than
even the meals or the people's faclal ewpressions throughout the day, was what

ghappened in morning office. And it was usually most dramatically-disclosed to

me after I had returned from an absencey like being out four days visiting

on the road, or coming back from a PLC, or & weekend. You go in to morning office--
you have all had the experlence--after you have been in the house e while, and
pretty soon you realize that It is just day after day after day of the same

cottén oickin® peonie well, pretty soon there iz 2 kind of snivitusl walsiss
2 pesRLE, 4

that just sort of like falls from the heavens. One of the ways you re

is that there is a wierd demonic sfilence. T do not mean in terms of people's
conversation, but wha when you listen, you cannot hesr the wind of the spirit
blowing. Not only that, but when you smell, you can smell death? -¥ Hawve you
noticed that? I mean, you can smell it. And the first place that the smell
becomes obviocus to mm you is in Dally Office. . When you walkt into Daily 0fflce
and there you see the first liturglst sitting there walting for the rest of

the people something like this [ demonstrates 1& vyou can sort

of see going through his mind, "What in the hell am I doing here?" - Tt the
rest of your colleagues begin to %?&s%é% iny-and you know that there ééégﬁ@%%%iag

going on. Never mind about what ls causing iﬁ; The question is what wou do about

it
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alnioriniloon s

How do you release your colleagues frem the grip of death? The
this = morning that a drop in meood s usuaily rvelated to when the vislon pets

dim, that is extremely helpful. You will find that you y@ will not-always
&

be in the position to dme - be -able to dirsctly work on-

the vision. Sometimes you can do that.  More often what you have %&;§§7§§%

“yay that you ecan get a little bit

as a prior ls simply find szome kind of

dust an ordinary situstion

of wind going. some way that you can-—-
like Dally 0ffice, do something a little bit different that brings s -1ittle
bit of surprise into the situation, or gets a little spark of life into-
somebody's eye. And my, my, my, there are many ways vou can do that.

Four years in the religious house has sort of programed me, and I have-found
that automatically without even having to think about {t, that when T walked
into Dally Office and something was amiss, I began to bristle, and my

first vesponse was usually anger. Now, sometimes you can use that angar

to get that wind of the spirit blowing. Other times youd do not dave use
anger. You have to depend upon yvour intultliens at that point. One of the
thinge it is clear you have to decide iz that there is ome first liturgist,
who Is assigned alwaye In addition to whoever else is assigned, and that-is
you; and there Is one second litwrgist in addition to whoever else 4s assigned,

shents

-1 used to say to the pecple in the

snd that iz vou,

%

house that when yousm are assigned to be firet liturgist, you have %o be the

first one to come in. And if you sre not, you better well believe that T -will

v

be. If you camnot be the second liturglist, then I will be. And that helps
some people dscide to be the second liturgists
Well, you will find that fust the way you use yowr » body, the way

o

you git down and rise,xthe and get your wolcs mg out in that Dallw 0Fffice,

partichlarly if it is a small group, can get the wind blowing, sometimes. -

How sometimes 1t takes an {rrstionsl, sort of, deed. ¥Now when I get dnto sltustiong
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like that, my Imagination usually goes to the depaiten irraticnal, and-
cccasionally that is helpful. One time I came back from a PLC and-stedped into
Daily Offlce, and I mean, it was death on wheelsz. We all decided to go to
rell in s basket. And one of our newer interms, Bev Kerr, was the first
liturgist. And this was her first time at belng flrst liturglst, And I
locked sround the room, and I thought, my godly, Flrst time being first
liturgist, and look what she has on her handsi And so I brooded there, "What
m I going to do®" Well, se after the witness was px given--and I am not
H recommending this procedurez--but when the person giving the witness sat
down, I leaped to wy feet and went  YACWEEEHOHOOOOOCOUUUUIIII!  Bev dropped

her Daily Offlce, could not find her place, started two or three different
% k5 H

people weye alive after that!

Hell, when you discern that state of shock that sets In, you have

te do something sbout it, and sometimes you canmot get real clear sbout what you
have to do, so you Just do something, Other times, you have thefaeility to

oy

i

myy tuwrned, thet Just alters

@
o

gee very clasyly whet 1ittle 4ial needs %o
what is golng on in the house. And what vou are concerned about is to m eénable
your colleagues to reengage thelr passion In RE-T vecrultment, In the mission,
because what you know is that that is wheve they have had the hell all beat out
of them and thatthat has been one of the occasioning circumstences relative
i3 to the state of shock that sets In. Seo that is your concern,

One of the comments this morning that was a Jewel, I think Sandy made
it--had to do with simply remembering that--my golly, the only question, the
only issue in & person's 1ife iz his relationship to Cod, and who alss wes 1t?

pergon you encounter, dneluding

Someone else sald never forget, everym

ik

our colleagues in the house, zre wrestidng with the spirit, and the anle susstion
¥ 1 5 g L M ¥ 4q

iz their velaitonship to God., To know that and to have the means of grage to
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§

Hell, you kmow, just a moment, I will go wp-on the hill and have s talk-with

the bms bose.” S0 he 8 went up on the hill and began to chat with Cody

and he sald, "Now Ged, why 4id you bring the peocple out on the desert?” -

&

And God sagd to him, "Moses, you brought the people out on the desert,"#

=z

Y S e - ) - 2% . 5 ) . I B .
religious house was not going the way that we had envisiened religlous houses

aught o go.

o

te pels nd what wae golng on 4

:m\

mountainter mesnt poly

g Edawm to

had walls, it was sort of

"How Moses, vou talk te
Sod snd veouy wil \;,;  /Q W  e ;,x~g 4 et him speak to us, lest wa die.”
That 1s, you speak to God through your meditetive colleagues, So I-threwa

%g%%wf&%:

T -have

always disliked sbout the Lord a little bit iz that zometimes he szovrt of vemes
off as a smart-ass., Sc what I did In that perticular situation--you will net
believe this--ig that T uncorked the best left-hook that T oould throwes

I mean, literally. Wow, ﬁ%iﬁg the &= -swart-ases that he 1s, Just anick-ss-a
wink, he shoved a wall %%%%%%ﬁ him and me. He had a sore hand for somdtinme
after that. So later my wife asked me what happened to my hand, and ¥ s%%ég

“Oh, I scratched it on the may wall."$ - It'mas not too long aftenr %%%§5 %%§§

went away, 11 loocked ms down, yow will never believe this, th

the se
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on my knuckles was in the form of a cross. I began to read the Jacob story
shortly after that, and along with the conversations with S8ren Kierkegsard,
I began to have & brand new appresiation for the Jacod story, particularly every
time I felt that little strange spot on my knuckle where the bone was z little
further apart., and see that strange scar down there.

Whenever I am in & situation, that is wy talisman. Vhen T have to deal

because that veninds me

with other people’s lives, that is my talisman,

&

that the only question Is thelr reldtionship te God, nothing else, that that

Decor. Your i house iz sheer symbel. One of the clear dimensions
of that is decor. You and I know more about using art, and the arrvangement
of space, t¢ address people’s lives than anyone else in the globe in our noment.

You just look at what happened in Summer '72 4f vou do not belleve that. NHow
4 3%

for a moment we forgot what we knew and had to prese ourselves to get our

=

wisdom out. How you ave going te find in yvour houses that one of the concrete
contradictions that you will be over against soon is finding the energy-and the
time to do what you ¥mmsx know you can do and needs to be done with desor, and

&2t the same time continue the-Ustay-abeve-watert to stay above water im

terms of the everyday working on the job, and the recrulting, end the calling

for courses; but it is like Immediately when you get to that house, it is

1ife and death that you set about the task of bullding the most imaginal decor

you can that talks about where we are now In our mission and ocur grasp of histery.

For, when & human being walke Iinto your house, he has to encounter sheer swe.in
the decor. Decor alters human lives, so that 1f somebody walks into the house,

and leaves, and never listens to a single shortesurse or speech, hiz 1ife is

changed. When we were vecrulting for Summer '72 back in May, this i

[t

long-haired kid came off the street one day carrying a kmapsakk, and he was

trying to find one of the large breverles.in the aity of Hontreal. He was trying




%8 to get a recipe from them or sowethimg. And he sald, "Can I use your

telephone?’ 8o we sald, "Sure, ahead.” How, to get to ouwr ~felephone he

had 28 to £ walk down our front hall; and hd to walk about 385 feet gm- back
to the phone, in the interior foyer. And we never sald a word to him, Just

%,

hone call. You should

told him vhere it was, znd he 3 went in and made his p

have

him walking in that &% hall--wide-eyed! And he made his

and
phone call and he came back, and he passed the Summer '72 decor sign,/stopped,
and went back and loocked at 1t, and picked up a brochure and saild, "Can I have
cne of these?" We sald, "Sure." Then he walked on out the door, and we.
never saw him sgain. But he was a different human being. It was slear just
loocking into his eyes. Another time a clergyman, a2 non-grad, came up with

gome colleagues of his from a little rvural eommunity 110 miles away-to-talk to

Hae walksd inte the house gnd
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know how to respond to what

he encountered in sonvernation we

were asking those clergymen, "Now what needs to happen to your people in this

congult?™ And he said, "What my people need to experience is what happened to

2

me when I walked Inte this housze.¥ Hs coid talk

gbout it would be: awe.¥ He sald, YI 4o not bnow how vou do that, but thar le
b 2

vhat that consult neads %o doW ean do that

again and again. That means the danger polint that you have to wateh is 4n the

press of time amd ete. of Just sort of thy %%iﬁg@ up on the wall, - & If

you have a bare wall, it iz because you ‘bare, and

not becusge vyou did not have time to get a plece of decor on, or could not
flgwe out what to do with {t. It {s 1ife é%@ death that you int @@*iﬁﬁ%ﬁzﬁ@ the
space in your house for the sake of belng our mission In history. the time

=l e

denign is sheer symbol. The issue there le how you ensble a human being to

grasp that all time is 23% assigned time.




That my 1ife, all of it is called to this mission in hizstery. And the

concern 1s commonness. I take it that when it becomesm crystal clear what
the Orders operating time-design for the Fall Quarter iz to be, that it will be
+he same in every house. I think the PSU veport from the last Pal, theweskend
nded time design, vhich for me holds the values

to hold in time desimm, and sort of picks up where we

spring quarter., The issue ig commonness, and it is-sheer

gsymbol that you are concerned with in terms $§~§%%§§%‘5§§ vour time,

Your meals are sheer symbol., Evervthing is sheer symbol in the house.
When you arve dealing with the question of what you are going to ead and what
¥gyou are golng to fmd feed yourself, that-is not a ctical issuve. That is
a symbolic issue. Now there asve practical issues-in-that- dimensions to #m. it.
He discovered in Montrezl in the past § memths that by golly you can cut your
food budget in half and get along find, I am not recommending thatg - -but the

z

practical dimensions of that need toxhm never interfer with the symbelic

dimension. If you decide to live on half a food budget, for one reason or

another, that s no reason for serving uwp warmed over garbage every morning,
that you know ahead of time nobedy is geing to eat. Now, if you intend for the

gake of dramatizing something for yourselves, if you intend to go the aseetie

P4

MM

route relative to food for a periocd of time, that iz fine. But that needs to
What vou do with food
be intentional. /2% needs to be highly intentiensl. And one of the roles of
on
prioprship % relative to food is that you be clear #n yvour @%@?ﬁ%éﬁﬁ %?i%ﬁi%iéﬁ

relative to menu creation, and food buying, and food serving, and do not-let

you have assigned, do-that. You have your %@%ﬁ%ﬁé%i?@

do, And you know; Just
wild things are helpful, like getting eslor into food, Food just has a

dirvect and immedlate pvelatd amf‘% mora %ég {z- unbelievable. And vou kn ow,

the fantastic polarity between . feasting and fasting. You can-do-all
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kinds of wild things like that. And no matter how much you have to

bone your budgst down for one reason %%~§ﬁ@t%%§§ never let go the
dimension of & feasting. You pick cut the times during the week where you
are going to have the feasts, and even {f thev g have to be & iit%%%f§@§§w
faastier than you would like, they have to be feassts., Havbe house ﬁ%é@ﬁéw*

would he one of those. WHavbe ecodesiols or medw guset night.would be another

ene of those. And maybe in opder to do that vou have skimpy breakfasts

the vest of the wask, ¥ell, that iz v probles gt all, providing von
are simply attentive to how that is dealing with the morale of the gvoupi -
Your weals zve zyebol., And I guess that goes without saving, that that wesns

that even such nigtv-gritty az the way vour oups are tupned on the table,

4ust like in RS-I, eand of course, once people come into breakfast a few times,

and see Addington newrotically ?&é&@ around the table straightening all the
cupz in 2 stralight line a few times, then they begpin to learn, that

intentionality is the lssue, and iz the key, and food is siwply mmother

dimension where that ls highly crieical, particuldrly when you have guests

in the house,
fust sort of
¥ow, maybe a word about facilities., - Let me/brush relatively quickly.
I think there iz a great deal more wisdem that we will have an &%ﬁ%ﬁi@%“%é gt out

shortly, In choosing vour faeilities, E gness for me the most &%i?iﬁﬁi %iﬁé of

breakthrough we have had is the operating

% of B0 people

in 2 religious house., You have to keep that -In the front of w imaginations.

¢ dmmgs, of 50 people in & velligieoas

%fgzg 2 facility that will %gg§g§ that,

ia
é.

vou heve to meks & contingency wove to-w 2%%?33 Bepoom bungmlow.-thet ig B
I was
problem, provided vou are clear that ls & eontingency move, My, nffies gé%%%gséﬁ

¢he flvat tine I visitad the ﬁéﬁgésgazfg %@z§¢%&§§ House and found %%a% wholie

evew of people living in 2 normal &w%%z% s cottage, it 2@@%%% ii%ég

‘pight in
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the midst of a 1ittle suburban commmnity, that from the outside looked idke

it

sng other middle class person's little suburban home. But on the ingide 1

wag 2 ¥ ! house, Now they were a distks ovamped in their little dining

roon, 8% they

And T

b
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out of, The choos

wezs thaet hag

been sald elsewhere. that B to try to hold values that are relevant in
choosing your location, and then dolng what you x have to. You can slvaye negate

the priorities that you would like to liwe out of for the smuzex sake o€ -doing

sovms-ai-aliernntiveny hew veu make n decislon between alternatives, you have
g I L I
he : s s

to list your

what kind of nsl

b
m
o

erms of proparty. seem to me that if you go over

4800 a month, you are in trouble. It probably ought to be under that-How,

then, by golly, that relates to many other factors, such as your house opervational

budget, your income, ete. One of the crucial things to watech in flguring out

o
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the
your cost, is ymsm utilities. We bear many many scars xmsmgmt Iin Montreal from
that, As a matter of fact, we are going to finish paying last year's heat just
in time to start paying on this year's heat when the snow starts fallling again.
Utilities can fiim fool you, and without even having Jmown it, you will be
pouring twice as much as you intended, into housming.when you figwe in utilities
relative to housing. So vou simply need to ba attentive there.

Space design., Sheer svmbol. When you are moving Into your house, everyone
camps out m tm until you have your common area staked out. You never even raise
the issue of who lives where until you have the common areas xpmxtmd decided.
knd have begun to work on decor for it, Then you might get around--and of course
you have to do all this immediately, becumse you have to hit the ground running--

then get around
but/you might/to deciding relatively soon of ocurse, where everybody lives. 8Some
of the symbolic values that anply there as you know, are that the--the priors,
probably take the crumiest rooms. That {2 a rather cruclal symbol for the prior
to live in the attic, or the basement. I am not necessarily saying that that is
necessary, but that is a very crucial symbol. When you are making room assigmments,
you might find it helpful to spread out your priorship team. If you have a
multi-floor dwelling, you might put one priorshin family on the third floor and
one on the second. Then in terms of your youth, you are apt to find it helpful
to spread them out too. Mavbe the reasons there are relati ely obvious.

In terms of gpuests. ¥mtx Those are those for whom the house is intended
to be sheer symbol. I like that song, "Watch Ye therefore.” It seems to me that
that is the universe out of which you live in your m preparation for guests.

You never know who is coming in when from where. Literally. So you can never
afford to let vourself get caught with your intentionality down, because you
pay for it. That means that if for the sake of being rmlutiona:;;you forget to

do the bathrooms, a week or so, orxar to do the floor of a eertim certain part of

the house, you have to be clear where in the house you are going to see to it u
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