Trustees of the Universe: Recovering
the Whole Ministry of the People of God

by Richard Broholm

In this essay, Richard Broholm
reflects on Jitsuo Morikawa’'s
prophetically inclusive vision of
ministry and its shaping influ-
ence on our understanding of the
relationship of faith to daily life
and work and particularly on our
theological understanding of in-
stitutions.

or aman who spent his
hole professional career

in the institutional church,
Jitsuo Morikawa had a passionate
concern for the world. And while
his ministry took expression asa
pastor and, in hiswords, as a
"church bureaucrat” his commit-
ment was to recover the whole
ministry of al the people of
God; to declare that for most lay-
persons the locus of their minis-
try istheir daily work.

For Jitsuo, the evangelist, there
was always the insistence that "a
personal decision for Christisa
decision to link one's frailty to
ultimate reality” and to under-
stand that that decision shapes
every aspect of one'slife. Fur-
ther, he believed deeply that
American Baptists had a unique
contribution to make in empow-
ering laity for ministry. In alet-
ter written only afew months be-
fore he died Jitsuo reflected on
the mission of the national agen-
cies of the ABC when he wrote,
"Because of our smallness and
hence flexibility we have less to
lose. We should identify a 'driv-
ing force’; a singular, unique,
most urgently needed missionary-
-evangelistic spear point around
which our total resources be fo-
cused. That spear point or driv-
ing force in my judgment is the
ministry of the laity in the insti-
tutions of our society. It should
be informed by a theology of in-
gtitutional accountability, to

transform institutions to fulfill
their true vocation and calling,
namely, to serve the common
good. Thereis no question that
thisisthe urgent, most critical
mission of the Church today and
in the years ahead."

It isthisvision, one which
framed Jitsuo's lifework and in-
fluenced those of us who took up
hiscall, that | want to addressin
this chapter. | will attempt to
trace the history of hisinfluence
on thiswork and on my own
person, to describe what was
learned over 30 years, and to
suggest some directions for the
future. | have some discomfort in
using my own journey to talk
about Jitsuo and hisideas. But,
at the same time, | gain comfort
from the conviction that it is
faithful to the kind of incarna-
tional theology he so eloquently
expressed. It is amodest attempt
by any standard. | pray that itis
faithful to hiswitness and to the
vision he so powerfully de-
scribed.

The Early Years

Jitsuo had a profound effect on a
whole generation of seminarians.
Paul Clasper once wrote, "l be-
lieve that he set more people
thinking--sometimes thinking fe-
rociously--about basic issues
than anyone in the American
Baptist Convention. He forced
us to think about the message of
the Gospel for our time, the na
ture of the Church's witnessin
the social order, the underlying
tensions of East and West, and
the kind of mindset that would be
needed in the age that is dawning.
He never seemed to worry about
his"image." LikeaZen Master
with abig stick he went about
prodding the dozing and seeking
to awaken us from our dogmatic
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slumbers. Certainly he provoked
plenty of resistance, but many of
us were forced to think afresh be-
cause of hisrelentless courage
and passion."

My first exposure to Jitsuo was
at the annual Seminary Senior's
Conference held each spring at
the American Baptist Assembly,
Green Lake, Wisconsin. The con-
ference was designed to introduce
about-to-be-graduated seminarians
to the programs and leadership of
the American Baptist Churches.
The schedule for the week seemed
rather pedestrian, as | remember
it. So | wastotally unprepared
for the encounter with this 57"
intellectual giant who was Direc-
tor of Evangelism.

Asayoung man growing up in a
large and active Baptist congrega:
tionin Detroit, | frequently heard
others use the expression "full-
time Christian service." | ac-
cepted without challenge the idea
that some Christians were called
by God into Christian ministry
on afull-timebasis. Thismeant
that they, following the appro-
priate training and service of or-
dination, would become pastors
of congregations or missionaries
in some foreign land. | never
questioned the fact that to speak
of those forms of ministry as
"full-time Christian service" im-
plied that all other Christians not
similarly called were "part-time
Christians."

The theological absurdity of this
oft-stated expression didn't hit me
until the day | heard Jitsuo paint
avision of the ministry of the
whole people of God and the role
of clergy as"pastorsto a servant
people." Seated with my semi-
nary colleagues, | found myself
mesmerized by the power of his
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ideas and the passionate way in
which he articulated a vision of
evangelism that encompassed all
of life, including the institutions
in which Christian laity spend so
much of their time and energy.
On that warm spring afternoon in
arefurbished cow barn | cameto
understand that the recovery of a
vitally alive and faithfully
healthy Christian church isde-
pendent upon are-discovery of
the Biblical truth that al Chris-
tians are ministers. Further, it
also became clear that the pri-
mary arenafor expressing our
ministry as members of Christ's
body is, for most of us, in our
daily workplaces and not the in-
stitutional church.

As | began my own ministry
within alocal congregation in
1954 | began to realize the sad
truth that few congregations are
committed to this understanding.
The result, | believe, has been an
impaired church and a wounded
laity. Thiswound which resides
at the heart of most Christian la
ity stems from the alienation we,
who minister "outside the wall,"
experience between our daily
work and our call-- as Christ's
people--to minister. Thiswound
inhibits the faithful service of
both clergy and laity, often alien-
ating us from each other and de-
nying to each other the unique
gifts and support we have to
bring. This alienation saps our
energy, marginalizes our faith
and disempowers our witness to
the reconciling and healing love
of God. Further, it leaves “ secu-
lar” ingtitutions with little sense
of accountability for theway in
which they hold in trust God's
world.

The MAP Years

Jitsuo invited me to join the staff
of the Division of Evangelism of
the ABC in the spring of 1964.
The Division, under his leader-
ship, was winding up amajor
five-year emphasisin evangelism
called the Baptist Jubilee Ad
vance. Run concurrently with

other Baptist denominations, the
American Baptist effort focused
heavily on an attempt to recover
the deeper meanings of Christian
witnessin thelife of the world.
It was influenced by several of
the streams emerging out of the
1954 Evanston meeting of the
World Council of Churchesin
which there was a powerful call
to address the Reformation man-
date to recover the ministry of
the laity.

For months Jitsuo had been lead
ing his staff in discerning what
were appropriate next steps. For
awhile they considered the pos-
sibility of establishing an
American model of the German
Evangelical Academy--a center
for theological dialogue between
theologians and leadersin gov-
ernment, business, media, etc.
regarding the formative issues
shaping the future of the society.
But Harvey Cox, who was then
on Jitsuo's staff, returned from a
three month sabbatical spent in
the Gossner Industrial Missionin
East Germany. He urged hisfel-
low staff members to consider
the option of establishing an
American mission within ama
jor metropolitan city; rather than
only serving as a center for dia
logue this mission would seek to
engage in amission to the city
and, in reflecting on that mis-
sion, serve as a signpost to the
denomination about what it
might mean for Christian laity to
take seriously their ministry in
the workplace.

So the idea of Metropolitan As-
sociates of Philadelphia (MAP)
was born though the name was
not selected until well into the
first year. A fourth floor office
was rented across from the fa-
mous John Wanamaker depart-
ment store in the downtown heart
of the city of brotherly love. As
the first staff member on site, |
can still remember sitting at a
desk in arather barren office
wondering where in the world to
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begin. What would | have to say
out of my very sheltered pastoral
experience to laity in the world
of business and industry? Even
more devastatingly came the re-
alization--I don't even know what
questions to ask.

With his boundless energy Jitsuo
decided that he would continue to
serve as the Executive Secretary
for Evangelism of the ABC and
simultaneously serve as the Ex-
ecutive Director of the newly
formed MAP. He divided his staff
at Valley Forge and two of us
joined him in Philadelphia at
MAP and two continued to work
with him as evangelism program
officersat Valley Forge. While
the balancing act between two
full-time positions must have
been arduous to say the least,
Jitsuo rightly believed the two
efforts would feed and inform
each other.

Within afew years Jitsuo had in-
volved five other denominations
in MAP: The Episcopa Church,
the United Church of Christ, the
United Methodist Church, The
Presbyterian Church USA, and
the Missouri Synod of the Lu-
theran Church. By the end of the
fourth year the "staff" of MAP
numbered close to 140 persons
and included:

8 Worker Ministers:
Clergymen who, like the
worker-priests in Germany
and France, found employ-
ment in avariety of "secular"
occupationsin the political,
business, socia service, and
educational sectors of the city.

6 Urban Agents:
Clergymen who were salaried
by their respective denomina
tions and assigned to MAP to
serve one of six sectors of the
city asakind of roving re-
porter--seeking to be present
wherever significant events
were occurring.
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125 Lay Associates:
Men and women employed in
avast variety of organizations
throughout the city who
sought to think reflectively
about what might constitute
"ministry" in their workplace.

The staff of MAP was formed to
be something of a microcosm of

ticipation in Christ's work of re-
newal in the city.

In undertaking this mission we
were confronted with two great
overriding redities.

Thefirst was that urbanization
and secularization were increas-
ingly characterigtic of lifein the

tsglef cityri]t— 20th century.
wit » L The second,
its diverse If humankind is . formed in part
secular in- called to affect history by the first
volve and the reshaping of wasthenwa
ments the world,” reasoned for afresh un-
X Jitsuo, "then men and -
church af- in the busi derstanding of
filiations, women in the busi- the meaning of
and ethnic ness, polltlcal,_somal, biblical faith
back- health, etjucatlona_l inaworld
grounds ce sl slEnring dominated by
(though in institutions must see large institu-
retrospect themselves unc_ier the tions. It was
We were mar)date of calling; a inthéjuxtapo-
much more calling to corporate sition of these
homogene- responsibility. Th_ls W0 "facts”
ous than meansithareverying that MAP be-
we wanted stitution is confronted gan its mis-
0 believe). with the pressing sion
In order to quesltlon, 'To what '
create adia SR e SR (B The work of
logue pose _do W [BneeLe MAP found its
across the CINENTICENE, CEoEEs expression in:
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we actively SEervices: laity inin-
recruited stitutional
our lay associates from what we life provoking, supporting,
described as the six sectors of the upholding and equipping them

city: Education and Arts; Busi-
ness and Industry; Socia Organi-
zation; Politics and Government;
Health and Welfare; and Physical
Development. Urban Agents
were assigned to each sector to
support and resource these Asso-
ciates and, as already mentioned,
to serve asroving reportersin
identifying key issues that
seemed destined to shape the fu-
ture of their sector of the city.

The stated purpose of Metropoli-
tan Associates of Philadelphia
was to engage in experimental
missionary action for the sake of
acommon witness to and par-

for that involvement;

Participation alongside other
groupsin action for there-
newal of the city; and

Development of aclose rela-
tionship with local, residen-
tial congregationsto test their
interest in such a strategy.

MAP lived out its life during the
turbulent sixties and early seven-
ties (1964-1974) but Jitsuo kept
reminding us, "Our job is not to
jump on this hot issue or that.
We are an action-research project
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for the church, to help illumine,
provoke and summon the institu-
tions of the city to their calling.
We are here to try and discover a
form of public ministry in the
business, governmental and so-
cial organizations of this city."
Heinsisted that our aim wasto
discern what issues were critical
for Philadel phia, learn how deci-
sions are made affecting the city's
life and suggest how Christians
can help institutions realize their
God-given rolein the society.

When asked why the church was
becoming involved in secular or-
ganizations in Philadelphia,
Jitsuo Morikawa answered, "In
order to discern, participate in and
celebrate God's activity in the
city. The church today isim-
mersed in talk about mission.
But little is being done to test
out how the laity can participate
in missionary action in the pub-
lic ingtitutions of a modern me-
tropolis.

"If humankind is called to affect
history and the reshaping of the
world," reasoned Jitsuo, "then
men and women in the business,
political, social, health, educa
tional and physical planningin-
stitutions must see themselves
under the mandate of calling; a
calling to corporate responsibil -
ity. Thismeansthat every insti-
tution is confronted with the
pressing question, 'To what end?
To what purpose do we produce
chemicals, educate children, build
highways, elect officials, admin-
ister medicine, and provide socia
services?'

For those of uswho are old
enough to remember, the decade
that paralleled MAPslifewasa
time of enormous social up-
heaval in the States. Many of us
believed social change was not
only inevitable, but also good.

L ess sanguine about this prem-
ise, Jitsuo said, "Biblical faith
finds change and revolution basic
to the way God actsin the world
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and enables men and women to
be free to enter into that change.”

Those forces of change and re-
sulting conflict were often evi-
dent within the staff of MAP, it-
self. For example, when the
emerging reality of black con-
sciousness broke, in what was
then called "the black power
movement” many of us found
our basic presuppositions being
challenged. Our belief that inte-
gration and therefore assimilation
of minorities was more consi s-
tent with a Biblical understanding
of God's intentions for human-
kind was radically challenged.
MAP held two conferences a year
focused on what we perceived to
be "historically decisive issues."
The conference on "black power"
hooked us at such deep emotional
and belief levels that many of the
staff ended up shouting at each
other, almost coming to blows.
We quickly discovered that
among MAP's Associates there
was often no common agreement
on what constituted a“ Christian
position”.

Lay Associates and their organi-
zations represented very divergent
points of view and legitimate
self-interests. Was there any such
thing as a"common good" to
which we al could attest? And
further, was it possible for usto
be the body of Christ in any kind
of meaningful way and address
the most pressing issues that
threatened the very fabric and sta-
bility of acommunity like
Philadelphia? Given the broad di-
versity of perspectives present in
any meeting of the whole staff,
we were finding that our neat
theological formulas were often
inadequate vehiclesto carry the
full freight and weight of theis-
sues and eventsincarnate in our
daily work.

At the same time there were
moments of fresh theological in-
sight; times when, for example,
the meaning of being "in the

body of Christ" came with new
power and vigor (albeit also with
the awareness of pain and |0ss).
We came to realize that ministry
in isolation--that is, one person
acting alone without reference to
othersin their organization--if
not a Biblical heresy at |east was
foolhardy. So we struggled to
understand what it meant for per-
sonsto work collaboratively for
change within a given organiza
tion. We set up what we called
"change agent teams'": persons
from different levels of the orga-
nizationa hierarchy who shared a
common vision of what their or-
ganization could become.

One such group within alarge
Philadel phia insurance company
met together regularly to envi-
sion and strategize about how
they could move their company
to become more socially respon-
sible, making changesin person-
nel practices such as the hiring of
minorities and the provision of
housing loans within the ghetto.
In spite of the fact that one of
their number was a Senior Vice
President, after ayear of signifi-
cant progress they were stunned
to find that they had been fired.

Within alarge chemical company
asimilar group was formed. This
change agent team or support
group again crossed the tradi-
tional lines of power and author-
ity in the organization's hierar-
chy. It included a black, blue-
collar employee named Ed, three
middle-level managers--two of
whom were in the International
Division of the company--and an
Assistant Vice President who
was responsible for personnel
practices within the company. In
their early meetings together they
decided to focus their attention on
examining whether or not any of
the company's practices reflected
institutional racism. They agreed
to act collaboratively if they dis-
covered such was the case. For
weeks the group met together to
simply get to know each other,
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build a common level of trust,
and to share their perceptions
about company policy and prac-
tice. Norm, the Assistant Vice
President, felt--not without some
justification-- that the company
was apioneer in the industry in
human relations policies and had
been aggressive in actually hiring
and promoting blacks. He ac-
knowledged that he was frustrated
in his efforts to get managersin
the sales department to find and
hire qualified black salespersons.
He heard the typical complaints
from his sales staff such as
"Blacks don't want to go into
sales because they fear facing the
discrimination of some of our
clients. And you know, Norm,
while we can control our com-
pany's behaviors we can't control
the responses of our customers,”
or "We have recruited hard but we
just can't find any qualified candi-
dates." Norm acknowledged that
some of these responses probably
reflected an underlying racist atti-
tude but as far as company policy
was concerned he felt they were
doing everything they could. On
the other hand, Ed felt the com-
pany was dragging its feet and
was not as innovative asit could
be in the hiring and promotion of
minority workers. The discus-
sions in the support group were
often heated though there was
also considerable energy spent in
trying to hear each other out.

Two of the middle managers
tended to support Norm's evalua-
tion of the situation though one
of them, George, shared some of
his own frustrations in trying to
effect change. He had been work-
ing overseas as a consultant to
one of their plantsin India and
had been pressing for achangein
the wage scale for Indian un-
skilled workers which would be
more equitable. He also shared
how he had tried to persuade his
boss to purchase the technology
to produce fertilizer in India, thus
impacting the hunger problemin
that country. The group listened
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attentively for awhile but India
seemed along way off and, with
Ed's pressure, soon shifted their
attention back to company prac-
ticesin the States. Bob, who had
been particularly influenced by
some of the position papers of
his national denomination on ra-
cism, tended to support Ed. The
frustration over apparent in-
action continued to build within
Ed. He was also experiencing
pressure from some of his friends
outside the company who were
activein the emerging black
power movement in Philadd -
phia. Without the knowledge of
his fellow support group mem-
bers, Ed stormed into the office
of the Senior Vice President of
the company and poured out his
anger. The startled executive,
angry and put off by Ed's man-
ner, was prepared to fire Ed. He
called Norm, his staff person for
personnel, into his office to take
appropriate action without any
knowledge that Norm knew Ed
and, in fact had been a part of a
support group examining com-
pany policies.

Up to this moment Norm had
been convinced the company was
moving as rapidly as possible.
However, as he reflected on the
threat to Ed and his heightened
sensitivity to the anguish of
blacks generally (largely a conse-
guence of the conversationsin
the support group) he decided to
stick his neck out. He acknowl-
edged to John that Ed's outburst
may have been inappropriate but
he also suggested that perhaps
the company might not have
been as aggressivein hiring
blacksin the Sales Division as it
could. He offered some strategic
options to the Senior Vice Presi-
dent, which, along with the pos-
sible firing of Ed, included an
aggressive program of recruit-
ment of blacks on black college
campuses, and the establishment
of performance objectives for the
Sales Department of three new
black salespersons hired within

six months. After some reflec-
tion, the Senior Vice President
decided not to fire Ed and invited
Norm to present his proposalsto
the company's Executive Com-
mittee. Within a matter of afew
months, there was amajor
change in corporate policy and
action: four new black salesper-
sons had been recruited.

This experience was an eye-
opener to uson many levels. It
heightened our awareness of how
the body of Christ comesalivein
the workplace where denomina
tional distinctions have little
significance. We saw the three-
fold ministry of Christ as
prophet, priest, and king in evi-
dence (though it was almost 12
years later before we understood
the meaning and implications of
this for atheology of workplace
ministry). Ed, the socia activist
and prophet, had initiated a series
of events which clearly depended
on the ministry of others such as
Norm to create amore just and
humane organization. Norm's
ministry, given his personality
and position in the company,
might be described as reflecting
the "kingly" or "administrative"
ministry of Christ. Bob and
George embodied the "priestly"
or "pastoral" ministry of Christ's
body. Together they demonstrated
the profoundly inter-connected
nature of ministry.

This incident underscores how
ministry happens. The pre-
requisite to "success' was an ac-
tive ministry to persons going
on in the support groups: indi-
viduals respecting each other
enough to listen to expressions
of pain and anger even while dis-
agreeing with the assumptions
being made; struggling for clarity
of call while respecting that each
person may hear a different call
or that it may involve very dif-
ferent responses. The caring for
each other in this support group
was acritical foundation, but it
was nhot enough. Ed performed
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the prophetic function in a man-
ner which points up both its ef-
fectiveness and its limitations.
Without Norm's administrative
response Ed would have been
simply another prophet, scorned
and rejected. Asit was, his con-
frontation of power prepared the
way for Norm to put forth spe-
cific proposals for change. The
actual shift in corporate policy
represented the exercise of an ad-
ministrative ministry. Many
peopl e cooperated in bringing
that ministry to fruition and
many people benefited from it.
Norm was not a solitary actor.

The story of this company and a
group of faithful Christians
within it is one small illustration
of how the diverse callings of
Christ's people, exercising differ-
ent gifts, comes together to re-
shape the policies and practices
of an organization and to lead it
toward amore faithful discharge
of, as Jitsuo would say, "its own
call to ministry." But I'm get-
ting ahead of my story. Back in
1972 we were only beginning to
catch a glimpse of the implica
tions of Jitsuo’ s vision of the
ministry of institutions.

After much personal struggle,
Jitsuo left the Directorship of
MAP early in 1970 to focus his
full energy on implementing
much of what he had learned in
MAP in the structures and pro-
grams of the ABC's Board of Na
tional Ministries.

For the next five years--until
MAP closed it doors--the major
resources of this mission were
focused on trying to better under-
stand the process of change
within ingtitutions. In addition
we pursued the development of
resources for local congregations
to help them become communi-
ties of support and empowerment
for laity who saw their primary
ministry in their daily work-
places. We called this strategy
our "wager" on the local congre-
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gation. Clearly, asit turned out,
we misudged the readiness of
congregations to adopt this vi-
sion, and the willingness of
clergy to see themselves as "pas-
torsto aservant people.” A re-
source designed to help Chris-
tians form support groups within
congregations and change agent
teams within their places of em-
ployment was produced. We
called it A Strategy of Hope.
Here and there in afew congrega:
tions around the country it re-
ceived awarm reception. In fact |
know of one congregation where
a support group for workplace
ministry formed out of thisre-

"secular" organizations. | found
faithful people, sensitiveto the
issues of justice, open to the
leading of the Spirit, and sus-
tained by God's gracious love.

| also discovered that the flame of
Jitsuo's passion for the laity and
the power of hisvision were still
very much alive. With hisen-
couragement, | left Hay Assod-
ates and returned to Andover
Newton Theological School, the
seminary from which | had
graduated in 1954. | approached
it asan unpaid "sabbatical year"
of graduate study and reflection
on what we had learned during

sourceis the MAP
gtill in exis- . years--unclear
tence after 17 We somewhat sim- asto where
years. How- plisticallyiihiought thiswould lead
ever, for the that the key to em- but certain that
most part the powering laity for somehow my
institutional workplace ministry in calling wasto
church could the local congrega- once again at
not have tion was to provide dress the
been lessin- small support groups church around
terested. | NS TET Sl this vision of
took the last women could prayer- ministry.
remaining fully share thelr.
copies of struggles and tri- The Ando-
this resource umphs and h?'D ver Newton
to the town each ot_her think Laity Pro-
dump two strategically about ject: Work
years ago proposed actions. on The Con-
' However, a much }\;I-i‘_nt_ Otf
more complex and Inistry
:Aeig?'\ﬂft‘g many-layered set of Tr(;at ylear was
join an in- forces work to block aaeeply mov-
ternational n}?n and women from ;{}g}]:g(ggﬁg%.
consulting effective ministry. nity 16 think
firm, work- theologically

ing out of their Boston office.
For the next three years | expeti-
enced directly the world of the la
ity. | came to understand more
clearly than ever before what it
means to minister in the work-
place with little or no support or
recognition from the institutional
church, with no confirmation
that | wasinvolved in avalid
ministry. But it was also arich
time of discovering what incredi-
ble opportunities there are for
ministry and how Christ's body
formsin ministry in so-called

about 23 years of ministry was a
gift. | found support and interest
among some of the faculty for a
larger vision of ministry--
especially Gabe Fackre who
holds the oldest Protestant chair
of theology in the country. | was
also warmly welcomed by the
Dean of the faculty, the late
George Peck, who became a
powerful advocate for laity and
clearly saw the important role a
theological school could play in
their empowerment.
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During that year of study | was
approached by Kim Jefferson,
head of urban ministry for the
United Methodist Board of
Globa Ministry. Kim had been a
Board member of MAP and con-
tinued to carry a strong convic-
tion about the significance of
workplace ministry. He asked if |
would undertake a study for the
Methodists which would reflect
what Christian laity were already
doing in ministry and what the
Church was doing to support
them. The grant for this study
and the resulting findings served
as the unanticipated launching
pad for what came to be known
as the Andover Newton Laity
Project.

With George Peck's enthusiastic
encouragement and the involve-
ment of acore group of ANTS
faculty, | recruited six congrega
tionsin the Boston areato be-
come partners with the seminary
and three denominational agen-
ciesin afive-year research pro-
ject. The goal of the project was
to uncover those factors or forces
in the life of a congregation
which either block or enable the
full ministry of the laity. The
principal strategy for this action-
research was the Model Congre-
gations Task Force. It met once
each month for five yearsin the
Faculty Lounge of the seminary.
The pastor and five lay members
from three United Church of
Christ and three American Bap-
tist congregations gathered faith-
fully at the end of long working
days to munch on tuna sand-
wiches and reflect on their expe-
riencesin ministry. We were
joined by five members of the
Andover Newton faculty who be-
came full and active participants
inthiswork. Asl think back
over those five years of long
meetings and cold suppersit
seems almost irreverent to dis-
miss their work in one brief
paragraph. They were avery
faithful and insightful commu-
nity. The findings from their re-
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search have been shared around
the world and have informed the
thinking and work of church
leaders from a broad spectrum of
denominations, including the
Roman Catholic Church.

During the MAP years we
somewhat ssimplistically thought
that the key to empowering laity
for workplace ministry in the lo-
cal congregation was to provide
small support groups where men
and women could prayerfully
share their struggles and tri-
umphs and help each other think
strategically about proposed ac-
tions. As aresult we published a
support group resource: A Strat-
egy of Hope. The findings from
the Model Congregations Task
Force, however, revealed amuch
more complex and many-layered
set of forces which work to block
men and women from effective
ministry. We discovered nine
critical factors (we called them
the nine enabling/blocking
forces) that were instrumental in
either positively empowering la
ity in their workplace ministry or
blocking them from that call.
(Note: These forces have been
written up in avariety of ways
but afairly quick introduction to
them is contained in aresource
entitled Empowering Laity for
Their Full Ministry, available
through Seeing Things Whole.

For the purposes of this paper |
want to focus on the blocking
force: The Content of Ministry.
The problem statement for this
force reads: "Even once we accept
theideathat all Christians are
called to full-time ministry, it is
not easy to apply this concept to
our own personal lives. The
Church has provided little insight
into what it meansto be a Chris-
tian banker, homemaker, educa
tor, or plumber. Before we can
claim our work as ministry, we
need to identify the particular
waysin which the tasks and re-
sponsihilities we perform 'on the
job' give expression to our

Christian faith." Asaresult we
began to focus more and more of
our attention on the question:
Can we find away of helping
people think theologically about
the nature and content of their
very diverse ministries?

Beginning in the fall of 1979 we
launched a series of task forces of
laity and seminary theologiansto
pursue various aspects of this
guestion. Our overarching goal
was to try and bridge the gap be-
tween the church's theology and
the workplace.

Working With The Three-
fold Office of Christ

One task force developed an ap-
proach to interviewing men and
woman about their work, writing
ajob description to capture the
central characteristics and key ac-
countabilities of each position.
These descriptions were then fed
back to the layperson to check
for accuracy and clarity. Aftera
number of "job descriptions’ had
been gathered from very different
types of workplaces, the task
force then set about the challeng-
ing task of analyzing them to try
and identify common themes and
patterns which might describe
different types of ministry.

Alongside this effort another
group was working to deduce
types of ministry from the clas-
sic theological formulation re-
garding the ministry of Jesus
Christ called the three-fold office
of Christ-- prophetic, priestly,
and royal. Historically within the
Reformed tradition this formula
tion has been used to describe the
various roles and functions of
clergy. For example, as Gabe
Fackre helped us see, the minis-
try of the pastor is often con-
strued in this three-fold manner:
"preaching and teaching as the
prophetic role; the leadership of
worship and the celebration of
the sacraments as the priestly
role; and sharing in church gov-
ernance astheroyal office."
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We decided that what is good for
the goose may also be good for
the gander; if ministry isan un-
broken whole with distinct but
integrated parts then aformula-
tion which has served to define
the different types of ministry
that constitute the job description
of the pastor may also be useful
and formative in describing the
"office” of the laity.

Over aperiod of many months
the work of these two groups, il-
lumined by the insights of oth-
ers, came to describe nine types
of ministry. These types were
then used as lenses to examine
the workplace ministries of both
clergy and laity in awide variety
of settings. In the succeeding
years of research these nine types
were refined and revised so that
today they are described in the ta-
ble on the following page.

These descriptions are deceptively
simple and, at first reading,
would seem inadequate to define
and illumine the complex and
sophisticated work that engages
the energy and gifts of most &
ity. Further, in the beginning,
we thought we were about the
task of defining patterns or types
of ministry that would discreetly
distinguish one person's ministry
from another. Whilein certain
cases this proved to be the case,
more frequently we found these
nine types provided away of ex-
amining any action or proposed
strategy from amore holistic
perspective. The types served as
lenses or vantage points from
which to examine one's work and
possible options for more effec-
tive ministry in one'swork. A
specific case might be most hel p-
ful inillustrating this.

Polly Smith And Foster
Care Drift: A Case Study
Polly Smith was the Director of
Administration for the Foster
Care Review Unit of the State of
Massachusetts. This Unit was
brought into existence by an act
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Priestly Office:
Modeling

Whenever we choose to live and act in certain ways with an aware-
ness that our own life and experience is an example to those around
us, we are modeling. Modeling takes place when we use God-given

Hosting

Celebrating

Prophetic Office:
Critiquing

Envisioning

Teaching

Making and
Distributing

Managing

Building

abilities to care for the world around us, helping others to under-
stand what it means to become a "living sacrifice."

Whenever we provide arelationship or environment which nurtures,
heals, and empowers others, we are hosting.

We celebrate whenever we rejoice in the world's goodness or grieve
its pain, calling attention to the often subtle signs of God's new or-
der in the midst of everyday affairs.

Whenever we challenge the existing order and way of doing things
we are engaged in the ministry of critiquing.

Whenever we provide others with an alternative vision of things as
they ought to be, we are engaged in the work of envisioning.

Whenever we care for others through providing them with skills and
knowledge which help to empower them we are engaging in the
ministry of teaching.

Royal Office (sometimes referred to as Servant Leader):

We are engaged in the ministry of making and distributing when-
ever we do work that creates and provides necessary goods, service,
or physical structuresin the service of others.

Managing takes place whenever we work to help others make faith-
ful use of their own unique gifts and ahilities. Stewarding the tal-
ents and resources of othersis central to this ministry.

The ministry of building takes place whenever people are at work
creating environments, communities, or organizations which enable
people to safely grow and develop.

of the legislaturein 1984 in re-
sponse to national concern over
how well the social service sys-
tem was handling children in fos-
ter care situations. Children who
are removed from their natural
home because of abuse, neglect,
or the inability of parentsto pro-
vide adequate care are placed in
substitute homes--hopefully on a
temporary basis until they can be
returned to their natural home or,
if necessary, placed in along-
term stable home. With over
8,000 substitute care placements
each year in Massachusetts alone,
national and local studies were
revealing that the system was not

functioning well. Kidswere be-
ing taken from their natural
homes more often than was
needed; staying in foster or sub-
stitute care longer than was
needed; returning home much
less often than they should; and
some were even getting lost in
the system, with Social Services
not knowing where specific chil -
dren had been placed. Thiswas
especially true among minority
children. The phenomenon was
caled "foster care drift;" kids
leaving and not getting back
home.
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The end goal of the foster care
program is to get children back
into their natural home as
quickly as possible, and this was
not happening. So in the early
1980s national legidlation was
passed which established certain
social work requirements thought
to address the problem of "foster
caredrift.” One requirement was
that every family would have a
written service plan which clearly
spelled out the goal for each
child, adate for the attainment of
that goal, plus specific tasks for
the family and the social service
agency to help reach that goal.

In addition, a case review was
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mandated every six months for
each child, with one of there-
viewing team coming from out-
side the social welfare system; a
kind of ombudsperson for the
child. Thiswasinstituted in or-
der to provide an outside perspec-
tive, an advocate for the best in-
terests of the child.

After this national legislation
was passed, it took Massachu-
setts four years of discussion
with child welfare advocate
groups to agree on how thisre-
view was to be handled. It was
finally decided that a team of
three would conduct the review of
each child. One person would be
amanager from the Department
of Socia Services who was not
the supervisor for the case; the
second, a social worker from
Polly's Foster Care Review Unit
(there are between 30-40 persons
who spend their full time review-
ing cases); the third person was
to be a citizen volunteer who re-
flected the socio-economic and
racial background of the child un-
der review. So it wasthat in
September of 1984 Polly was
hired to staff the Foster Care Re-
view Unit. Legidation mandated
that the annual report from this
Unit, evaluating how well the
system was actually functioning,
would go directly to the Gove-
nor and then on to the legisla
ture. But the unit Polly headed
was actually a part of the State's
Department of Social Services.
Thus she was given the difficult
and politically charged task of
"grading” the system's perform-
ance and presenting its "report
card" directly to her boss. This
Unit had the power to recom-
mend how the entire system
should be modified or changed to
better serve the needs of children.
It did not have the power to im-
plement these changes. Child
advocate groups applauded its
formation; the Department of
Social Serviceslooked upon the
Unit with some suspicion, and a
good deal of apprehension.

Polly's responsibility asthe
Unit's Director of Administration
was to design and implement the
support systems essential to ena
bling the review and evaluation
of 12,000 cases each year, which
would provide the data for the
annual report. Thefirst casere-
views were conducted in July of
1985, and the first "report card"
was due before the Governor in
July of 1986.

olly was amember of a

Center task force strug-

gling to develop and refine
away of thinking theologically
about workplace ministry. One
cold January evening in 1986
Polly shared her situation with
the other members of her task
force at the end of what, for each
of them, had been along and
grueling workday in their respec-
tive offices. At that time she ac-
knowledged that her sympathies
stood firmly on the side of the
children the Department of Social
Services was supposed to be
serving. From the data that was
beginning to emerge from the re-
view process she had helped to
set up, it was clear that the foster
care system was not functioning
aswell asit could or should.
For example, they discovered that
at least 10% of the casesre-
viewed did not have the required
service plan outlining goals and
proposed services for the child.
While 10% may not seem likea
major problem, the service plan
isbasic to quality care for foster
children. Numerically it meant
that 1,200 children might be
caught in "foster care drift."

However, if the report headed for
the Governor and the legislature
focused on the shortcomings of
the system it could, by its nega-
tive critique, seriously undermine
the morale of those staff and case
workers who were valiantly
working to improve the system,
leaving them exposed to thein-
discriminate charges and condem-
nation of those who were consti-
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tutionally opposed to welfare.
Such areport could also provide
ammunition for those who would
like to dramatically cut back all
expenditures for socia services,
thus crippling the system even
further.

There seemed to be an intoler-
able tension between a commit-
ment to providing data that
would call attention to the short-
comings of the system's effort to
serve children and their families;
the need to encourage and support
staff who were struggling to
make the system work; and the
recognition that disaffection with
the system on the part of the leg-
islature and general public could
make its future funding even
more problematic, and thus fur-
ther reduce the quality of service
provided.

The problem Polly faced and pre-
sented to the task force was:
How to faithfully balance the le-
gitimate concerns and self-
interests of each of the
stakeholders in the system (e.g.
foster care children, families, and
child advocate groups; the staff of
the Department of Social Serv-
ices; the Governor, legislature,
and general public who want
their tax dollars to make a differ-
ence).

Polly's responsibility was to de-
sign the process by which the
data was analyzed and the report
prepared.

Using the theological reflection
process it had been developing
over several months, members of
the Center’ s task force listened to
Polly describe the problem she
faced and, with her, attempted to
identify the institutional values
that were in conflict and which
reflected the needs and interests of
each of the stakeholders (i.e.,
concerned parties) in the state’s
foster care system. By stepping
back and attempting to "see
things whole”. Polly and the
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members of the task force were
helped to see that by serving the
interests of only one group of
stakeholdersthe institution as a
whole would not be well served,
and in the long run not even the
interests of any one of the
stakeholders. The path to faith-
fulnessin ministry seemed to
rest in the ingtitution being
helped to keep the needs and in-
terests of al stakeholdersin crea
tive tension (or to frame this
theologically: to hold in tension
the values and goals of each of
the three offices of Christ).

The members of the task force
were then invited to suggest per-
spectives or strategies for Polly
around the design and devel op-
ment of the annual report to the
Governor by using as "lenses"
the nine types of ministry.
These ideas were recorded on
newsprint. Polly wasthenin-
vited to comment on these as
they seemed appropriate to the
requirements of her situation.
Together the group, with Polly,
worked to refine these options
until they seemed to provide a
coherent and faithful approach to
ministry. Then the long evening
was closed with a prayer of
thanksgiving for Polly's ministry
with the Foster Care Review
Unit.

What actually happened and how
was it informed by this theologi-
cal model of ministry built on
the three-fold office of Christ?
Based on the insights and per-
spectives enriched by the task
force, Polly pulled together 10
persons who represented the re-
view process. Department of
Social Service Supervisors and
Case Review Workers. She built
them into a team which created
both the process by which the
report was developed and the re-
port itself, deciding the criteria
for what was to be included, how
it would be reported, who would
see it ahead of time, and the tar-
get dates for completion.

One of the keys to effectiveness
was the decision, developed in
the Center meeting, to have the
Foster Care Review Unit model a
style of self-critiquing as they
also critiqued the performance of
the whole of DSS. In doing
this, the report team demon-
strated what it means to share re-
sponsibility for failure without
having to find a scapegoat and
blame someone else. They mod
eled aform of ingtitutional con-
fession, demonstrating that an
organization can acknowledge
faillure asabasisfor learning and
growing. In so doing they also
incarnated the belief that organi-
zational honesty can serve asthe
basis for genuine empowerment.

Secondly, the facilitation of
shared leadership by Polly also
enabled the team to own the out-
come and accept the risk of pos-
sible consequences. Together
they built a new sense of com-
munity and began to learn to take
greater initiative, taking greater
personal responsibility for
achieving results.

They also decided to focus on a
vision for the system, describing
what had been achieved and set-
ting forth failures and shortcom-
ings within the context of what
was being accomplished. In so
doing it made it possible to deal
with a critique without destroy-
ing staff members motivation
for action.

In reflecting back on the process
using the nine types of ministry
and the helpful insights which
emerged from her fellow task
force members, Polly said,
"Faithfulnessin ministry isa
creative process whichislov-
ingly based; which really cele-
brates our ability to creatively
make things more whole and
morejust. The process helped
meto 'see thingswhole' and in
doing so, to expand my under-
standing of what could constitute
faithful action, not only for my-
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self but for all those involved in
caring for and leading this insti-
tution.”

The Movement Toward De-
veloping A Theology of In-
stitutions

During the five years of the Laity
Project's research on the nature
and content of ministry, we came
to see that our daily ministry was
inextricably linked to institutions
aswell as other persons. We
saw that the current movement
within the Church to reclaim the
Reformation insight that all per-
sons are called to incarnate
Christ's ministry in their daily
workplaces needed to be taken
one step further. In addition to
our effort to explore therich di-
mensions of what it meansto
minister in our work, we were
being challenged to think theo-
logically about the mission and
ministry of the institution, itself.
We were reminded that thesein-
stitutions are, in a profound
sense, the hands and fingers by
which people are served or dimin-
ished, empowered or disenfran-
chised.

Thinking about God's design and
intentions, not only for the great
variety of personswho are scat-
tered across the world, but for the
great variety of institutions
which frame and shape our exis-
tence, seemed to be atheological
frontier waiting to be crossed.

After thoughtful consultation
with George Peck and with the
strong encouragement of Jitsuo
we decided to launch a parallel ef-
fort to our Task Force on the
Content of Ministry in which
Polly was a member. We drew
together a second group of laity
and faculty to work on develop-
ing atheology of Institutions.
Our goad in thistask force,
chaired by an ophthalmologist,
Ernie Sutcliffe, was: "To find a
way of thinking about God's de-
sign and purpose for all institu-
tions, including the institutional
church. We want to understand
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as fully as we can how institu-
tions might be formed and man-

of life, institutional aswell as
personal.

aged so that they are better stew-
ards of God's Why did we
whole creation " think this
and more ef- In addition to our ef- work was so
fectivein- fort to explore the important?
struments of rich dimensions of There were
God's redemp- what it means to four lines of
tive concern minister in our work, reflection
for the whole we were being chal- which
created order.” lenged to think seemed to
theologically about push us into
Thisgod as- th_e mission anq : thiswork: 1)
sumed that ministry of the insti- the emer-
God cares tution, itself. We gence of a
about institu- were reminded that society of
tions asan in- thes_e institutions organiza
tegral part of are, in a profound tions; 2) the
the created or- sense, the hands failure theo-
der and that and fingers by which logically to
their recon- p_eo_plg are served or addressthis
ciliation to diminished, empow- phenomenon;
God is aso of ered or disenfran- 3) the clear
ultimate i m- chised. need to pro-
portance. It vide theo-
assumed that logica re-
we cannot speak about God as sources to laity who understood

Creator and Redeemer without
examining what this means for
ingtitutions as well as persons.

It also assumed the possibility
that institutions have a calling
under God and therefore a"minis-

try."

The apostle, Paul, setsthe
boundaries and scope of this task
in hisletter to the church at Co-
lossae when he writes (Col.
1:13-20) that God, in Jesus
Chrigt, chose to reconcile the
whole universe to himself--"not
only things visible but also the
invisible orders of thrones, sov-
ereignties, authorities, and pow-
ers.” Thus, the mission of God
is the redemption and reconcilia-
tion of the world; the restoration
of both persons and structures; of
families and ingtitutions to that
state or condition originally con-
ceived in God's loving act of
creation. We proposed that one
cannot really speak about God as
Creator and Redeemer without
examining what God's creative
activity and intentions are for all

themselvesto be "loving critics’
of their institutions; and 4) the
power of Jitsuo's theol ogical vi-
sion.

1. The Emergence of a So-
ciety of Organizations
With much discomfort and at
timesagood dea of consterna
tion, we have come to accept the
fact that rapid change, like death
and taxes, is afixture of our age
and will not go away. Yet one
change that has slipped by
largely unnoticed (or else we
have been too close to fully
comprehend its significance) has
been the emergence of a society
of organizations.

A little over seventy years ago
most of our physical and emo-
tional needs were provided either
by the direct relationship of one
person to another or through
small family-sized organizations
like the corner grocery store. But
in less than one person's lifetime
all this has changed. Peter
Drucker in his book The Age of
Discontinuity wrote, "We have
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seen the emergence of a society
of organizationsin which, with
few exceptions, every single so-
cial task of importance has been
entrusted to alarge ingtitution.”
While at first blush this may
seem something of an overstate-
ment, it is hard to think--when
one takes a moment to reflect--of
asingle action that one engages
in during the most routine of
dayswhich isnot directly or ind-
rectly impacted by alarge institu-
tion and/or a system of institu-
tions.

2. The Problem of Our Cur-
rent Theology of Ministry
Given that phenomenon, a prob-
lem we face is that our theology
islargely focused on God's de-
sign for individual persons.
Though our lives are profoundly
influenced by institutions--
whether it be alocal parish
church or amulti-national corpo-
ration--we, in the Christian
church, still tend to talk and act
asif ministry was limited to
what one individual does with
another individual. We know,
however, that a seemingly im-
personal votein Congress affects
the food intake of childrenin In-
dia or Africawho the member of
Congress will never personally
know. Or, that a mortgage pol-
icy established by a bank will
make a difference as to whether
or not black familiesin Roxbury
can live in decent housing.

While most church members
would never think of starving a
child or making someone home-
less, their work inside their insti-
tution can cause both of these
things to happen or prevent them
from taking place. We have
cometo atimein history when
we need to understand that our
persona ministry is frequently
bound up with how our institu-
tion serves other people--people
that we will never know in per-
son.

In fact, these ingtitutionsin
which we spend so much of our
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time and energy are oftentimes
the hands and fingers by which
countless persons are cared for or
damaged and destroyed. Board-
room deliberations, backroom
caucuses, and committee meet-
ings can be the institutional
equivalent of a cup of cold water
or aloaf of bread to a hungry
person.

Robert Greenleaf, who for several
years was a member of the corpo-
rate staff at AT& T, after retire-
ment wrote a series of essayson
"Servant Leadership" and the "In-
stitution As Servant.” Out of
his passionate concern for amore
caring society Bob slowly came
to the conviction that a theology
of institutions could be a critical
resource in the development,
preparation and sustenance of
persons who are committed to
being regenerative agents within
institutions.

Though Bob Greenleaf was not a
churchman he felt strongly about
the role churches could play in
this effort. In aletter to encour-
age the work underway at Ando-
ver Newton he contended "that
the fundamental reconstruction of
institutions cannot take place
without a strong supporting in-
fluence from churches. Solong
as these churches have only a
'theology of persons' they cannot
wield the needed influence onin-
gtitutions and their leaders.” He
went on to say that our existing
theology has given little atten-
tion or direction to what it means
to minister to and through an in-
gtitution. He suggested that the
church's theological preoccupa-
tion with individual s tended to
focus peopl€'s thinking on "how
to ease the hurt of the system,
and not enough on how to build
a system that can have a posi-
tive, growing, liberating, and
humanizing impact on people.”

In addition, Greenleaf insisted
that critical to the task of build
ing transformed ingtitutionsis

the faith one must have to risk
and move boldly into new and
uncharted territories. He wrote,
"While science helps calculate
the odds on adecision, belief sus-
tains one in the inevitable uncer-
tainties and anxieties which the

burn it down. He described this
as the battle between "the un-
critical lovers' and the "unloving
critics' suggesting that "love
without criticism brings stagna
tion, but criticism without love
brings destruction.”

originator of

regenerative If institutions
action must "While science helps are to more &f-
bear. A the- calculate the odds fectively care
ology of in- on a decision, belief for and serve
could bea inevitable uncertain- then they do
vital ingre- ties and anxieties now we need to
dient in which the originator develop, nur-
forming and of regenerative ac- ture and equip
shaping a tion must bear. A "loving critics'
faith which theology of institu- who operate
eMpowers tions could be a vital from within,
such risk- ingredient in forming who have some
teking and and shaping a faith stekein thein-
could also institution building; are concerned
be acritical it could also be a with its vocar
resource in critical resource in tion and ac-
opment, preparation and sus- before God.
preparation tenance of persons The task of
and suste- who are committed equipping "lov-
nance of to being regenera- Ing critics
persons who tive agents within in- must involve a
are commit- stitutions" . much more in-
ted to being clusive theol -
regenerative ogy of minis-
agents try thanis

within institutions'.

3. Laity As "Loving Critics™
Whileit isimportant to affirm
that institutions have alife of
their own and are not simply the
extension of those individuals
who currently make up their
workforce, therole of laity asin-
stitutional change agents cannot
be overlooked. John Gardner has
said it as succinctly as anyone
when he wrote about our institu-
tions being trapped between
those persons (often on the i n-
side) who are comfortable, com-
placent and unwilling to see the
institution change, and those
prophets (usually on the outside)
who insist that the institution
must change or else they will
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prevalent among Christians to-
day, and it callsfor ayet unde-
veloped theology of ingtitutions.

4. Jitsuo's Vision

But perhaps the most compelling
voice of al urging thiswork
forward was Jitsuo. He wrote:

“What then is needed 'to equip
the saints for the work of
ministry?' (Eph. 4:12) A new
theological vision, as power-
ful for American laity aslib-
eration theology is for the
Latins. This new theological
perception must be hammered
out on the anvil of institu-
tional crisis, perceived by
Robert Bellah as "a third time
of trial at least as severe as
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those of the Revolution and
the Civil War." Itisatest of
whether we can control the
very economic and technical
forces, which are our greatest
achievement, before they de-
stroy us." The church has
commendably focused its
theological discipline upon
the welfare of individual per-

The Center for the Ministry
of the Laity: The Work On
A Theology of Institutions
With the pending conclusion of
the five-year research effort of the
ANTS Laity Project the trustees
of both Andover Newton and the
Laity Project met to talk about
the possibility of institutionaliz-
ing this work. They recognized

sons, that the vi-
ﬁ?‘rogltj%???; If institution_s are to Zg};%ﬂd
long his- more effectively care lost within
tory, asa for and serve God's the seminary,
sign, of the creation then they given al the
recious- do now we need to existing in-
ﬁessof devglop, r’!urturg-:-_and itutional
every life equip "loving critics" pressures, if
in the sight who operate from it were not
of God within, who have _ given amore
Therefore some stake in the in- solid footing.
the minis- stitution's future and Andover
try of the W_ho are conc.erned Newton was
churchis with its vocation and about to un-
concerned accountability before dertake ama
and prac- Sl jor capital
ticed as campaign so
largely it was decided
ministry to that a Center

persons. But today, more
than in the past, the fate or
welfare of human lifeis pow-
erfully affected by the institu-
tions of society; in fact, the
future is being largely shaped
by these economic, political
and social institutions of our
culture, so that therole of in-
stitutions, the moral and so-
cial accountability of institu-
tions, becomes perhaps the
number one agenda in our his-
torical enterprise. How to
confront these powerful orga
nizations, which are our
greatest achievement, before
they destroy us on the one
hand, and how to evoke and
provoke themto a fresh dis-
covery and discernment of
their true purpose and calling,
on the other hand, is the task
of an American, indigenous,
evocative theology.”

for the Ministry of the Laity
would become one cornerstone of
this fundraising effort. In order to
protect the vision aswell asto
encourage the impact of the pres-
ence of the Center within the
seminary it was also decided to
keep the two institutions as sepa
rate entities with overlapping
boards and the privilege for trus-
tees of both to participate in the
respective search processes for
the chief executive officer of each
institution, when necessary.

Simultaneous with this effort to
provide structural integrity to the
vision, the research effort to
work on atheology of institu-
tions was just getting underway.
Bob Lynn, then Vice President of
the Religion Division of the
Lilly Endowment, provided a
grant to help launch the work.

The task force, chaired by Ernie
Sutcliffe, comprised three theo-
logians from the seminary and
four lay membersinvested in
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ministry in avariety of institu-
tions. After exploring a variety
of possible avenues to launch
this effort we decided to start
with the theological tradition sur-
rounding the three-fold office of
Christ as Prophet, Priest and
King. There already was a con-
siderable body of theological
work using this approach to
think about the form and shape
of the institution of the Church
and its ministry as Christ'sin-
carnate body. In addition one of
the theologians in the task force,
Gabe Fackre, had already written
apaper "Christ's Ministry and
Ours," which built on this tradi-
tion. It had served as a provoca
tive resource for our research in
developing the nine types of
ministry.

The premises we wanted to ex-
plore were:

. In what sense can we
talk about "secular" insti-
tutions also incarnating
Christ's ministry and
therefore being, in some
sense, extensions of his

body?

. Isit possible to think of
ingtitutions as incarna
tions of Christ's ministry
with diverse gifts and call-
ings, just as persons aso
incarnate different gifts and
calls--al potentially con-
tributing to the larger
good?

. Can we speak of secular
institutions being ulti-
mately accountable and
morally responsible to the
mandates of the Kingdom?

. If persons are stewards
of the gifts and resources
entrusted by the Creator to
them, can we also talk
about institutions func-
tioning as trustees of the
gifts and resources en-
trusted to them?
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. If asindividuals we are
subject to the powers and
principalities which often
claim an ultimate alle-
giance from us, isit not
also possible to think of
institutions being seduced
by these same powers and
principalities, aswell as
being incarnations of
them?

For the next several months we
interviewed institutional leaders,
examined much of thedata which
had been gathered by the Task
Force on the Content of Ministry
regarding examples of what
might be construed as institu-
tional ministry, and held lengthy
discussions on the relevance or
lack of it of the theological tradi-
tion surrounding the three-fold
office of Christ.

Slowly patterns and insights be-
gan to emerge. We gathered our
examples and began to make
connections to the offices of
Priest, Prophet, and King.

The Priestly Office: For ex-
ample, the priestly office of
Christ has traditionally been seen
to focus on the human condition
in its weakness and vulnerability.
Jesus is understood as the High
Priest who, having experienced
what it means to be human, of-
fershislife asasacrifice, asup-
plication to God on behalf of all
others. Itisan office primarily
concerned with restoration and
healing. The types of ministry
which best capture the thrust of
this office are those which model
anew way of being human; min-
istries which incarnate a concern
for the well-being and wholeness
of persons by providing a hospi-
table space or environment that
nurtures growth and self-
development; and ministries
which celebrate the truth that
death is not the last word so we
can livein hope and confidence.
Traditionally, this office has been
concerned with caring for the op-

pressed, the needy, the disem-
powered, the wounded and those
who grieve. It offers healing and
reconciliation, forgiveness and
the capacity to begin life anew.

Aswe have examined the content
of this priestly office and the way
in which the Church has come to
understand it, we have been led to
believe that it has application not
only in the ministry of one per-
son to another, but can aso be
incarnated in institutional prac-
tices and policies. For example,
companies which are faced with
the painful and debilitating task
of dismissing employees can do
so in away which leavesthe
former employee without a shred
of self-confidence and any sense
of self-worth, or they can use a
carefully designed out-placement
program which focuses signifi-
cant energy and resources on

hel ping that employee discover
his/her talents and discern where
and how those talents can best be
utilized.

Dismissal can be, and oftenisa
traumatic destructive experience.
Or by ingtitutional policy and de-
sign it can become the launching
pad for personal growth and
empowerment, for healing and
reconciliation. Townsend and
Bottum, a unique engineering and
construction company in Ann
Arbor, Michigan, consciously at-
tempted to model itself around
Bob Greenleaf's vision of a sa-
vant institution. A few years ago
it had to go through the painful
process of downsizing; letting go
valued employees due to business
conditions. However, as a part

of this process each manager was
charged with the task of spending
whatever time was necessary to
help these employees find reward-
ing employment with other
companies; this at no small cost
in time and energy of an already
reduced management team.

The death of a member of the
family can often be the occasion
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when a particularly sensitive fd-
low-worker can be an instrument
of pastoral care. But it also can
be the occasion, because of insti-
tutional values and policy, when
awhole corporate community
surrounds the grieving person
with supportive care and even fi-
nancial resources. Such wasthe
case with IBM when six of its
employeeswerekilled in atragic
airplane accident in Dallas. By
long-standing IBM corporate pol -
icy, when an employee or a
member of an employee's family
dies, the over-riding priority is
the comfort and support of that
individual. Business appoint-
ments are cancelled; scheduled
trips are atered with the clear un-
derstanding that those closest to
that employee are encouraged to
make that person's well being
their first concern. Thus, while
it istrue that no ingtitution can
mandate genuine pastoral care, it
is also true that an institution
can establish the climate and tra
dition in which employees are
encouraged and empowered to in-
carnate the priestly office.

While it seems clear what cele-
brating means for clergy and
those charged with leading Chris-
tian liturgy, it isless obvious
how this ministry might occur in
the everyday involvements of our
secular lives. Perhaps part of the
reason for our lack of clarity in
making this connection is rooted
in the fact that so much of our
Sunday liturgy redlly failsto
make clear the relationship be-
tween our work and our worship
(Romans 12). If the Biblical
story of our salvation does, in
fact, speak of God's healing and
enabling action in every dimen-
sion of our lives, then our litur-
gical re-enactment of this story
should enable usto clearly see
thislinkage.

Oneillustration of this occurred
in the executive office of amanu-
facturer of office products. The
company, after several successes
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in the devel opment of new prod
ucts, finally produced--at consic
erable cost--a product which dra
matically bombed. Thelossesto
the company were so profound
that for months the senior offi-
cerswere immobilized. Finaly,
the President gathered them to-
gether in his office. In the center
of the office was awooden cas-
ket. Solemnly he placed the
piece of equipment which had
miserably failed to attract buyers
in the casket; read a brief liturgy
acknowledging its "death"; and
then proceeded to bury the "de-
parted" in agrave dug behind the
plant. Through this"liturgy" the
company officers were finally
ableto lay to rest this abatross
which had haunted them for
months and get on with the
business of serving their custom-
ers and employees. Thetruth of
the Christian doctrine of death
and resurrection had, at some
level, been dramatically experi-
enced and celebrated in the con-
text of the workplace.

The Prophetic Office: When
we have traditionally thought of
the prophetic office of Christ we
have seen Jesus as the prophet
who announces the coming of
the kingdom; the one who speaks
the right word at the right time.
This office has been understood
as embracing not only the out-
raged critique of what iswrong
and reprehensible, but it also in-
cludes the articulation of avision
of what isright and life giving.
While the priestly office tends to
focus on hurt, the prophetic of-
fice speaks of hope, of new life,
of new ways of being and doing.
Even though its message is often
cast in critical terms, the underly-
ing truth of this ministry--when
it is genuinely an expression of
the prophetic office of Christ--is
that there is a better, more life-
giving way, full of promise and
of hope.

Our newspapers and magazines
frequently relate stories of insti-

tutional "whistle-blowers" who
challenge and expose corporate
corruption or the misuse of pub-
lic funds. These personsincar-
nate, in avery specific way, one
expression of the prophetic of-
fice. But there are entireinstitu-
tions such as Common Cause,
Physicians for Social Responsi-
bility, or the U.S. Government's
General Services Administration
which embody the prophetic of-
fice. Each of these ingtitutions,
by ingtitutional policy and pur-
pose, perform the prophetic func-
tion of evaluating and critiquing
the way in which other institu-
tions carry out their mandate on
behalf of the public good.
Through internal reports and ex-
ternal press releases they attempt
to hold institutions and agencies
accountable to their stated char-
ters and corporate missions. This
was clearly illustrated earlier in
Polly's ministry through the
Foster Care Review Unit of

M assachusetts Department of
Social Services. This prophetic
officeislargely reflected through
aprocess of critiquing what is or
isn't being done.

But another dimension of the
prophetic office embodied by
some institutionsis that of pro-
viding or modeling avision of "a
more perfect way" of serving the
common good. Westminster
Presbyterian Church, in the inner
city of Indianapoalis, is a source
of hope and encouragement for
its neighborhood by the way it
articulates avision for the com-
munity and empowers members
of the congregation who provide
leadership in neighborhood orga:
nizations. Thissmall congrega-
tion has made a special ministry
of equipping neighborhood resi-
dents to become trustees of credit
unions, health clinics, economic
development corporations, day
care centers, etc. The church has
modeled a servant style of |eader-
ship which has given spirit and
vision to community members
who, at one time, felt they were
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victims; not people of talent and
power. By its own community
life--the way power is shared, vi-
sions generated, and persons sup-
ported--Westminster has become
a center of empowerment for
those who previously perceived
themselves to be powerless.

Again, Townsend and Bottum,
originaly afamily-owned bus-
ness, is aparticularly interesting
illustration of the prophetic of-
fice expressed in an dternative
vision. Under the servant-
leadership of its principal owner
it created a new form of corporate
life in which the company owns
itself for the benefit of al the
people who work for it and the
clientswho are served by it.
Capital is understood as a work-
ing tool, available for use by
each generation of employees.
The role of Trustees--often per-
functorily performed in most
companiesin response to the di-
rection of management--has been
transformed into the role of en-
suring the continuity in company
performance of aunique set of
values which express a concern
for persons and for the society.

The Royal or Kingly Office:
When we reflect on the tradi-
tional thought about the royal of-
fice of Christ, we seeit as an of-
fice which makes things happen.
It is an office which empowers
and builds, which manages and
directs. However, as Jesus mod
eled it he demonstrated a different
style of leadership--a new way of
exercising power. Where other
kings had often used their power
to make things happen in a coer-
cive way, bending persons and
ingtitutions to their will, Jesus
modeled a style of leadership
which leads by serving and em-
powering others. When we think
of institutions a critical dimen-
sion of theroyal officeisthe
creative and cost-effective use of
both human and material re-
sources in such away that both
the needs of employees and the
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legitimate self-interests of cli-
ents, creditors and suppliers are
served.

A particularly powerful illustra
tion of this was the example of
Michigan Baptist Homes, are-
tirement complex started several
years ago by the church. Its
original director was a clergyman
who lacked both integrity and
business sense. After severa
years of mismanagement the
Homes were forced into bank-
ruptcy. Asaresult of the court's
re-organization and settlement of
outstanding loans, many elderly
bond-holders who had entrusted
their life savings by purchasing
MBH bonds were paid back only
10 cents on the dollar and bus-
ness creditors received nothing.
After five years of struggle and
under the skilled servant-
leadership of aformer Burroughs
executive and his staff, the
Homes were brought out of
bankruptcy and began to show a
profit. Recently they were pur-
chased by a private investment
company. The leadership of the
Homes took a very untraditional
tack. Though the bankruptcy
settlement had abolished any
claim of the former creditor and
bond-holders on the 11 million
dollars that would be realized
from the sale of this now profit-
able ingtitution, the decision was
made to pay back all bond-
holders their full loss with inter-
est and the business creditors as
well. The Homes' leadership felt
it had a covenant with those who
had entrusted their savings and
suppliesto thisinstitution. So
they took the unprecedented ac-
tion of modeling a new vision of
corporate integrity. Whilein
some waysthiswas anillustra
tion of the incarnation of the
prophetic office of Chrigt, it was
made possible because the |eader-
ship of the Homes had effectively
exercised theroyal or kingly of-
fice.

Theroyal office of Christisre
flected not only in the way the
institution is managed and the re-
sources utilized, but it al'so
comes to visibility in the prod-
ucts produced. Haemonetics, a
well-managed blood equipment
company, has developed a tech-
nology and related machinery
which enables a surgical patient's
own blood to be recycled during
surgery. This product dramati-
cally reduces the loss of blood
during surgery and also protects
the patient against the danger of
infection from blood transfu-
sions. For rare blood types, this
equipment has often meant the
difference between life and death.
In thisinstance the royal office
which creates, manages and pro-
ducesis effectively linked to the
priestly office which is concerned
with healing and health. It be-
comes an important illustration
of Christ'sroyal ministry of
stewarding human and material
resources to enhance the quality
of life.

Gathering these illustrations of
institutional "ministry" was
helpful in breaking open our
thinking about ingtitutions. But
it also seemed arbitrary. For
every institutional example we
could find that positively illus-
trated the dimensions of the
three-fold office we could site ten
othersthat illustrated just the
opposite. Further, we still didn't
seem to have away of using the
three-fold office to think theo-
logically about institutions that
would serve asaguidetoillu-
mine faithful action.

It was then that | stumbled across
some of the earlier MAP research
in going through one of my
dusty files. During the early
1970's the MAP staff attempted
to speak to the concern for corpo-
rate responsibility. We did some
research on corporate values and
identified three organizational
value criteria which, when held

in creative tension, seemed to be
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essential to corporate responsibil-
ity. We described these three as:

Corporate Wholeness = Con-
cern for the quality of life
within the institution reflect-
ing how well the institution
meets the full range of human
and materia needs of those
who constitute its work force.

Corporate Accountability =
Concern for the way in which
the institution attempts to
serve the needs of the larger
society through the service
and/or productsit provides. In
other words, how well and in
what way it justifiesits exis-
tence.

Corporate Effectiveness =
Concern for how well thein-
stitutions stewards the human
and material resourcesin its
possession.

These three criteriaand arelated
set of values were a crude attempt
to get at the dynamics of institu-
tional decision-making and the
issue of corporate responsibility.
We had no ideain the 1970's that
we might also be dealing with
the content of the three-fold of-
fice of Christ.

When the task force examined
these value criteriawe immedi-
ately began to make rough corre-
|ations with the traditional of-
fices used to describe the minis-
try of Christ as Prophet, Priest
and King. The correlation aswe
saw it related the ministry of
"Prophet" to organizational ac-
countability; "King" to organiza
tional effectiveness; and "Priest”
to organizational wholeness.

For several months we struggled
with getting the appropriate
words to define the content of
what we were after. One member
suggested that the correlation
might better be described as:

Purpose = Prophetic Office
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People = Priestly Office
Productivity = Royal Office

No one set of definitions seemed
to define the qualities for every-
one but the accents that they
suggested felt right on target for
all of us. In addition we began to
see in the process work of an-
other task force that the three of-
ficesaso correlated with the tra
ditiona stakeholdersin most in-
stitutions.

Clients/Society = Prophetic
Office

Employees = Priestly Office
Owners/Trustees = Royal Of-
fice

While this explanation in the
brief confines of one chapter may
seem confusing to the reader,
those who were working on this
project began to feel the excite-
ment that comes in the rough and
early stages of any work when
connections begin to appear. The
structure began to take shape
which provided both a means of
probing our theological heritage
on one hand, and a process for
enabling laity to think theologi-
cally about their institutions, on
the other. One task force, under
the leadership of David Specht,
began to design areflection proc-
ess using these insights and inte-
grated them with the 9 types of
ministry. The intent was to pro-
vide aresourceto laity in asup-
port group context to help them
reflect theologically on proposed
action within their workplace in-
gtitution. The story of Polly's
ministry within the Foster Care
Review Unit came out of one
such task force.

Emerging Insights and
Questions

Quite obvioudly, thereis much
work to be done before we can
talk comfortably about the devel -
opment of atheology of institu-
tions. But what has emerged to-
date has provoked some thought-

ful reflection and some intriguing
hypotheses.

For example, our work brought
to visibility what most managers
know intuitively, namely that
the three offices arein tension
with each other. They are not
held together comfortably. The
legitimate self-interests which
each represent are often in con-
flict. Therefore, if it is possible
to talk about institutional faith-
fulnessit seemsto be a conse-
guence of keeping the values
and/or stakeholders related to each
of these offices in creative ten-
sion where the self-interests of
one do not dominate or over-
shadow the interests of the other
two. A particularly telling illus-
tration of this tension can be
found in the demise of Eastern
Airlines. Over the yearsthe
company had had a history of bad
labor relations. Under Frank
Borman, Eastern management
found itself in atense standoff
with the unions. However, given
the pressures of economic sur-
vival and the insistence of the
lending institutions, Eastern
management did negotiate a new
contract with employeesto effect
cost-savings. This contract also
provided a new motivation for
employee performance and with
it anew level of employee com-
mitment. The willingness of the
unions to see their responsibility
for the financial viability of the
airline, even though it meant tak-
ing apay cut, reflected areadi-
ness to balance their short-term
self-interests with the longer-
term interest of an economically
viable company. However, the
dramatic changesin employee
commitment and cooperation
which resulted from this new
agreement were undermined and
eventually destroyed when the
"owners" (the banks who held the
loans) put pressure on manage-
ment to increase profits unrealis-
tically and thusirrevocably dam-
aged the trust critical to success.
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While institutional financial vi-
ability is essential it is not suffi-
cient as areason for ingtitutional
existence. Institutions must also
be measured by how well they
serve the common good and the
needs of those who work within.
Today organizational theorists
and managers, alike, are attesting
to thisintegration of divergent
but legitimate self-interests with
aforce and clarity rarely ex-
pressed before.

Paul Sherwin, the former Presi-
dent of Phillips Products Com-
pany wrote an article in Harvard
Business Review on "The Ethical
Roots of the Business System"
in which he said that businessis
asystem of interdependent mem-
bers that can thrive only when all
its members are given equal em-
phasis. To act ethically a man-
ager has to ensure that the own-
ers, employees, and customers all
sharefairly in the business's
gain. "What each member re-
ceivesis constrained by what
other members require, and no
member can in the long run en-
joy adisproportionate share. Be-
sides being interdependent, the
members of the system are en-
tirely equal in importance. Bus-
ness people often claim primacy
for capital, perceiving it asthe
fuel of enterprise, while consum-
erstend to assume that the whole
point of businessisto provide
them with goods and services.
But no member of a system can
be primary. Since the contribu-
tion of every member is neces-
sary and no contribution is suffi-
cient, the members are equal".

Asthe task force reflected on
these words it struck us as avery
contemporary expression of the
insights the Apostle Paul had
about the church as the body of
Christ. If we are correct in our
assumption that an institution
(asistruewith any system) is
made up of interdependent parts
or members and that the legiti-
mate self-interests of these parts
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or members must be treated as
having equal importance then it
also seems clear that we areon a
collision course; that the val-
ues/interests of each "office" are
likely to be in tension with each
other and thus the symmetry be-
tween these offices of priest
(wholeness), prophet (mission)
and king (effectiveness) is not
comfortably and easily main-
tained. The Eastern Airlines ex-
perience clearly underlines this
reality, but almost any manager
or union official or owner could
give similar testimony.

What theological insight can we
bring to this hard and sometimes
painful reality? We may be
helped to arrive at a point of
theological illumination by ex-
ploring the idea that the three-
fold office of Christ also experi-
ences thisinner tension; that the
legitimate concerns embodied in
the priestly, prophetic, and royal
ministries of Jesus are also in
tension with each other and that
"faithfulness" isfinally not
measured by how well we em-
body the true marks of any one
of these "offices" but rather by
how well we integrate and bal -
ance the legitimate claims of the
three offices together.

| believe thisis what Bonhoeffer
isdriving at in his book Ethics
when he writes "Whoever wishes
to take up the problem of a
Christian ethic must be con-
fronted at once with a demand
which is quite without paralldl.
He must from the outset discard
asirrelevant the two questions
which alone impel him to con-
cern himself with the problem of
ethics, 'How can | be good? and
'How can | do good? and instead
of these he must ask the utterly
and totally different question
'What isthe will of God?. . .
What is of ultimate importance
isnow no longer that | should
become good, or that the condi-
tion of the world should be made
better by my action, but that the

reality of God should show itself
everywhere to be the ultimate re-
ality."

Making this connection to Bon-
hoeffer may only serve to further
confuse an aready complex is-
sue, but | put forth this connec-
tion because | am led to believe
that by our attempt to relate the

For amoment, letslook at a
theorem from systems theory
which, though counter-intuitive,
provides a new way of looking at
reality that ultimately might
serve as awindow to more faith-
ful institutional decision-making;
atheorem that may help us"to
see things whole."

three-fold office Russell

of Christtoin- Ackoff, the
stitutional prac- | believe that it is not father of
tices and poli- helpful to see the Operations
cesweare emerging theology Research
forced onto new of institutions as and one of
theological being primarily con- the pioneers
ground with a cerned with the in systems
new frame of problem of ethics, of | theoryin
reference. | be- doing the right or "The Second
lievethatitis moral thing as if, in Industrial
not helpful to most of our deci- Revolution"
see the emerg- sions, the "right" or presents this
ing theology of "moral” act is an ob- theorem and
institutions as viously self-evident its corol-
being primarily choice. Rather, a lary: "If
concerned with theology built you take a
the problem of around the three- system and
ethics, of doing fold office invites us tekeit apart
theright or into looking at reality to identify
moral thing as from the perspective Its compo-
if, in most of of the Christ "who nents, and
our decisions, holds all things to- then operate
the "right" or gether." This per- those com-
‘mordl” actis spective compels us ponents In
an obviously to turn our focus such away
self-evident from a particular part that every
choice. Rather, or a specific problem component
atheology in isolation to see behaves as
built around the the interdepend- well asit
three-fold office ence of the parts possibly
invites usinto and to choosing an can, thereis
|looking at real- action which affirms onething of
ity from the and preserves the which you
perspective of reality of their es- can be sure.
the Christ sential oneness. . - the sys-
"who holds all temasa
things to- whole will

gether." This perspective com-
pels us to turn our focus from a
particular part or a specific prob-
lem in isolation to see the inter-
dependence of the parts and to
choosing an action which affirms
and preserves the reality of their
essential oneness.
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not behave as well asit can. The
corollary isthis: If you have a
system that is behaving as well
asit can, none of its parts will
be."

Ingtitutional "faithfulness', there-
fore, may consist not in attempt-
ing to solve a problem by under-
taking a"perfect" or morally
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right action vis a vis the specific
problem and its |egitimate inter-
ests, but rather in attempting to
reach a solution that relates the
needs and interests of each of the
"offices" and their respective val -
ues and stakeholders. The latter
course will almost certainly
mean that the solution will not
fully satisfy the legitimate needs
of any one "office"; i.e., the parts
will not be able to "function as
well asthey possibly can."
However, by creatively holding
the interests of each "office" to-
gether and insisting that any "so-
[ution” must not allow the inter-
ests of one "office" to overwhelm
and dominate the others, the total
system (ingtitution) and each of
its parts will be better served and
will be better able to serve.
Conversely, ingtitutional "sin"
may be the ultimatizing of the
self-interests of one "office" to
the detriment and diminishment
of the other two. Thisisnot
only an offense against the parts
but also against the health and
well being of the whole.

We have aparticularly vivid il-
lustration of thisin the Eastern
Airlines case. The unwillingness
of the banksto give equal weight
to the interests of the employees
and the needs of the customers
and to participatein creating a
solution which held those inter-
ests as being inextricably bound
together finally led to the un-
friendly take-over by Texas Air
and eventually the demise of the
airline. Given the lens provided
by the three-fold office we not
only have an example of poor
business judgment but an illus-
tration of institutional unfaith-
fulness-the refusal or inability to
“hold al things together”.

By clarifying the specific values
that the institution either con-
sciously claims for itself, or
those which seem to be opera
tional, and by describing those
valuesin relationship to the three
offices of Christ we begin to see

the inevitable inner tensions that
operate within any institution.
We have increasingly cometo
believe that it is the balancing of
these tensions which ultimately
contributes to an institution's
faithfulness to God and its dis-
charge of its corporate responsi -
bility.

Thisway of “holding things to-
gether” has many profound im-
plications. Clearly our effortsto
enlarge the Church's understand-
ing of who isaminister has
revolutionary implications for | &
ity; but equally profound ones for
how clergy see themselves, how
the Church system validates both
laity and clergy and how atheo-
logical school like Andover New-
ton trains pastors and develops
theological resources. When we
step back from our preoccupation
with apart (i.e., the training of
clergy) to examine our account-
ability for the equipping of the
whole people of God for minis-
try, we find ourselves dealing
with awhole new reality. For
example, when George Peck vis-
ited the offices of laity engaged

in thoughtful ministry in various
"secular" institutions and re-
flected with them about theis-
sues they confront in their daily
ministry and how or whether the
Church equips them theol ogi-
caly for that ministry, he said
"everything changed in my think-
ing about the mission of atheo-
logical school; nothing will ever
be quite the same."

One additional insight has been
the interplay between personal
ministry and institutional minis-
try. A complaint expressed in the
task force was that we kept fo-
cusing on the ministry of per-
sons. We initially explained this
to ourselves by saying it was
simply hard for usto get out of a
very individualistic way of look-
ing at ministry. However, the
more we reflected on this phe
nomenon, the more we recog-
nized that there isavery vital in-
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ter-action and inter-play between
personal ministry and institu-
tional ministry.

While some would suggest that
there is no such thing asinstitu-
tional ministry; that it'sonly a
case of individual persons or col-
lections of persons who embody
ministry in agiven situation,
we'reincreasingly inclined to be-
lieve that not only do individuals
have their own unique ministry,
but so do institutions as well. It
is the interaction between ind-
viduals and institutions that cre-
ates the exciting dynamic for
faithfulness.

Oneingtitution which I've been
following with great interest is
an air conditioning distributing
firmin Dallas, Texas. TDIndus-
tries was founded some 40 years
ago by Jack Lowe, Sr. In acer-
tain sense it would be fair to say
that this particular company isan
extension--the lengthened
shadow--of Jack Lowe. Hewasa
person who lived out of avery
clear set of valuesand in hisown
gentle and empowering way he
encouraged those who worked for
and with him to do likewise.
Jack was an individual who cared
very deeply not only about his
company but the city of Dallas.
He had avision of all races and
ethnic groups working collabora
tively together. He was asked by
the presiding federal judge to
draw up an integration plan for
the city. Those who knew him
reported that it was Jack's tireless
effort and the incredible trust that
he was able to build in each of
the diverse communities that en-
abled that city to develop a pro-
gram for school integration
which was accepted across the
city. In the early 1970s Jack
came across Bob Greenleaf's idea
of servant leadership, and it gave
him avocabulary and away of
thinking about what he was al -
ready doing. Histrust and faith
in people led him finally--out of
aneed to raise additional cash for
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the company--to share the owner-
ship of the company with all his
employees.

Over the years, even since his
death in 1980, this company has
pioneered a set of very clearly ar-
ticulated values which has made
it aunique model of a servant in-
gtitution. The management style
of the company is very open and
fluid with little, if any, hierarchi-
cal distinctions. The President's
office looks like anyone else's.
While thereis clear accountabil-
ity, with the President serving as
the Chief Executive Officer, the
actual style of management and
decision-making reflects avery
broad ownership of al decisions.
An advisory committee of all
employees was established some
five years ago. Thisgroup is
called together to review major
decisions which face the com-
pany and to offer their counsel
and advice. Though that counsel
is not mandatory for management
to act on, itisclearly deeply in-
fluential and oftentimes crea
tively suggestive. For example,
in 1984-85 when the company
experienced adownturn in busi-
ness because of the cutback in oil
revenues in Texas, the company
had to make a decision about
how they would handle the hold
ings of employees who were re-
tiring and who owned significant
stock in the company. Since the
policy of the company had been
to buy back any stock when em-
ployees retired, or if they needed
ready cash, the company was
now faced with afairly serious
issue. What if more persons
claimed their right to cash in
their stock than the company had
resources to buy back?

It was brought to particular visi-
bility when Tom, the chief fi-
nancia officer of the company,
made his decision to retire at age
67. It cameto his attention that
several employeesin the com-
pany viewed his decision to retire
as asign that the company was

not stable financially. Though
by company policy Tom had
every right to cash in his stock
and take his large holdings, he
made the fateful decision to buy
back his stock at a significant
loss to himself. Tom did this out
of his commitment to the com-
pany and to ensuring that all em-
ployees would trust management
not to function out of their own
self-interest in away that would
be destructive to the ultimate vi-
ability of the institution.

What seems to be quite clear
about this particular institution
isthat an individual had a pro-
found effect on shaping the way
in which the company lives out
its values. Jack modeled what he
believed. What is aso important,
however, isthat the culture he
developed continues to shape and
form this ingtitution; those who
have followed in leadership at al
levelsin the company since his
death have sustained a commit-
ment to the values and vision
which he articulated. In many
ways, you could say the com-
pany is more firmly grounded in
those values than even when Jack
Lowewas alive. They have be-
come apart of the identity and
nature of thisinstitution. If the
company is till in existence 50
years from now my hunch is that
it will continue to be intentional
about fulfilling the values which
were so important in its incep-
tion. Here would appear to be an
illustration of an institution
whose history, policy and mode
of operation help personsto be
more whole, trusting and com-
mitted to serving alarger good.

Honoring Jitsuo Morikawa
In thefall of 1985 the Center for
the Ministry of the Laity at An-
dover Newton Theological

School sponsored amajor Con-
vocation on the ministry of the
laity. It was abeautiful fall
weekend, the kind for which New
England isfamous. A largeyel-
low and white-stripped circus tent
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stood squarely in the center of the
campus quadrangle. Laity from
35 states and 8 foreign countries
came together to celebrate a vi-
sion and explore the demanding
challenge of how that vision
could become aliving reality.
Hans-Ruedi Weber, who was the
first director of the World Coun-
cil of Church's Department of the
Laity and who currently served as
Director of Biblical Studiesfor
the World Council of Churches,
presented three Biblical studies
on "Living In The Image of
Christ."

In the early planning for this
event it was decided that we
would honor afew of the men
and women who had mentored
this movement from its incep-
tion. So on abrisk fall evening
with over 300 folk seated at din-
ner in alantern-lit circus tent
Jitsuo Morikawa, Robert Green-
leaf, Elizabeth O'Connor, Mark
Gibbs, and Hans-Reudi Weber re-
ceived a standing ovation--
celebrating their faithful witness
to the Biblical truth that all
Christians are called to "full-time
ministry."

Asone part of this event we
asked Jitsuo if he would be will-
ing to critique aworking paper
reflecting our work on atheology
of ingtitutions. As one might
suspect his response was better
than the paper. Among other
things Jitsuo said:

There are many aspectsto
which | wish to respond, par-
ticularly to the theological le-
gitimacy of the daring as-
sumption that modern secular
ingtitutions are called to serve
the mission of God! That
grand assumption isrooted in
avision of a cosmic Chris-
tology, the universal presence
of Jesus Christ, "that all
things were created through
him and for him...and in him
all things hold together." (Col
1:16-17)
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| amimpressed with Robert
Bellah, that corporations have
an organic quality about
them, so the analogy of the
church as the Body of Christ
is enormously illuminating.
The immediate implication is
the interdependent nature of
all ingtitutions: "for we are
member s one of another™
(Eph 4:25), so that "if one
member suffers, all suffer to-
gether; if one member ishon-
ored, all rejoice together.” (I
Cor 12:26)

My experience in recent years
has been with the University
of Michigan, not as faculty,
but earlier as minister of the
First Baptist Church, and
mor e recently as staff of the
American Baptist Campus
Foundation. Asa Christian
minister | have assumed min-
istry to the vast scale of hu-
man need must occur largely
through secular public institu-
tions of our culture.

And since the concern of the
church and gospel isthe
health and welfare and redemp-
tion of all peoples, and the
University has the capacity to
make a major impact on the
world, | assumed it follows
that the church should have
major concern that the univer-
sity fulfill its true vocation in
the world.

And how can the church ex-
pressits hope, concern and
faith in the power and influ-
ence and ministry of the uni-
versity? Through its laity
who are nurtured in the faith
and valued as faculty and ad-
ministrators. But how the
nurtured faith of the laity can
informthe university in its
mission and purposeisthe
fundamental reason for the
need of devel oping a theology
of institutions.

| find the proposal of using
the three-fold ministry of
Christ--of prophet, priest and
king, and trandlated into insti-
tutional criteria of wholeness,
mission and effectiveness--
very illuminating toward cast-
ing theological light on the
life of the University of
Michigan.

The church through its laity
has an enormous opportunity
to provide theological and in-
stitutional direction to the
university inits global leader-
ship, initsministry and serv-
iceto the world.

There is a momentous need to
provide theological vision and
direction and power to the his-
tory shaping institutions and
corporations of our times,
that they become instruments
and servants and ministries of
God's blessing to the world.

Jitsuo's vision was shared with
less than 50 personsin the Fac-
ulty Lounge of Andover Newton
Theological School. It wasa
sunny Thursday morning in Oc-
tober, 468 years to the day after
Martin Luther's fateful nailing of
his 95 theses on the Wittenburg
church door! In retrospect, | won-
der if those of uslistening to
Jitsuo were not witnessing a
similarly historically decisive
event; anew stage in the refor-
mation of the church and its min-
istry.

Looking Ahead To The 21st
Century

In 1970 the "Christian Century"
editorialized on the "Misplaced
Ministry of the Laity" saying:
"In recent years there has been
much preaching, mostly by
preachers, about the ministry of
the laity. The awful truth, how-
ever, isthat thereis no greater
operational failurein American
Christianity than the failure to
make the ministry of the laity a
visible reality. Not all our talk
about the church as mission, nor
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the crash programs on the crisis
in the nation, nor our ecumenical
spectaculars can bring much
health to the Body of Christ un-
less the meaning of the laity as
ministry isincarnated in the style
and structures of our common
life" Twenty oneyearslater the
vision of a church which encour-
ages and equips atheologically
alive and vocationally committed
laity seems little closer to real -

ity.

The great challenge before us as
we approach a new century is
whether or not we are prepared to
boldly embrace avery ancient vi-
sion: to become stewards of
God's whole creation; trustees of
God's universe. Are we ready to
undertake the demanding and
breathtaking task of thinking
theologically in anew way about
our responsibility as Christian
laity who are charged with hold-
ing in trust the institutions
which are shaping the landscape
of the future?

| believeit fitting that this reflec-
tion honoring Jitsuo Morikawa
as a prophet of the 21st century
conclude with his prophetic vi-
sion. He wrote these wordsin
1978:

Ministry of the laity is the to-
tal human enterprise, in col-
laboration with God, in the
reshaping of human history
toward the New Creation.
Ministry is the fundamental
nature and purpose to which
God has called the whole hu-
man family, and laity means
the whole people of God, for
in God's perspective, He has
the whole of humankind in
view as His people. There-
fore when Hendrik Kraemer
calls for a Copernican revolu-
tion in our understanding of
ministry, it really means ex-
plosion of the miniscule con-
ception of the ministry of the
clergy, to the larger horizon
of the whole wor shipping
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community and finally to the
farthest reaches of the whole
human family. If clericalism
has restricted the scope of
ministry, surely church paro-
chialisminrelation to the
world has fated it to become
little islands and enclaves of
self-interest.

Therefore a radical reorienta
tion of our mental concep-
tion, a "conscienticization"
must occur in our under stand
ing of ministry of the laity.
The primary actors, the chief
participants, the shapers and
movers of God's history, are
the people of the world, that
great mass that ""'no one could
number," "as many asthe
stars of heaven,” most of
whom have no formal identity
with the church, having made
no confession that "Jesus
Christ rulesasLord." But
they are God's own people,
created in Hisimage, reconsti-
tuted from a destiny of death
to promise of life (I Cor.
15:22), called and chosen to
theregal enterprise of co-
worker with God in the trans-
forming of the cosmos.
"Even as he chose usin him
before the foundation of the
world" (Eph. 1:4) he chose
them also; "He destined usin
love to be his sons through
Jesus Christ" (Eph. 1:5), so
also he destined them; because
in the unlimited surplus of
God'sgrace, thereisno dis-
tinction, thereis no division,
between church and world.

All are drenched in the ocean
of God's love even as"He
makes his sun rise on the evil
and on the good, and sends
rain on the just and on the un-
just." (Matt. 5:45)

Therefore, in the largest pur-
pose of God, ministry is not
the specialized activity of a
special people, rendered to
that great mass called the
world, who become recipients

of a message and a deed ren-
dered by a unique ministering
people. Ministry isthe voca
tion and purpose to which the
whole human raceis consti-
tuted and called: every life
born into the world, every
family and ingtitution, every
people and race and nation.
Lifeisliterally ministry.

Thisthen is the unique minis-
try of the laity of the church.
It is ministry of proclame
tion, teaching, pastoral and
administrative skill in thein-
stitutions of society, pos-
sessed and empowered by the
Gospel. Theseareall basic
functions by which laity call
forth gifts, as a way of help-
ing others discover their own
identity; to pierce the accumu-
|ated facades of society; demy-
thol ogize powerful images
which hold persons and insti-
tutionsin tyranny; to dig
through layers of geologic
tradition and reach the sub-
liminal subterranean streams;
demystify long held religious
and ideological symbols;
"calling forth the gift which
is the essence of the person
himself" or of an institution.
Obviously no formal preach-
ing, teaching, pastoral and
administrative process will be
followed, but by exercising
our own giftsand calling
forth the gifts of otherswe
help others discover their true
identity. To use the words of
Gordon Cosby, "The person
who is having the time of his
life doing what he is doing
has a way of calling forth the
deeps of another. Such a per-
son is Good News. Heis not
saying the good news. Heis
the good news!"

This, then, is the corporate
enterprise of both clergy and
laity: to discern what "the
Lord requires' (Micah 6:8) of
the institutions of the world,
what they in fact are capable
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of becoming in the light of
the New Age begun in Jesus
Christ.

During the 1950s and 1960s the
ministry of the laity was one of
the most challenging subjects
talked about in ecumenical cir-
cles. Hans-Ruedi Weber said it
felt like "surf-riding on a ground
swell of modern church history."
Then the Church moved on to
other concerns. Once again in the
decade from the late 1970s and
early 1980s there was aflurry of
writing and conferencing on the
ministry of the laity, now in de-
nominational circles. Again, the
wave receded. Modest residue
seemed to line the shoreline to
remind us that there had been a
storm of interest but little else
remained.

But the winds and waves of God
arerelentless. Perhaps, this new
century will see athird and fourth
wave; each coming with greater
power and leaving its mark more
visibly on the shoreline of the
church and the world. What | do
know isthat the vision Jitsuo ar-
ticulated with such passion is,
indeed, avision worthy of our
deepest commitment. m

Richard Broholm served as Ex-
ecutive Director of The Center
for the Ministry of the Laity at
Andover Newton Theological
School in the 1980s. In 1991, he
founded Seeing Things Whole,
where he continues to shape the
inquiry on a theology of institu-
tions through his participation as
a member of STW' s Steering
Committee and by serving as an
Action-Research Consultant
working with STW to explore
the implications of faith for or-
ganizational life. For information
the ongoing work on the theol -
ogy of institutions, visit the web
site of Seeing Things Whole at
www.seel ngthingswhole.org or
e-mail STW at
info@seeingthingswhole.org .
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