Symbolic Centrum PRIOR'S CONTEXTUAL SHEET 10/7/72
Chicago Tre

The following is a rough draft transcript of a collegium done
by George Holcombe. It is not intended to be a lecture, but is

a sharing with the priors some of the thinking in an area all of
us are extremely engaged in. It may be useful either in elicit-
ing your own brooding for a house collegium or in pushing your
penetration models. Some questions raised by this talk for

your reflection:

l.Where have you 'sniffed' after the spirit moving
in penetration?

2.Where do you sense bureaucracy as a danger in your
penetration? Where metros or polises are operating
out of the "stairstep' image?

3.Where have you experienced a collapse in penetration
that showed that you were moving on to another phase
in penetration?

4.What are 5 tactical steps that would enable you to move
to the operating image of 6 RS-I, 1 adv. and one PLC grad
per polis?

1. This merning I want to sav a few words about penetration. The first thing
that you have to get clear in order to even talk about it, is that it is only
about one thing, and that one thing is RS-I. And it doesn't matter what you

de , you are only doing one thing. Finally penetration is about nothing else
than taking the Word and thrusting it into the world. When you talk about
penetration, vou are fundamentally not thinking of courses, of whether vou are
a first or second or third teacher, that doesn't have anything to do with it.
Penetration is a dynamic in the bottom of being. And when you deal there you
sniff after the spirit. Long before anything around here takes place, the
spirit is operative. And penetration has fundamentally to do with the anticipa-
tion of where that spirit is going and directing the calling and response to the
call of the Lord, as well as discerning that.
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2. Penetration is just,business. Let me illustrate that. We have been going a
long time and you have to say Praise the Lord. Maybe you say we're lucky. Maybe
you say we are intentional but I don't think that has much to do with it.
Practically every one of the renewal groups that got together and had a great
group of people, people with a long list of degrees, and rather prominent, when
they took their first step of penetration they were dead 44 hours after they did
it. When vou fool around with penetration you are nervous, vou don't know what
the Lord says "yes" to and what the Lord says "no' to,

3. To give you a demonstration out of our own body's wisdom, there was a time
when our courses were just going tremendously. If we had had 100 more teachers
we could have found work for them every weekend. At a point like that, you

would have thought, let's go full steam ahead. But one of our members had the
good sense to throw sand in that machinery and kill it. For they perceived there
was a bureaucratic machinery about to take place that would have been the death




of it all. Unless you have that kind of sensitivity you are in trouble. How
do you know that? How do vou anticipate that?

4. Usually when you are in the midst of success, what you want is more success.
And yet that may be just the opposite of what the Lord is about in that situation.
Many times you have gone out and taught a course and done everything right and
everything came off and at the end of that caurse vou praised the Lord, and
nothing else happened. You never heard from those people again. They even
stayed awake in the Bonhoeffer seminar. Then you have gone places where you
tripped going into the lecture, and then in the Bonhoeffer seminar the third
teacher vomited all over everybody, and at the beginning of the Neibuhr the
john upstairs flooded down through the ceiling (you think I am making that up)
and out of that course giants came up. And then there are times that you use
the best ace you have and nothing happens,

5. What I am trying to point to is that penetration is a fundamental spirit
dynamic about which nobody in our time knows very much. If you don't have an
image, you always fall into the images that are prevailing or are given to you.
And I suggest the one that comes to my mind the quickest is the stairstep image.
You do this, and then you do it better and bigger. You can do it better and
bigger and better and bigger until you arrive at the next fleor and then you

walk upstairs and you take off from that and you walk up to the next floor. I

want to maintain that that is a bureaucratic image. Penetration is morelike

having blood come out of the ground, piped into somebody's foot which gives him

a brand new transfusion and he comes alive. Just the blood in the ground comes

up and gives life. But it always goes this way: The discovery of the streams of
living water that didn't exist, Somebody comes and says "come over here to the
spring of living water" that has been here all your life and you have never

known it. And they say "My God, he's right," and he leaves.Op another one that
appeals to me is rain. Rain just goes and goes, and it hits the ground and then

it becomes the ground and you can't tell it from the ground, and it takes the
whole ground and turns it inte mud. Sometimes it rains a little hard and sometimes
it sounds like a hurricane. Some of those images vou need to begin to carry arcund
in your head.

6. There are a few things we have learned in the area of the spirit, which is
what you are fooling around with. Fipst the spirit always happens everywhere at
once. That is a hard lesson. You get things going great somewhere and you want

to stay with it. But the spirit doesn't take place that way. Lo here, and Lo there,
and you wake up to find out it was going on everywhere while yvou thought it was
only one place. Whe the spirit comes it sweeps. It happens. We have heen going
from place to place and saying this is what happens. That the spirit is here.

That you don't penetrate, the Lord penetrates. That means in terms of being
everywhere at once, that you have to find, practically, your way of doing exactly
that. In fact, we decided to do the whole nation to begin with. We didn't do
Austin, Texas to begin with, we did the whole of Texas. We didn't do Chicago,

we did the whole United States. What you begin to run into there is that in order
to do that you have to have utterly rational models.

7. Nobody penetrates without rational models, realizing at the same time that
penetration is wholly irrational. You never hit everyplace at once, vour contra-
diction always is that you are always suffering collapses. You could mention

times and places in which everything drys up on you. That has always been a clue
that one thing vyou were doing in penetration was over, and vou had to move on to
another phase. To give you an illustration of that, there came a time when we were
moving rather well, and then all of a sudden, you couldn't vecruit a course if you
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were giving out Cadillacs. And so you went out and say to this guy "Why aren't
you recruiting' and he would say "I have been". You think he has probably been
going back to sleep, but no, the work was being put in.

8. About that time we woke up to the fact that we were finished doing vhat we
were doing. The kind of initial penetration around the United States and Canada
was done. You had iron men standing everywhere, Just going out and teaching
another course wans't going to do it. And then in the midst of that we began

to see that maybe a thing called a religious house ought to come into being. For
what was needed in terms af penetration was the spirit nurture of those people,
and it didn't have anything to do with their doing more. They couldn't have done
more, and you couldn’t have done more. The question wasn't trying to do something
bigger or better, the question was intensity.

9. The way to talk about intensity for me, the first thing is in the rationale.
We had the continent divided up into six areas and six regions into those, and
so on, and you began to see how you were going to reach the last fat lady.
Intensity comes in the deepening and tightening of your rationale. The intensity
is having the spirit address your life. In the area of penetration it is nevepr

a matter of knowing or doing. It is a matter of being. And when you get problems
in penetration you always know where to look first.

10. We want to talk about polis penetration. You have to see that there is not

a metro in the continent that we haven't touched. There is no other body of
people that have done that. And we have done that on nothing, There isn't anybody
around here that could afford a plane ticket to Detroit or Dallas or Rapid City
and maintain a livelihood. But we just did it on nothing. And now we are at the
polis. Again it is a matter, not of doing more, but a matter of intensifying

the rationale.

11. You have to see, in the first instance, that you cannot go down another

level, Any time you have penetrated, you have penetrated local man. But now
there is something else, You are in a whole different kind of ball park, and if
we come off with this,this body won't be the same. To penetrate to a polis level
means that you have to get every metro to think in sixes. You realize, we found
out when you penetrated what we called the regions, you were doing the metro.

And it wans't in one sense until you did the metros that vou ever did the reglons,
And finally, you never got the metros in being except that you got people out of
polises to build those metros. So in one sense when you are doing the polis you
are doing the micro.

12. What you have to do is figure some kind of hard vationale whereby you can
hold yourself over against what vou are about. And what you have is 6 areas,

36 regions, 216 metros, 1,296 polises. You need to tattoo that somewhere that
you can see it. What that amounts to in order to panctrate the polis is you get
& people from each polis to RS-T and one person to an advanced course and one
clergyman. That's a cadre. If you add that up it is remarkable., That means out
of a metro, all you need to get through RS-I in one quarter is 36 people. That
isn't too had.

13. There was a‘time when we could spend every weekend of the quarter in one
metropolitan, regional center, and there were other places where you couldn't
have gotten in if you had bribed the mayor. So we pryed away from that first
place and went over there and kicked the doors down and went inte that other
place. The revolutionary always knows that he doesn't follow the course of least
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resistance. He always goes out and does the impossible. You dont teach a course
because some one wants it, you figure out the schedule rationally. If vou have
30 RS-I courses on each weekend of the quarter and in each one of those you have
33 peeple, you teach a total number of 7,900 something a quarter through RS-I.
That would penetrate every polis.

14. We have acouple of weekends now when we have more than 30 courses. But
what you have to do now is bring what you have into some rational pattern
that you can intensify. By the way, you mathematicians, that is only 216 per
region through RS-I, and there are several regions that are already doing that.
So you can see what you are doing is putting rationality into what vou have
already. We have slogans: Power to the polis. 33 - 30 or fight., But it has
to be radically simple. What we have done is not just epentaate North America,
we have epentrated the world. Now the penetration of North America is almost
getting to where it pays for the penetration of India, and when you get that
revolutionary strategy going you have something to talk about. And YOUr con-
tradiction here is creating the forces and getting them ready for that kind
of explosion.

15, We are fortunate now in that we have begun to build up a back log of teachers.
Not so long ago, Marshall would walk around the hall and say "You. Go pack your
bag." "But I never taught RS-I before." "Well, go get somebody's notes, every
body else is gone." Now, we have to build up training and then when that door
opens up you are ready. If you penetrate the polis, and don't have troops to go
in there, you will collapse those regional houses over night. So your contradic-
tion is having that reserve crew ready to move even though they have to wait
year after year. Right now, we have the gift of all the work that has been done.,
There isn't anything that anybody needs to learn to know how to go and penetrate
India or any place in the world., It is already there, Now what we have to do

is build practical models.

16. This may be the last time we will make teaching assignments individually.
From now on they will be in teams. I can envision a team of a fipst teacher in
San Francisco and a seond in Seattle, and a third is Los Angeles and they consist
of a team. To teach RS-I in Seattle you push a button that activates that team.
And they meet in Seattle and are ready to go. And they get together and evaluate
each other and they don't see each other for two weeks, because they operate on
odd or even tracks. And you could divide up teachers like that. That is brand
new, the team business, And I don't want to put too much weight on that, maybe

it is wild dreaming.

17. Now just to go through the rationale here. We have 361 courses on the board
so far. And we have 280 teachers, first and second, here and in Religious Houses,
and if you put theat into a rationale you come up with about 3 slots that you
would rationally assign each pedagogue. Obviously some first teachers are

going to teach mroe than 3 times, this is because we need somebody to teach
R8-T and you are it, or you have to pick up something because someone is sick,
and sometimes it is just a matter of location.

18. Then there are other kinds of priorities. There are some folks have been
waiting around the penetration office, waiting their turns for 6 years, meekly
in the foyer, and there is honoring to go on there. We have teachers that we
can give 2 second teaching jobs and have a first teacher on our hands. And we
have to develop some PLC teachers. We have 60 PLC's this quarter so we have to
put some weight on taking some of the clergy fellows and get them down the road
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quickly to enlarge that faculty. And of course there are inequities in that

you know. Some people probably won't get to teach. But you realize that once
you make the assignments, the Lord does other things. Now, especially with all
361 courses going, your assigmment is continual, you have to always make
adjustments. I have a friend who works for Esso who was on a perpetual computer
committee. As soon as a computer got installed they were ripping it up to
decide what new one to put in. About the time you get the model built, it gets
blown apart and something else goes in.
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