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FOREWORD

I present to you this volume: 'THE SALESIAN RECTOR, A MINISTRY FOR THE ANIMATION AND GOVERNING OF THE LOCAL COMMUNITY", an aid requested by the GC21
 and now revised to bring it into line with the definitive text of the Constitutions, the new CIC, and suggestions and contributions that have been received.

It is a book of Salesian reflections presented as an authoritative and brotherly aid to rectors who are called upon to animate and govern their community in its life and mission.

I would like to share with you some thoughts about its characteristics:

· It is first of all a personal aid based on gospel values. It asks you whether and how your attitudes measure up to those of the Risen Christ. This refers not to a generic but to a unique manner of being called and sent forth by Him. It challenges your concern for the particular kind of life of the community, for the advancement and holiness of each confrere, and for the good of young people.

Our Constitutions make very clear the need for this rapport with others and the many different ways in which it is realized in practice: "the rector represents Christ who unites his followers in the service of the Father."

· It is a text permeated with the Salesian spirit. In the ministry which has been entrusted to you, you must recreate the gifts, feelings, and attitudes of Don Bosco himself. This will help you to fathom the secret of his fatherliness and to make it come alive today with the same goals and ways of reaching them, the same efforts and obligations, and to enjoy their rich results.
· It has been prepared with our mission in view. Certainly it requires you to be spiritual men. But remember what I wrote in my letter on the Salesian Family: "The activity of pastoral charity is not inferior to its being; rather does it accompany it, reveal it, shed luster on it, fulfill it and express its genuine truth. It does not come after but resides within it as an element of its dynamic identity. It is radically interior insofar as it is a participation of the love of God. Thus it is that in the depths of an apostolic experience of the Holy Spirit (St. Francis de Sales 'ecstasy in action') we find after all a form of the interior Iife."

First and foremost therefore it is a practical text in the sense that it asks you to be faithful to Don Bosco in the particular way in which rectors have to be faithful, so that through your ministry the confreres may grow in their Salesian vocation and the youngsters themselves may be evangelized.

In terms of these primary duties you are offered the means which are considered at the present day to be the most suitable and efficacious'.

· It is meant to be as complete as possible. Every attitude or idea naturally brings others to mind. If some of them had been left out there would have been the danger that the work as a whole would have been lacking in comprehension and completeness. The risk would have been not so much that of being insufficiently complete but rather of failing to present the overall sense of a vocation.
· The booklet is not meant to be a treatise, even though in some places it contains ideas which help us to understand our spirit. What it offers is a providential opportunity for clarifying and directing the tasks which are properly yours as rectors and indicating a priority among them. It will clear up uncertainties and foster inventiveness and creativity, so as to give back to the Salesian rector the charismatic dignity which Don Bosco meant him to have, and to the confreres the trust that stems from a good rapport with the rector and from jointly responsible obedience.
· Prove its value for yourselves! It is up to you to verify for yourselves the value of this aid. If the text is truly based on the spiritual experience of the Congregation, as we hope will prove to be the case, then as you relive and develop this experience you should be able to understand the gift given by the Lord to Don Bosco when he created the special character of the rector, and you will come to realize what a great force for animation and salvation lies in your ministry.

My dear rectors, meditate on these pages and let others know about them too. They should become a yardstick for assessing how your community is progressing. Recall what Don Albera wrote in the introduction to his Manual for Rectors: the rectors cannot fulfill their ministry "without the cooperation of all members of the Congregation. If this harmony should ever be lacking among us, we would no longer be worthy sons of such a good Father, nor would our many institutes produce the results which God, the Church, and even civil society have a right to expect from them."

May Mary Help of Christians, Mother of the Church, inspire us with confidence in all our undertakings, and give us hope and consolation in the difficult moments of our daily work.

Rome, Solemnity of the Immaculate Conception. 8 December 1986

Fr. Egidio Vigano Rector Major

INTRODUCTION

1. Objectives
1.   This is the second edition of the manual: THE SALESIAN RECTOR, A MINISTRY FOR THE ANIMATION AND GOVERNING OF THE LOCAL COMMUNITY

It is given to the Congregation with the express purpose of fulfilling the directive of the GC21
 and, in its revised edition, of incorporating the indications of the new CIC and of the definitive text of the Constitutions and General Regulations. Its publication will provide a useful contribution for the development of the awareness of the educative and pastoral mission of the Salesian rector and will also meet the request of the confreres who asked that the function and image of the rector should be clarified.

According to the will of Don Bosco and our uninterrupted tradition, the rector constitutes beyond the shadow of a doubt, the centre of unity and initiative of all Salesian work..., the head and guide of the religious community, who encourages and sustains every activity, apostolic or formative, and the one ultimately responsible for everything that takes place in the economic, technical or organizational sectors".3 The role he plays is very important,4 for it is vitally connected with everyone and everything.

On the other hand, cultural changes demand a new approach in accordance with the signs of the times and the Vatican Council's deeper understanding of charism and ministry.5 The rector is a very central figure and his function is indispensable, but we risk not understanding his role fully unless we have a fraternal up-to-date aid which gives clear ideas and directives to help solve the unavoidable difficulties which are bound to arise, and which become ever greater and more numerous. The documents of our General Chapters hint at times at a certain uneasiness and discomfiture experienced in the daily exercise of authority, a situation which requires that the confreres offer the rector their sincere collaboration, for he who is called upon to animate a community of imperfect human beings is himself imperfect, and like everyone else needs support and understanding.6

2. Ministry and the community

2. Your ministry is always to be seen in relationship to the community, the individual confreres, and the young.7

· The Salesian community, as Pius IX once said, lives within the Church and participates in its mission "like an important secret which God had kept hidden" until the time of Don Bosco, and from then on continues to exist with its own distinctive charismatic features.
· he specific nature of this community and unity require that it be guided by a member who by the charism of his priestly ordination and by his pastoral experience is able to direct the spirit and activity of the members.9 Your ministry is to serve this community, to foster its growth and its particular purpose, which (as Don Bosco would put it10) "is for the Church and not for myself.
3. * In the community you are a brother among brothers, united with them by the gift of the same vocation, but you are also their animator and superior, and with them you are at the service of the Church, sharing in its mission.

This is a commitment that Don Bosco was the first to feel. He referred to it on 11 March 1869 when he said: "Our Congregation has been approved; we are mutually bound together: I to you, you to me, all of us to God. The Church has a right to our work."11 In that brotherhood the members were linked to one another "just as the members of the human body are subordinate to one another and all are subordinate to the head".12

It is a commitment which is also expressed in our Constitutions: "We, the Salesians of Don Bosco (SDB), form a community of the baptized. Submissive to the bidding of the Spirit we are resolved to carry out the Founder's apostolic plan in a specific form of religious life: to be in the Church signs and bearers of the love of God for young people, especially those who are poor".13

To carry out this mission and preserve this docility to the Spirit, the superior "is at the centre of the community, a brother among brothers, who recognize his responsibility and authority. His first task is to animate the community so that it may live faithful to the Constitutions and grow in unity. He coordinates the efforts of all, bearing in mind the rights, duties, and capabilities of every member. He also has a direct responsibility to each confrere; he helps him to realize his own personal vocation and carry out the work entrusted to him. He extends his soIicitude to the young for whom we work and to our collaborators, so that they may share in the community's mission with increasing responsibility" 14

The Constitutions, therefore, oblige you to keep always in mind the good of the community and its individual members, and to pursue it in suitable personal and effective ways.
4. * By understanding the characteristics of the Salesian vocation, as you surely do, you will come to realize more fully how necessary your ministry is today and how it too needs renewal in a spirit of fidelity. Our vocation is faithful to the wisdom of its origins and at the same time open to the new challenges of our times. Its goal in fact is the "sequela Christi lived according to the spirit of Don Bosco, constantly open to the just demands of the innovations observable in the life of the Church and in the history of cultures, especially in the youth sector".15
This principle was born with the Congregation itself in the heart of Don Bosco and we have never lost it.

The Confidential Memoranda given to Don Rua when he became a rector sprang from Don Bosco's desire to be always at his beloved son's side, and from the need he felt to support the young rector in a task which was so very important for the Salesian community, for the youngsters, for the lay collaborators, and for the apostolic service which was to mirror the environment and the spirit of Valdocco. Don Albera's Rector's Manual reminds us of another motive which likewise belongs to our living tradition. In this manual, we find the "suggestions which the changing times and new circumstances seem to call for"16 Would it not have been sufficient to quote Don Bosco literally?

This question had been considered by Don Albera himself. He wrote: "I frankly admit, dear rector, that it seemed to me almost a profanation to mingle my poor remarks with the teachings of Don Bosco and Don Rua."17 But he overcame the strong hesitation he felt. His purpose was to help rectors "to reflect in themselves the form of leadership which was so characteristic of our holy Founder and to make his spirit reign in all its fullness throughout the Institute"18 by means of the useful hints which the needs of the times and the changing circumstances seemed to demand.19

As you can readily understand, the objectives of the Confidential Memoranda of Don Bosco, of Don Albera's Rector's Manual, and of the present booklet are the same. The purpose is to offer an aid to those who a re called to exercise authority; to offer motivations, means, and practical guidelines, so that through their ministry they may build up the Salesian community, enhancing its holiness and the effectiveness of its apostolate.
3. Arrangement of contents

5.
The above reflections also indicate the path we shall follow in the book.

· The renewal of our religious life implies a continual return to the first inspirations of the Institute and, at the same time, adaptation to conditions which change with time.20 "The mode of government of the Institute should also be examined according to the same criteria."21
What kind of authority is needed and for what kind of community? We can answer this very basic question by trying to discover the meaning of authority and community at the time of our beginnings and in our present-day situation.

· We turn our attention, first of all, to Don Bosco. Through the work of the Holy Spirit and the motherly intercession of Mary, Don Bosco received the gift of founding a Congregation which already existed in embryonic form within himself. He was its first Father Superior as well as Its first offspring. We read in the Biographical Memoirs: "Since Don Bosco's life is entirely bound up with that of the Congregation let us speak of him!" 22
We discover the meaning of the rector's authority at its very source when we see it in its origins: in Don Bosco we reach a better understanding of ourselves.23

*The rector is called upon to bring up-to-date the service of this authority for the present day. After discovering its true meaning at its source and in its initial inspiration, he must set about developing with intelligent care a knowledge of the Church and the Congregation in the perspective of modern circumstances and the signs of the times.24 It must be understood first of all in its permanent values, and seen in its renewed style and meaning. Superiors, who are the first in order of responsibility in the service of the Salesian vocation, are called upon to bring about in the exercise of their authority the difficult harmonization of spiritual animation with government.25
They cannot animate without governing, nor can they govern without animating. Animation would not be truly Salesian if, in carrying it out, the other component (a real responsibility for governing) were allowed to fade into the background. Knowing how to put the two together in the proper proportions is an art and a Salesian grace. They are not separate parts artificially joined together but converging aspects of a single vital service, that of authority, expressed in the forms and methods of sharing and dialogue.
Our tradition and the wise renewal presented by recent General Chapters present these forms and methods as useful and efficacious, and place them constantly in relationship with the particular virtues and aptitudes which the rector must possess for the service of the many and original resources of the local community.
All this is dealt within chapters 1, 2, and 3 of the First Part, which are preceded by the "Confidential memoranda of Don Bosco to the rectors".
The Second Part, in chapters 4 and 5, opens up the wide panorama of the local community to the rector's ministry of animation and government: a community of Salesian apostles who live a rich and deep community life, founded on the practice of the evangelical counsels and in dialogue with the Lord.
Finally, the Third Part explains the usefulness and indispensable nature of the appropriate methods, means, and structures (chapters 6 and 7).
These are the necessary preconditions which enable vocational values to be assimilated interiorly and which prepare the way to holiness and apostolic efficacy.
In the Appendix are found "Juridical elements and administrative obligations" (chapter 7). These make operative the 'great principles of charity which ensure the unity of the Congregation and its spiritual homogeneity. The text brings together the various elements in a clear and organic way which permits a continuous and sufficiently complete reading. To this end, it has been necessary to repeat in a very brief form some items already presented at various points in the manual itself.
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DON BOSCO"S CONFIDENTIAL MEMORANDA TO RECTORS

6. This Aid which is offered to you, dear rector, is meant to be a help in your delicate task of being the animator and superior of a local community. It begins with the memoranda, once labelled 'confidential' which Don Bosco sent to his 'beloved son, Don Michael Rua', the Congregation's first rector of the house of Mirabello (1863). We still have the original in Don Bosco's handwriting. After Don Bosco's death, Don Rua kept them hanging on the wall of his room. They were revised several times, and the final edition was left by Don Bosco himself as his testament to the Salesian rectors of all times.1 This basic document contains perennial values which go beyond other points no longer valid because of changing times and cultures.

If, like Don Rua, you can interpret these words which are full of inspiration and ever new meaning, you will also enjoy the experience of hearing once again the inspiring voice of Don Bosco and of feeling him close to you to inspire you as a friend, a brother, and a father. "I speak to you with the voice of a tender father opening his heart to one of his dear sons. Accept what I have written as a pledge of my affection for you, and as practical evidence of my earnest desire that you may gain many souls for the Lord."2

7.   For yourself

1. Let nothing upset you.

2. Avoid austerity in food. Let your mortification consist in diligently fulfilling your duties and patiently bearing annoyances. Take seven hours rest at night, with a one hour leeway in either direction for reasonable motives. This will be good for your own health and for that of your subjects.

3. Celebrate Holy Mass and recite the breviary pie, devote, attente. This, for both you and your subjects.

4. Never omit the morning meditation and a daily visit to the Blessed Sacrament. As for the rest, carry out what the Rules of the Society prescribe.

5. Try to make yourself loved rather than feared. Let charity and patience be your steady guide in commanding or admonishing. Let all you do and say show that you are seeking the welfare of souls. Put up with anything and everything if it is a matter of preventing sin. Concentrate your efforts on the spiritual, physical, and intellectual well-being of the boys entrusted to you by Divine Providence.

6. Always raise your mind and heart to God before any important decision. When a report is made to you, listen to it completely and try to ascertain the full facts before passing judgment. Things that at first glance seem like mountains often turn out to be no more than molehills.

8.   With teachers

1. See that teachers have the necessary food and clothing. Keep their workload in mind, and when they are ill or indisposed have someone substitute for them.

2. Speak with them often, either individually or as a group; see if they are overworked if they need clothes or books, if they have any physical or moral difficulty or have problems with some pupils as regards discipline or learning ability. Do your utmost to provide for any need you discover.

3. In special conferences, urge them to question all the pupils at random, and read out their compositions in turn. Let them avoid particular friendships and partiality. Let them never bring pupils or others into their rooms.

4. If they have to give pupils a special task or admonish them, let them use a room reserved for that purpose.

5. On the occasion of special celebrations, novenas or feasts in honor of Our Lady, or a Patron Saint of the school or locality, or when some mystery of our holy religion is being commemorated, let teachers make a brief announcement to that effect. This should never be omitted.

6. Take care that teachers do not send pupils out of class; if it be absolutely necessary, let them be taken to the Superior. Neither should they strike negligent or unruly boys. In serious cases, let them promptly report the matter to the prefect of studies or to the rector.

7. Outside the classroom, teachers should not exercise authority; they should limit themselves to words of advice, warning or correction, as permitted and suggested by genuine charity.

9.   With Assistants and Dormitory Monitors

1. What has been said for teachers can be applied in large part to assistants and dormitory monitors.

2. See that the various duties are arranged in such a way that both they and the teachers have time and facilities for study.

3. Talk willingly with them about their pupils' conduct. Their most important duty is punctuality at their posts where the boys gather for rest, school, work, recreation, and such like things.

4. If you observe that any one of them is forming a particular friendship with any pupil or that his duties or moral standing are being compromised, prudently assign him to other duties. If the danger persists, inform your superior immediately.

5. Call occasional meetings of all teachers, assistants and dormitory monitors to urge them to do their utmost to prevent bad conversation and to eliminate books, writings, pictures (hic scientia est), and anything else which may endanger the queen of the virtues, purity. Let them give sound advice and be kind-hearted towards everyone.

6. Let all take pains to discover pupils who are morally dangerous and insist that they be made known to you.

10. With coadjutor brothers

1. See that they are able to attend Mass every morning and receive the sacraments as prescribed by the Rules of the Society. Domestics should be exhorted to go to confession once or twice a month.

2. Be very kind in giving orders; make it clear by word and deed that you seek their spiritual welfare.

3. A brother of proven uprightness should supervise domestics in their work and moral conduct, so as to prevent pilfering and bad talk.

11. With the pupils

1. Never accept pupils who have been expelled from other schools or whom you know from other sources to be of immoral behavior. If despite due precautions any such boy is admitted, immediately assign him a trustworthy companion to help him and never let him out of sight. Should the boy fail against morality, he should be warned once only; on a second fall, send him home immediately.

2. Try to get to know the pupils and to let them know you in return by spending as much time with them as you can. Whisper a kind word to them privately, as you will know how, whenever you see the need. This is the great secret for becoming the master of their heart.

3. You may ask : "What shall I say?" Say what was once said to you. For instance: "How are you?"

"Very well."

"How about your soul?" "Not bad."

"Will you help me in an important task?"

"Yes, but what's it all about?"

"To make a good boy out of you," or "To save your soul."

or "To make you the best of all."

If you are talking to an unruly boy, you might say:

"When do you want to start?"

"Start what?"

"To be my pride and joy," or "To become another St. Aloysius." To boys who approach the sacraments rather reluctantly:

"When shall we take the devil by the horns?" "How?"

''With a good confession." "Whenever you like." "The sooner the better."

You might also ask: "'When shall we do the washing?" or "Are you ready to help me to take the devil by the horns?" or "Shall we two be friends in spiritual matters?" Haec aut similia.

4. In our houses, the rector is the ordinary confessor; Make it clear, therefore, that you are willing to hear the confessions of all, but give them plenty of freedom to go to other confessors if they wish. Let them know that you do not attend meetings at which the superiors discuss the moral conduct of the pupils, and dispel even the least shadow of a doubt that you might use anything you heard in confession or that you even remember it. Nor must you show even the slightest partiality towards anyone who prefers one confessor to another.

5. Foster and promote the Altar Servers and the St. Aloysius, Blessed Sacrament, and Immaculate Conception sodalities. Show goodwill and satisfaction to their members, but be their promoter and not their director. Regard these groups as the boys' own undertakings whose supervision is, entrusted to the catechist or spiritual director.

6. When some grave offence comes to your notice, call the one who is to blame or suspected to your room, and try in the most kindly way to get him to admit his fault and see that what he did was wrong, and then admonish him and invite him to put his conscience in order. By these means and by continuing to give the pupil kindly help, wonderful results have been obtained and improvements brought about which seemed impossible.

12. With outsiders

1. Let us willingly make ourselves available for religious service, for preaching, celebrating Mass for the convenience of the people, and hearing confessions, whenever charity and the duties of our state permit, especially for the parish in which our house is situated. But never accept obligations or other engagements which would keep you away from your house or hinder others in the performance of their duties.

2. As a courtesy, priests from outside should be invited to preach or join us for other celebrations on solemnities, musical entertainments, or the like. The same invitation should be extended to local authorities and to all the kind or well-deserving people who have done us favours or are in a position to do so.

3. Charity and courtesy to all, whether residents or outsiders, should be a rector's

outstanding traits.

4. If material interests are at stake, yield as far as you can, even with some loss, when this
will forestall quarrels or disputes that may violate charity.

5. In spiritual matters, try to solve problems in a manner that may redound to God's greater glory. Commitments, pettiness, vengeful desires, pride, claims, and even prestige must all be sacrificed to prevent sin.

6. In very important matters, bide your time so as to be able to pray and consult devout and prudent persons.

With members of the Society

13. 1. The exact observance of the Rules, especially of obedience, is the basis of everything. If you want others to obey you, set the example and obey your own superiors. No one is fit to give orders unless he can obey.

2. Try to assign tasks fairly without overburdening anyone, and see to it that everyone carries out his duties faithfully.

3. No member of the Congregation may enter into contracts, receive money or make loans to relatives, friends or anyone else. Nor is anyone to keep money or administer temporal goods unless expressly authorized by his superior. The observance of this article will ward off the most fatal blight that afflicts religious congregations.

4. Avoid like the plague any tampering with the Rule. Exact observance is better than any revision. The best is the enemy of the good.

5. Study, time and experience have convinced me that gluttony, greed, and vain glory have been the ruin of flourishing congregations and esteemed religious orders. Time will also teach you how true some things are, even though now they may seem incredible to you.

6. Take the greatest care to promote by word and deed the common life.

In giving orders

14. 1. Never order your subjects to do things which you think are beyond their strength or that you foresee will not be obeyed. Try to avoid commands repugnant to those receiving them. Rather, do your best to favor each one's tendencies by preferably assigning him tasks which you know to be more to his liking.

2. Never order anything that may harm a person's health, deprive him of necessary rest, or conflict with other duties or orders issued by some other superior.

3. In giving orders always be kind and considerate. Let there be no threats or anger and, least of all, force in what you say and do.

4. When you must order something difficult or repugnant, use this kind of approach: "Would you be able to do this or that?" or else.' "I have an important task that I don't like to burden you with because it is difficult, but there is no one else who can do it. Would you have time? Do you feel up to it? Would it interfere with your other duties?" Experience shows that such overtures at the right time are very effective.

5. Be thrifty in everything, but make sure that the sick lack for nothing. Nevertheless, let all be reminded that we have made a vow of poverty and that consequently we should not seek or even desire any kind of comfort. We must love poverty and what goes with it. Let us, therefore, avoid expenses not absolutely necessary in clothing, books, furniture, travel, etc.

This is a kind of legacy I leave to the rector of each house. If these recommendations are practiced I shall die in peace, knowing that God will certainly bless our Society, that it will prosper ever more before men and fulfil its mission. God's greater glory and the salvation of souls.

Footnotes

1. We transcribe here the draft of 1886, from the critical edition of F. Motto, Ricerche Storiche Salesiane, year III. n.1 (1984), p.150-160. Cf. also BM 10, 446 ff. and Epist.1 p.288-290 (letter 331).

2. Epist.1 p.288 (Letter 331)

3. The title of this sector has been abbreviated, as also have the contents.

FIRST PART

A LOOK AT DON BOSCO AND AT THE CHURCH AND CONGREGATION OF THE PRESENT DAY

15. The particular nature of every charism has an influence on the exercise of authority and impresses on it its own characteristics. Every founder is unique, and Don Bosco is no exception. He may be likened to a primary code in which can be found the fundamental qualities of charity which the Holy Spirit intends to disseminate for the building of the Kingdom of God and the salvation of youth.

These values of charity are the objectives which Don Bosco sought to attain by his style of animation and government, carried out in a manner he had found by experience to be efficacious and spiritually compatible with the charism he had been given. They are the rich human qualities which he fostered and the gifts of grace to which he was always open, urged on as he was by the pressing need of the salvation of his boys.

To him, the source and model, and to the tradition he built up and passed on in the way he lived these values and methods with such constancy and creativity, we turn as our point of reference for knowing them and reliving them. We are called to be "Don Bosco of the present day", to meet the demands of today's cultures and young people, to renew ourselves by letting ourselves be remodeled by the Spirit who makes himself known to us through the voice of the Church and the Congregation.

In this way, the service of animation and government will become practical and in tune with the present day; the communities, with their characteristic forms of communion and mission, will have rectors who will intensify the proper functioning of attitudes and corresponding abilities without being discouraged by false idealisms.

1. DON BOSCO, MODEL OF THE SALESIAN IN THE MINISTRY OF ANIMATION AND GOVERNMENT

16. 1.1 Looking at Don Bosco

"The Lord has given us Don Bosco as father and teacher"1 His original style of life and action2 is for us not only a constant point of reference but also a norm of life. Living at the very heart of his community in action, the first Salesians learned to model their own lives on his.3 "We too find in him our model."4 Our mission in the Church is "to be Don Bosco of the present day" in different situations and cultural contexts, with rich and diversified sensitivities and modes of expression.

For the exercise too of the ministry of authority, we look to Don Bosco.5 The particular nature of every charism has an influence on this service and characterizes it. The Salesian spirit and preventive system, the oratory experience and family life style, the kind of mission-project and shared responsibility in obedience all call for a particular way of understanding and living the service of authority. It is a particular charismatic trait which can be discovered, if need be, in Don Bosco's own experience, in his manner of being a superior.

Certainly he is unique6 but he did not find every thing easy. He was at the same time both pastor and educator, confessor and spiritual director; founder, superior of a community, and superior general. As founder, he had a fatherliness and an original kind of authority, the continuation of which is entrusted, in docility to the Holy Spirit, to the whole Congregation and to every Salesian. In a certain sense, all of us taken together are successors of Don Bosco.

Moreover, when we think of him as a superior we see him surrounded by those who had been "his boys" and who continued to have with him a quite special spiritual and educative relationship. They felt him to be a father who had guided their first steps and offered them a family; the founder and centre of a work of which they were now an active part; a saint who embodied in himself with extraordinary efficacy the presence of the Lord. The relationship of every Salesian with his superiors at the present day is necessarily different.

17. On the other hand, we have a curious tendency. The greater the difficulties we meet with, the more we are tempted to see Don Bosco as the summation of a mature ideal. You should not think of him as the ready-made perfect superior, who from the outset and without any difficulty enjoyed the full trust, confidence and collaboration of his boys, his confreres and those working with him. Remember his own experiences; the efforts he had to make in the fulfillment of his role as superior. To the gifts and human qualities he received from the Lord, he responded by tenaciously and trustingly building up in himself those attitudes which enabled him to learn from the events of life, adapting with prudence and pedagogical wisdom the practice of his ministry to different situations and people, and learning each day to reconcile the ideal with what was possible.

As you read again the story of our origins, you will find concrete indications of how Don Bosco based his style of action on a sense of sharing and combined responsibility, of community and family, and at the same time attributed such decisive importance to the role of the superior, and more exactly in the early years of the Congregation, to the rectors. According to him, fidelity to the mission and to Salesian style and spirit, the community environment and the growth of the confreres in their vocation, all depended in large part on the proper functioning of this ministry.

In this field as in others, Don Bosco acted prudently and intelligently. He always had in mind the principles involved, but he put them into practice gradually with trust and understanding; "It is to his credit that he turned undistinguished men into real personalities".7 The confreres he chose were not perfect, nor had they been specifically prepared for this task. They differed in character, preparation, and sensitivity; they were aware of their limitations, but were ready to learn by living in harmony with him, identifying themselves with him in his style of educational animation, arid they showed great generosity in facing up to the burdens and mortification of the daily round.

By maintaining a living relationship with him, rather than becoming bogged down in a feeling of inadequacy, we shall feel joyful because of the trust he shows us and the responsibility with which he links us.

18.  1.2 Sterling Human Qualities and Spiritual Depth

Our Constitutions propose Don Bosco to our admiration as a "splendid blending of nature and of grace".8 His sterling human qualities were like a sacrament of his sanctity, so well were they integrated with it; and conversely his gifts of grace were like a glorification of his humanity. In this vital unity, lived in simplicity but so very mysterious that it cannot be properly expressed in our mental concepts, lies the key to the fruitful effects of his presence.

These rich human qualities and spiritual depth were at the basis of his ministry of animation and government to which they gave shape and expression.

19.  12.1 Don Bosco "profoundly human"

The secret which allows Don Bosco to be in touch and dialogue with the realities of every age lies in his deep sense of identity. He knew that God loved him and had chosen him for a particular mission.9 He also had an extraordinary insight into what was happening around him, beginning from his own identity, and a keen intuition of how to plan for the future.

From this clear-sightedness stemmed his confidence even in the face of difficult undertakings and even more the style with which he communicated with his sons. He had the art of dialoguing with them and giving them the chance to express just what they thought. He did not retreat into his own point of view almost as if he were afraid he might have to change something in his way of looking at things. He was open to the enrichment he could receive by communicating with others. He did not like to keep his distance from others, and never felt the emptiness of one who had nothing of importance to say, to give, or receive. Take, for example, the lively and open discussions Don Bosco had with the young members of the First General Chapter of the Congregation, members he had trained from the time when they were just young boys! Don Amadei, referring to an exchange of opinions between Don Bosco and Don Belmonte at Sampierdarena, wrote: "Don Belmonte, with the frankness so characteristic of the early Salesians, said to Don Bosco ..." The remark is significant.

The result of all these gifts and talents was the solid formation of the first Salesians and Don Bosco's own personal growth. His sons were enriched by his spiritual fruitfulness and impressed by the zeal that prompted him to pass on to others what he had discovered and accomplished. In a certain sense, they acquired a fresh identity, while Don Bosco came to know himself ever more deeply, and became capable of reaching new goals.

Living this way was not just an educational technique. It had its source in deep and true affection. His strong love, his tireless perseverance in his undertakings, his sense of responsibility as the father of a family, and his unlimited dedication to the welfare of his sons were there for all to see. He had said: "You can always count on me at any time and for anything, especially in matters of the soul."10 In him, human warmth and divine grace were well integrated and were obvious in the affection he showed. Of this, there is ample evidence.

Don Albera has written a page on this love of predilection of Don Bosco which is perhaps the most beautiful in all our Salesian literature: "I must say that Don Bosco loved us in a way all his own. There was an irresistible charm about it. I felt as if I were a prisoner of the power of his affection which inspired my thoughts, words, and actions. I felt that I was loved in a way I had never previously experienced ... It enveloped all of us in an atmosphere of happiness and joy ... It could not have been otherwise, for from all his words and actions emanated that holiness which comes from perfect charity and union with God... Because of this attraction, he was able to conquer our hearts. His many natural talents were raised to a supernatural level by the, sanctity of his life."11

20.  12.2 Don Bosco, "Profoundly a Man of God"

Don Bosco's rich human qualities had their effect on his action of animation and government, which were characterized still more by his spiritual stature. The "da mihi animas" which he had always kept in his heart had led him quite naturally from his early years towards his educative and pastoral mission. It led him to accept responsibility for certain people and for their situation and development and to involve others in the same work, thus forming a community. It led him further to draw up a plan of life and action. His active enterprising character and a deep sense of God and his Kingdom prompted him to undertake initiatives with the associated formation and organization for the direction he wanted to follow.

Urged on and inspired by the will of God, he personally accepted the challenge of the situation facing him, and met it with concrete and demanding plans. Love for Christ and anxiety for the salvation of souls became expressed in him in the attitude of the Good Shepherd: he took the initiative, made the first move, personally accepted any risks, sought out collaborators whom he formed and prepared to accept responsibility, always by kind and convincing methods. He gave "practical expression to the redeeming love of Christ by organizing activities and works".12 He set up "a plan for the total well-being"13 of his boys, and created an educational environment with a spiritual atmosphere. His sense of Church, in its sacramental and historical dimensions, led him to act with faith and prudence, but also with bold and trusting realism.

1.3 Fundamental Features of the Figure of Don Bosco as "Superior"

21. Don Bosco's spiritual physiognomy as a superior, the servant of others, of the community, and of God's plan through the ministry of authority, can be well centered around three basic and complementary expressions;

· Don Bosco, father and founder

· Don Bosco, guide in formation and spiritual matters

· Don Bosco, guide in the government of the Congregation

13.1 Don Bosco, Father and Founder

A. Don Bosco, the Father

22. If we study him closely so as to imitate him,14 it seems that we get closest to his real identity when we call him "Father" "Our Founder", says Don Rinaldi, "was never anything else but a Father. His entire life is a complete treatise on that fatherhood which has its source in the heavenly Father... and which Don Bosco lived here below in a full and almost unique way. And just as his life was nothing else but fatherliness, so his work and his sons cannot subsist without it."15 This quotation comes from a Salesian who understood our Founder as did few others, and who resembled him in everything (it was said) except in the quality of his voice.

I think, dear rector, that Don Bosco would surely be pleased to recognize in himself the father-image. It is a gospel image which St. Paul describes very effectively. He stated its purpose: "...until Christ is formed in you... .16 It is you I want, not your possessions. Children are not expected to save up for their parents, but parents for their children"17 He refers to the dedication fatherhood requires: "so well were we disposed to you, in fact, that we wanted to share with you not only God's tidings but our very life, so dear had you become to us."18 He speaks of the attitudes it demands: "How we encouraged and pleaded with you to make yourselves worthy of the God who calls you."19 "Which do you prefer? Must I come to you with a stick in my hand, or in a spirit of love and goodwill?"20
We find the same image in Don Bosco. He always refused honours and decorations so as to remain ever "the poor Don Bosco", but he did like to be called "Father". He did not conceal the joy this gave him, a joy which grew with the passing years and led him to say: "Always call me 'Father', and I shall be happy."21

He liked the title because it implied at the same time his special gifts and his desire to form a family of those who lived in the same house. Now to build this family was tantamount to cooperating with the Holy Spirit in the work of generating it at its foundation, animating it spiritually by forming its sons and educating its young people, so as to guide and govern it. And as the foundation of the whole structure, he placed his own great love and kindness, which was manifest in his way of thinking and acting. He could be gentle or firm, depending on the circumstances. But the words he used to direct or animate, to console or instil confidence, were always felt by those to whom they were spoken as an expression of father's love.

B. Don Bosco, the Founder

23. Don Bosco was called to live a particular form of fatherhood, charismatic fatherhood, the fatherhood of the founder, bearer of a particular initiative on the part of God and carrying the primary responsibility for a gift of the Spirit "Don Bosco was a founder in pure docility to the Holy Spirit, accepting a design made known to him from on high. He was the bearer of a 'new gift' that was to embellish Christ's Church: this was his task in history, and in it lies his originality and his grandeur"22.

"The events of his life seemed to be ordered by an invisible hand" and to be "interspersed with frequent mysterious manifestations which foretold future events". "These happenings seem to have been pre-ordained for the carrying out of a plan which God had kept hidden in the recesses of his being".23

The grace of being the founder of a congregation was something that belonged to him alone, but it is clear that in some ways and to a certain extent this task belonged to all his Salesians and especially to superiors. He was the founder, but his Salesians would have the responsibility not only for preserving the Salesian charism but for renewing and developing it.24

You may remember what Don Bosco said after night prayers in the library of the Oratory on 6 April 1869: "Let us earnestly strive to be worthy founders of the Society of St. Francis de Sales, so that those who will read our history may see us as exemplary models. Let us not give them grounds for saying scornfully: 'A fine lot of founders they were!' Help me in this great undertaking with your goodwill and obedience. It is up to you to make my task a simple one. It is easy to say; "Head a congregation!', but when you try it you find how difficult and burdensome it is to shape into one heart and one soul people of different temperaments and mentalities. But the task will become easier with your filial assistance."25
24.  13.2 Don Bosco, Guide in Formation and Spiritual Matters

Don Bosco's spiritual fatherhood has its source in the faith. St. Paul refers to it when he writes to the Galatians: "You are my children, and you put me back in labour pains until Christ is formed in you."26 The roots of its effectiveness are to be found in the priestly charism. From his youth he had felt that his life was to be identified with the priestly ministry lived in a "different" way. His constant aim was to be a priest, nothing more and nothing less, but in a particular manner.

Confirmation of this is found in the words frequently on his lips like an axiom; "A priest is always a priest, and this must be evident in everything he says. To be a priest means to be bound constantly to the furtherance of God's interests, the salvation of souls"27 It was precisely in order to "save souls" that he was the confessor and spiritual director of his Salesians and boys. What he wrote in the Introduction to-the Companion of Youth reveals the attitude of his heart and the reason behind all he did; to promote the true good of each one, his happiness and the salvation of his soul.

Priestly fatherhood, enriched by the pedagogical wisdom of the educator, provides the truest image of Don Bosco as a guide in formation and spiritual matters. His ministry was directed to individuals, especially through the confessional and spiritual direction, but it was a ministry realized too through a plan or process which created an atmosphere and environment which were themselves animating factors and led to communal growth.

Don Rinaldi says: "Blessed Don Bosco transmitted to his rectors the tradition of spiritual fatherhood which strongly emphasized the sublime act of spiritual regeneration, which takes place in the use of the God-given power to forgive sins."28 Don Rinaldi was writing in 1931, and was well aware of the decree of 1901 which forbade rectors to hear the confessions of their own subjects. Nevertheless, he wanted the Salesian tradition to keep its priestly quality and to include an experience of the "father-son" relationship which arises from sacramental contact. He goes on to say: "How wonderful it would be if our rectors were regularly to hear the confessions of the members of the festive oratories and youth groups!"29

Don Bosco had many irons in the fire. But the way of thinking which prompted him throughout his life, his way of reading realities, and planning his interventions, his basic concerns were always priestly: "the glory of God", "the eternal salvation of his boys"; "the great concerns of the Catholic Church".

A. His Experience as Confessor

25. Don Bosco had understood that a priest is never so much a "father", and at the same time a "friend and brother", as when he becomes a manifestation of the gentleness of Christ, a generator of grace and a father of souls m the secrecy of the forum of conscience. "Here lay the key to understanding his educational method. You will never understand Don Bosco as an educator and as one who formed saints if you do not think of him as the confessor of his boys".30

The kind of spiritual direction given in the secrecy of the confessional was of the utmost importance to him. Don Caviglia, who during the years he was a student at Valdocco was a regular penitent of Don Bosco, emphasizes this point: "No one ever took up his abode in Don Bosco's house without being shown right from the start the place where he heard confessions and gave spiritual direction."31

Obviously this direction went beyond what pertained strictly to the sacrament as such. Don Bosco emphasized a simple and basic type of spirituality, at once austere and festive, and geared to the needs of youngsters and the common folk. Those who enjoyed the benefit of it say that he created an atmosphere in .which there was respect and freedom of spirit, a sense of duty, attention to God's presence, love for Jesus and Mary, and a spirit of mortification. Joy, and happiness,32

B. His Experience as Spiritual Director

26. Don Bosco had the qualities of the classical spiritual director: sound judgement and practical experience; penetrating psychological insight; experimental knowledge of the mystery of God and the ways that lead to him. God had granted him personal graces which were altogether extraordinary: second sight, supernatural discernment, reading the secrets of consciences and the gift of great kindness.

His experience reveals both the importance he attached to the spiritual atmosphere of the environment and consequently to his own role as animator of the community, and also the characteristic exercise of a personal spiritual direction strictly linked with the sacrament of confession.

-Spiritual guidance for the community

Although Don Bosco gave all the time he could to personal spiritual direction he appears especially as the creator of an environment, and as the guide and animator of his community. In it he fostered an educative spiritual atmosphere, an untroubled communal Iife lived in grace, and he was able to keep up the high level of ideals. He had very definite objectives in mind: to give a solid education in the faith (evangelization, good-night talks, religious instruction); to prompt frequent meetings with Christ in the sacraments of the Eucharist and Reconciliation; to make an apostolic contribution to the life of the Church and to the Christian transformation of the world; to inculcate devotion to Mary; and to provide a plan of life that would lead to real holiness and eternal salvation.33

When things were at their best at the Oratory, the environment certainly facilitated all this. Bishop Gaudenzi of Novara once remarked: "Anyone visiting the Oratory experiences an atmosphere of holiness not easily found in other institutes. It seems that in Don Bosco's house one truly breathes the good odour of Christ."34
The style also was new, based on the optimistic humanism of St. Francis de Sales which "accepts what is good in the world and refuses to lament over present difficulties; it holds fast to what is of value, especially if it is attractive to the young".35

27. - Personal spiritual direction

Unlike St. Francis de Sales, Don Bosco left very few letters that were written to give spiritual direction, and those which do exist are very brief. And he did not have time for long conversations either. Like his teacher, St. Joseph Cafasso, he preferred spiritual direction within the context of the sacrament of reconciliation. This does not mean that even outside the confessional, Don Bosco was not a good guide of souls and did not have recourse when desirable to personal contact, but he did it in a way all his own. He had the art of prolonging spiritual direction outside of the sacrament of penance without ever failing to keep the necessary reserve. Those who went to confession to him had so much confidence in him and in his holiness that "they did not make any distinction in speaking to him, whether in or out of the confessional, of the most intimate and delicate matters".36

Typical examples of this authentic yet discreet kind of spiritual direction were the "word in the ear", a handshake, the little messages which he himself wrote and which showed up at the most unexpected times, little passing remarks casually made but which a confrere or a boy would understand as being very much meant for him. Our tradition has always duly recognized a continuity and complementarity between the spiritual direction which takes place within the sacrament of reconciliation and that which is given in the broader educational context. The same fatherliness, friendship, and trust are at work which awaken in youngsters an awareness of the movements, of grace and a commitment to know their own human aptitudes and become more mature in them.37

13.3 Don Bosco, Guide in the Governing of the Congregation: Unity, Brotherly Love, Obedience, Apostolic Dynamism, Structures and Arrangements

28. Don Bosco's fatherliness was both educative and priestly. It was that of a founder whose life was marked by a spirit of initiative, and by the flexibility, realism, and sacrifice reflected in the present Constitutions: "we give practical expression to the redeeming love of Christ by organizing activities and works of an educational and pastoral nature designed to meet the needs of the neighborhood and the Church."38 Giving expression to love through organization, responding to the Spirit's initiatives by starting various apostolic enterprises;39 dreaming up, formulating and launching projects, getting them organized and finding the means to sustain them; but especially the raising of a community united in spirit, organically structured and fully dedicated to the mission, which would accept its charismatic responsibility and foundational fatherly role - all this was included in his intentions and spiritual brilliance.

From his wonderful but difficult experience, we may pick out some characteristics and some of his particular concerns.

29. Don Bosco was aware of the need to organize and structure his Society: "As you all know, until now our Society has had no clearly stated rules. We went along without clearly defining our duties. Without ecclesiastical approval our Society was, so to speak, suspended in mid-air... But now, my dear sons, things are no longer the same. Our Congregation is approved. The Church has spoken ... We are no longer private individuals, but a Society, a visible entity... From now on, therefore every article of our rules must be faithfully observed."40
30. And he took pains to see that this happened. He generated, so to say guidelines and structures of which some were definitive because bound up with the very charism of foundation, and others provisional because dependent on circumstances of time and place. This gave the Congregation the chance to get moving, to make its mark in history and to become a way of striving for the glory of God. He organized it with a strong sense of obedience to God, which he likewise cultivated in himself so as to be fit to command.41 He wanted his Salesians to see obedience as a source of perseverance and fruitfulness: "Obedience unites, gives strength, and with God's grace produces astounding results."42 He considered it a prerequisite for anyone who wanted to stay with him and follow him ("If you want to join me you must let me do with you what I am doing with this handkerchief"43). He considered obedience as "the hinge on which our whole Society turns".44 Above all, under the proper conditions and motivated by faith,45 obedience was for him the way in which the will of God was revealed: "The religious never does his own will but, thanks to obedience, he does the will of the Lord."46
It was not primarily a question of propping up a framework by means of ascetical norms in isolation from the objective to be achieved. He had a broad vision of how, by God's mandate, he would be involved as a father in founding and strengthening the Congregation: "We have to expect problems because though our Society has been approved it still has to be organized on a firm basis. We must see which individuals are not suited for the Society and send them away; others who are undecided must make up their minds; let each one look to his own problems."47

He frequently comes back on the topic of unity especially in the annual conference for the feast of St. Francis de Sales, when he speaks as founder of the Congregation: "Let everyone keep his eyes fixed on the center."48 "Let everyone rally round the Rector Major as the sole focal point. The Rector Major has the Rule as his guide. Let him never stray from it; otherwise instead of a single focal point there will be two: the Rule and his own will. Rather should the Rector Major be in effect the embodiment of the Rule."49

31. This unity has its source in the spiritual homogeneity which existed between Don 
Bosco and his collaborators. This is an aspect which Don Bosco himself often 
stressed: "One who has not reflected on the nature of religious Orders and 
Congregations will not grasp the importance of this point, but anyone who studies 
the reasons for the growth and decline of various Orders and the cause of the 
divisions that so many of them have experienced, will find that the problems stem 
from a lack of homogeneity right from the beginning of the Order's foundation."50
From this experience came a warning for future years: "As we are now beginning to appoint as rectors, men who have spent but a short time at Don Bosco's side, there arises the danger that the relationship between these and the other rectors will not be as cordial as it should be."51

He, therefore, intended that there should be unity of spirit at the basis of his religious community. To obtain this he wanted a single principle of authority and administration52 It seems important to understand his reasons for this. While a spiritual father does not directly concern himself with the external behaviour of the person whom he guides in the ways of the Lord, the Salesian superior, as envisaged by Don Bosco, takes on an overall responsibility; but every facet of this total situation is seen from a spiritual point of view. He has to be concerned with the administration of material goods, with providing for temporal needs, and with the dividing up of the work for the fulfillment of the communal mission.

This is not to say that he must do everything himself, but he must see that the various duties are carried out with a spiritual end in view. He has to make sure that there is a hierarchy of responsibilities in the governing of the community, and that the efforts of each individual and of the community as a whole converge to this end. The spiritual and temporal are not two separate aspects of community life simply juxtaposed one to the other. The individual religious and the community are called upon to avoid sin and to do God's will in the concrete circumstances of daily life. They are united to God and to their brethren both through the use of external things and through their innermost intentions.

32. The other objective is brotherly love, which unites many members so as to make them "one heart and one soul,"53 and an active apostolic spirit. Specific examples of these qualities can be frequently found in Don Bosco and the history of the Congregation.

The brotherly love to which they refer is the kind that was lived in the first Christian community of Jerusalem. In the Introduction to the Constitutions there is an explicit reference to Acts 4,32, and Don Bosco frequently referred to this verse in his writings.54 The first General Chapter, held at Lanzo in 1877, reflected on this text and indicated some of its characteristics and applications in connection with the basic motivations for community life.

The pastoral dynamism of the Christian community of Jerusalem had its source in two great certainties: the presence of the Risen Christ, experienced in diligent listening to the Word of God, in prayer, and in the liturgy centered on the Eucharistic celebration; and the presence of the Spirit of the Lord who manifested Himself by uniting the members in a true brotherhood. It was a community of people who were "called" and "sent forth", a community full of pastoral love with specific and definite tasks to carry out: to preach the Good News, to expel demons and to heal every kind of sickness.

1.4 Conclusion

33. It is on account of this deep experience of fatherhood that an intense Christian life and true sanctity flourished at Valdocco, just as they did around St. Benedict and St. Francis of Assisi. Don Bosco radiated and transmitted the life of the Spirit almost contagiously.

We find a similarity here with what is written about the great Fathers of the desert: "Little by little, under the influence of the Spirit of the Lord, the abbots succeeded in forming their disciples to monastic perfection in a strong bond of communion. The power of the Holy Spirit is at work in the brief counsels which people came, even from afar, to hear from them ... There is no commandment in the desert except the Gospel and the law of the Spirit. They do not promulgate laws; rather they themselves are the living law of the Spirit."55

We do not hesitate to apply the substance of these statements also to Don Bosco, and to admire in him the charism of this fatherliness.
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2. THE MINISTRY OF ANIMATION AND GOVERNMENT IN SALESIAN LIFE AT THE PRESENT DAY

34. To bring to life again at the present day Don Bosco's fatherliness and exercise the ministry of authority as he did, is a commitment which calls for constant attention to the example he gave us, and for openness to cultural sensitivities and ecclesial awareness at the present day.

2.1 Authority and Renewal

21.1 Authority and Cultural Contexts

The various cultures communicate elements, not always of a positive kind, which produce multiple pressures and sensitivities on those living in the religious life. The influence of the great social and cultural changes^ gives rise to attitudes hostile to authority and in extreme cases rebellious against it in every form, but at the same time they are a stimulus to new forms of participation and animation, of shared responsibility and of government.

It is important for you to be aware of these phenomena. They can and should be compared with the values and style of religious life. If they have positive value they can be an aid. If they have a negative content and cannot be harmonized with the values of religious life, they are an obstacle and could lead religious astray. In either case, they have a relationship with the work of animation which you are called to carry out.

Persons or communities cannot fully carry on the task of human development and evangelization if they are estranged from their own culture. They do not grow spiritually in spite of their own culture and environment but within it and with it. They have dedicated themselves totally to Christ to the extent that they are united with him within the context of their own christianized culture.2

35.  21.2 A New Outlook and Experience

A new sensitivity therefore and a new mentality 35 compel us to replan in a spirit of discernment the means and expressions which the ministry of Salesian authority must adopt. This is not an easy task, but one that must be faced by the Salesian superior with trust. It is something he has to do himself. He will be helped in it by the guidelines of the Church and the Congregation which, under the influence of the Spirit, have successfully completed a laborious process of renewal. You are living in the midst of very real daily problems, some of them painful, and certain ideas may seem rather abstruse, rather like a luxury that not many can afford. Nevertheless, these thoughts should really help you to see yourself and the service you are asked to give in its natural context. They should help you to understand the origin and foundation of your service, as well as its meaning and efficacy.

You must grasp the nature of the Church and the awareness she has of herself, and the way religious institutes spring up, live, and operate within her. You must understand the characteristics that make us men of our own times, and this is not with a kind of superficial knowledge touching you and your community only externally and remotely, but with an awareness that gives you an in-depth understanding of the community and your service, so that your pastoral sense and ability may become your greatest asset.

2.2 The Church, a Communion Served by Authority

36. In response to the challenges thrown up by modern times, Vatican II has offered a new image of the Church. The People of God, united in Christ and animated by the Spirit, make their pilgrimage through history as the sacrament of salvation at the service of mankind. This new People, born through baptism, is an entirely ministerial community which lives a common mission which the members share and for which they have full responsibility. It is a communion of specific vocations in the unity of the Spirit. At the same time, it is a sacramental community, organically and hierarchically structured. The mission is always one and the same, but the manner of participation in it varies according to vocation and sacramental grace. Every vocation helps the Church to be more fully herself and to work with greater efficacy. And the Church in turn offers to each of these vocations the possibility of self-knowledge, of remaining faithful, of development and service in line with the specific gifts they have received.

37. In the context of this communion, the charism of authority fulfils a specific function within the People of God and at their service. The Council has set out clearly and in a new form the relationship between the People of God and the ministry of authority, between the baptismal and ministerial vocations, between communion and hierarchical structure. The ministry received from Christ and lived in his name is carried out in the community, for the community, and with the community. The sacramental baste of this ministry is emphasized by the Council, together with its attitude of service, its collegial style and pastoral perspective.

As you read through the documents of the Council and the ecclesial directives which have followed them you cannot fail lo observe, because of the insistence with which it is presented and its inherent inspiration, how central is the value of community and how it is put forward as being linked with the charism of authority. Anyone who has been given authority is well aware that he has received it for the building up of the community, and, that it has reference to Christ, the servant of the Father and of the Church of which he is the Head. This means to say that the more you know what it means "to serve", the more deeply will you understand through grace and experience the mystery of the passion, death, and resurrection of the Lord and that of his Church. We use authority as a means of building in truth and holiness, remembering that he who is greatest must become as the least, and he who is master as one who serves.

2.3 The Ministry of Authority in Religious Institutes

38. This new ecclesial awareness and the renewed concept of authority also have their effect on religious institutes, which are a part and an expression of the Church.

The documents Lumen Gentium and Perfectae Caritatis situate religious Institutes within the framework of the mystery of Christ and of his Church, seen as a communion of different gifts. Religious have a common good to strive for, a function to perform and an objective to attain: attentive to God's call, they grow in charity in the following of Christ, choosing and making use of the most suitable means, the profession of the vows and a lifestyle which makes their practice possible. The common good is like a soul: it is the vital awareness of the particular gifts and duties which the members share and through which they work. The common good of each Congregation differs according to its nature; it differs also within the same Congregation for each local community according to its specific apostolic work, the neighborhood in which it is situated, and even according to its size. But without the common good it does not exist at all, there is no life in it.

All religious institutes share in the life of the Church: "It is for the good of the Church that institutes have their own proper characters and functions".3

39. Religious Congregations are, therefore, called upon to exercise a function of renewal in the life of the Church and in its choices of apostolate. The crises which we experience nowadays are primarily of a functional nature, inasmuch as they are at the same time crises of holiness and competency.

By their actions and by the inspirations they provide, religious must be models in situations in which great cultural changes are taking place and where the great challenges of history and of peoples are emerging. The sequela Christi is something quite different from a way of imitating Him which is divorced from history and practicalities. The fidelity of a religious institute is not a problem that can be posed in a way merely internal to the group itself. It must also be assessed and discussed taking into account the changing conditions and the signs of the times.4

This was always Don Bosco's approach. He put it very simply: "I always went ahead as the Lord inspired me and as the circumstances required."5 It was also a source of joy for him: "My heart rejoices in seeing that in our lowliness we too at this time are contributing our little pebble to the great edifice of the Church."6

40. These communities of consecrated people who have their own common good and their own characteristic renewal function are animated and guided through the charism of religious authority. The ministry of authority is exercised in accordance with general principles and criteria, albeit in different ways and with different levels of competence in central, provincial, and local government. The term "superior" is, therefore, not univocal in meaning.

From this derives the need - and it is an urgent one - to mention at this early stage some basic ideas, with which you are already familiar, about the origin and nature of religious authority, the importance of the service it offers, the need for updating in the way it is exercised, and the meaning of the exemption it enjoys. These are concepts which concern you directly. They include the characteristics of your identity as superior, the origin of this identity, its effectiveness, and its necessary relationships which you must foster so that the gift of which you are the bearer will not be impoverished or practically overlooked even by yourself. Otherwise how could you bear witness to it? Although the superior needs "more heart than head,"7 even the heart needs to be nourished with constant and deep mortification.

41.  23.1 Origin and Nature of Religious Authority

* The Spirit of the Lord is the source of religious authority.8 The Holy Spirit gives consistency to a religious institute and, through the special experience of the founder, gives the community a structure and provides suitable authority for it, so that this spiritual experience may live on. More than a dignity, therefore, authority is a service (diaconia): a service for the functioning of the evangelical project of the institute and the values of communion. You must defend these values, foster them and even generate them if necessary by teaching, sanctifying, and governing. It is a kind of service which leads to growth. The best type of authority is not that which gives the most orders but that which is creative, generative, galvanizing, and productive of growth.

It is a service, therefore, which of its nature gives special attention to spiritual values, because religious life is "life in the Spirit".9 From the situation, demands and novel signs it presents, superiors find a motive for fidelity to God and for service to their brethren to help them to respond fully to their vocation.

23.2 In the Ecclesial Context

* Religious authority has also a relationship with the sacred hierarchy™ because it is transmitted through the Supreme Pontiff, the principle of all shared authority in the Church. The sense of Church and the special loyalty to the successor of Peter, about which our Constitutions speak, have their raison d'etre in these sources. On the other hand, "there is an internal organization in religious institutes which has its proper field of competency and a measure of real autonomy, even though in the Church this autonomy can never become independence. The right degree of autonomy and its concrete delimitation of competency are contained in the common law and in the Rules or Constitutions of each institute''.11

2.4 The Charisma of Authority in the Salesian Congregation

42. Every religious charism implies a style of life and activity, a particular form of community and mission which determine and characterize also the exercise of authority.

On the other hand, every charism develops its potentiality within the historical environment in which it exists; i.e. it has the capacity to respond in a creative, integrated, and original fashion to the problems presented by various cultures and to the stimuli that come from the Church.12 It will be opportune, therefore, to reflect on the characteristics of the exercise of Salesian authority, with as permanent points of reference the experience of the founder and the indications of the Church's magisterium.

24.1 Its Nature and Authority

43. "The Salesian Congregation of St. Francis de Sales," wrote Don Bosco, "is a gathering of priests, clerics, and laymen (especially craftsmen) who desire to come together to do good to one another and also to do good to others"13
This aspect of mutual need and mutual service14 is characterized by the unity of the members, bound together by the bond of charity, and in the diversity and complementarity of function which leads to greater apostolic effectiveness.15 The Salesians live and advance in charity in view of a service to be rendered within the Church to young people as an extension of the same love which unites them to Christ and among themselves. In Don Bosco's mind, this charity has to be guided and nourished by an authority enriched by the grace of the priestly ministry.

44. The recent General Chapters have dealt fully with these aspects. Our Rule of life clearly sets out their essential elements, and specifies how they are to be put into practice at various levels. The statements of the constitutional text must, of course, be placed in the general context of the Salesian project and be linked with it. We merely recall what is contained in Chapter X on the "General principles and criteria", which guide the exercise of authority in our Society:

· the fundamental attitude is that of diaconia or service, to be lived in the following of Christ, the servant of Yahweh and of men16 in the project of life which draws its inspiration from Don Bosco: "In imitation of Christ and in his name, authority in the Congregation is exercised according to the spirit of Don Bosco as a service to brothers ... ";17 this attitude includes the "Salesian style", that of the "family spirit of

love";18

· the objective is that of helping in discerning and fulfilling the Father's will,19 so that the apostolic plan may be accomplished in unity and fidelity20 and the charism may be preserved, developed and given practical application;

· the conditions which must be realized and the Salesian style which must be safeguarded require that:

· "unity of life and action in differing environments and situations be ensured",21 that we live and work together22 in the awareness that "pastoral objectives are achieved through unity and joint brotherly responsibility";23 at the service of this charismatic and vocational unity stands unity of government on account of which the ministry of authority at different levels is exercised "in communion with the Rector Major";24
· participation and shared responsibility are fostered as an expression of the common vocation25 lived in communities in which "the members have complementary functions and each one of their tasks is important";26
· individuals and communities be accorded their proper importance, and that a more realistic commitment be fostered by the judicious application of the principle of subsidiarity and a proper decentralization;27
· a proper appreciation be shown by all of the characteristic requirements of our tradition: "communities are guided by a member who is a priest, and who by the grace of his priestly ministry and pastoral experience sustains and directs the spirit and activity of his brothers."28
24.2 Animation and Government: Two Functions of Salesian Authority, Two Expressions of its Style

45. The Constitutions refer more than once to the style; of Salesian authority, determined to a large extent by the spirit which animates our whole life, by the mission and the characteristic system to which we give the name "preventive". Article 65, for example, on "Salesian style of obedience and authority" emphasizes the atmosphere and the relationships which follow from it; Article 55 makes clear the role of the rector and his style of ministry; Article 44 presents superiors as "animators of dialogue and teamwork", and Article 66 as those primarily responsible for community discernment.

The GC21 gathered these elements and others as well, scattered through the constitutional text, in the two expressions it considered fundamental: "animation" and "government".29

It is clear, according to our Constitutions, that the superior is endowed with authentic power of government30 His authority is religious in nature and is to be seen as a service in seeking the will of God for the preservation of the unity of our Salesian identity.31 On the other hand, our communities nowadays are increasingly aware of the compelling need for animation, so that they in turn can truly be evangelized and become evangelizers.

46. Animation and decision-making are, therefore, the two functions of authority. They always go hand in hand even if, in specific situations and to differing degrees, they are distinct. Their objective is the same: that communities and individuals may grow in their vocation.
There are some who think that the authority of the superior consists only in animation. This is not true, nor is animation the exclusive preserve of the superior. In communities, there are also animators who do not have the power of governing. The word "animator", in fact, has the primary connotation of suggestion, motivation, persuasion. It presupposes the ability to dialogue, listen, and discern.32 Anyone who has these qualities is an animator in his own right. On the other hand, animation is an important aspect of governing and a typical way of exercising authority.

And so you must govern by animating. Don Bosco put it like this: 'The essential task of the rector is to portion out the work to be done and then make sure that it is carried out."33 If the superior gives an order, he must do so according to the Salesian charism. In other words, his style must be habitually that of an animator who is neither authoritarian nor permissive but authoritative, i.e. in tune with the family spirit and with the needs of our times.34 Don Bosco gave this norm to Don Rua, rector of Mirabello: 'Try to make yourself loved rather than feared. When you command or correct, always make it clear that you are motivated by the good of the other person and not by caprice."35

You must also animate by governing. It is not enough to go along with good intentions; it is essential to achieve the objectives: "If a society like ours is to make any progress, it needs to be well organized. There must be those who command and those who obey ... In a body there must be a mind that controls its movements".36

A. What is meant by animating a Salesian community?

47. The cultural tendencies of our time and the circumstances in which we live should be incorporated positively in the way authority is exercised. As a pastor and educator every Salesian is an animator by profession, or an animator by vocation if you prefer the phrase; but he must make an effort to gain experience of how groups live and work together, and for this purpose learn to develop his own approach and aptitudes and his personal talents. And this is true to an even greater extent for every superior. You must be able to create trust and confidence, and foster the growth of other persons by inviting them to make progress and to take certain risks. Though it must be done with due discretion, you must be able to encourage (and sometimes provoke) the group to discuss certain topics in a creative manner so as to reach the truth through genuine dialogue. You must have the knack of synthesizing and summarizing; you should know how to show appreciation for activities that have been carried out and goals that have been reached, but you should also be capable of pointing out limitations and mistakes.

These, and also much simpler practical points, like how to bring a person into a group, how to introduce a particular topic, how to take a suggestion or a proposal, how to accept criticism, are required today of every animator; on the basis of such qualities he matures by experience and becomes more effective.

In religious life, however, animation has its own special meaning. This is because of

its source, the attitudes and conditions it requires, and its objectives. Animation of a Christian community cannot be limited to methodological aspects, useful though these may be, nor to the development of the group's talents and relationships. Rather, it is based on an attitude of docility to the Spirit, who is the primary animator of the whole People of God, and who empowers us to discern the meaning of his continual promptings in our lives and throughout history.37 This aspect deserves to be emphasized because it is, as it were, the nucleus of the spirituality of the superior.

48. As distinct from an animator in the social and cultural sector, the religious superior is aware that in his service of animation he is a humble collaborator and docile instrument of the Spirit, so as to help each and everyone to live a life rooted in faith and in the perfection of charity.

Consequently, the first thing he must do is give himself over with docility to the ongoing animation of the Holy Spirit. Without a genuine and profound experience of God, he will never be able to give others what they are expecting of him.

It is true that at times communities make impossible demands.38 In each situation, your duty is to seek and pray for a clear vision of the meaning of your vocation and that of others. You must seek not just your own interests but those of others as well. You are to act with the conviction that you are not the master of the group nor of the individuals in it. You must joyfully recognize that your task is to discover their talents and help them to develop them. This is how Don Bosco summarized these duties: "Let us consider as our sons those over whom we have to exercise authority. Let us place ourselves at their service like Jesus, who came to obey and not to command. We should be ashamed of anything in us that resembles a domineering spirit. Finding great joy in serving others is our way of dominating. That was the way Jesus dealt with his Apostles."39

B. What it means to govern a Salesian community

49. Our Constitutions stress the meaning of the rector's authority, its immediate and ultimate aims, the methods and means he should normally use, and finally, the decisions he comes to after community discernment which provide a religious guarantee of the path to be followed.40
Authority is, always and primarily, a service to God: "(it) is exercised . . . for discerning and fulfilling the Father's will."41 In the Constitutions, the superiors are presented as "day by day interpreters of God's will"42 and the rector, as the one who "represents Christ who unites his followers in the service of the Father".43 An essential task of the superior, therefore, is that of helping the community and each of its members to "serve God" according to the Constitutions, using the special means of authority with its methods and instruments.

If, thus far, the emphasis has been on your duty of animating, this does not in any way imply the elimination or playing down of the other aspect of your service. The rector is the animator but is also at the same time the superior of the community. He has a real responsibility for governing it44 and has the power to make appropriate decisions.45 This means that the rector has personal authority.46
Naturally the extent of your authority is to be understood in terms of the general laws of the Church and the particular law of our Institute', i.e. it is linked with the charism of the Institute and the particular mission you are called upon to fulfil.47 The Constitutions state that the rector animates and governs the community "with the collaboration of his council".48 Consequently, he will be led to use methods of consultation which assure him of the proper participation of others in the decision-making process.49 The type of personal authority you have, requires that you reach decisions and carry them out with the shared responsibility of all.

C. Method: shared authority and joint responsibility through dialogue

50. Article 123 of the Constitutions says that "our vocation requires the responsible and effective participation of all the members in the life and action of the local, provincial, and world communities, not only in terms of implementation but also of planning, organizing, and evaluating, according to their respective roles and competence ... It is the duty of those who exercise authority to promote and guide this contribution by means of adequate information, personal dialogue, and community study and reflection. Article 124 then goes on to speak of the principle of subsidiarity and of decentralization as norms of life and criteria for government, so that the worth of individuals and communities is recognized and more real involvement is encouraged on the part of all.

These practical criteria or methodological principles follow from experience and the very nature of the Salesian community: a community of baptized persons who intend to carry out a common project;50 a community in which, in view of the mission entrusted to them, all the members obey even though they have different tasks to perform;51 a community in which each one is responsible for the common mission52 and all seek the way to fulfil it,53 convinced that unity and joint brotherly responsibility lead to the efficacious achievement of pastoral objective.54

These articles, aimed at the harmonization of our vocation with present-day sensitivities, are the key to the Salesian way of implementing what Perfectae Caritatis lays down about the exercise of authority: the mode of government should be in harmony with present-day conditions as regards "the needs of the apostolate, the requirements of culture and social and economic circumstances".55

51. Through its individual communities, the Congregation grows as a living organism, animated by the Holy Spirit; but it also exists as a social organism which has its laws and is subject to the forces at work in the culture in which it is immersed.56 A decision concerning which of these forces should be accepted as operative principles of the experience which the Salesians are called upon to live as followers of Don Bosco depends on the very nature of that experience. It is a task the Congregation has faced up to during this long period of its renewal and it has expressed the results in the revised text of the Constitutions. The latter stresses, on the one hand, the need for participation and joint responsibility, and on the other especially the attitude of spiritual discernment which might be called its soul, the delicate internal structure which leads to its objective every searching process and every practical decision.

a. A shared authority and joint responsibility

52. Many gifts and ministries are needed for the building up of the community, and among them authority is the most efficacious from a structural point of view. But according to their areas of competency and the variety of situations, persons in authority must be helped by others who share in the exercise of these responsibilities. The rector must work to bring this about.

Your primary task, therefore, is to get others to participate, to stir up interest and the active involvement of everyone. This is a practical way of acknowledging the maturity of your collaborators and an expression of the family spirit as it is found in the communion of a group of confreres working together for the same goals.57

Your second task is to provide motives for participation. A clear vision of the aspects which the rector and his confreres must come to grips with will lead to a proper grasp of what participation means. In the context of the Church, the motive which underlies all sharing in authority is this: "what belongs to one belongs to all", though for different reasons and in different ways. Therefore, no one can remain closed up within himself and carry out his work in an individualistic manner.

We arrive at the principle of subsidiarity by recognizing the unique value of individuals and communities: "Authority of any kind and at every level leaves to the initiative of lower levels and of individuals whatever can be decided and done by them, according to their respective competence".58 This is an aspect of the elements of reason and kindliness of the preventive system.59 Subsidiarity, on the other hand, naturally calls for decentralization, i.e. "a proper autonomy and a right distribution of powers between the different organs of government".60 confreres must work together in carrying out their activities and in offering various services, because circumstances are often complex, and problems and their solutions quite complicated.

In this sense, active participation means joint responsibility for our Salesian vocation and mission.

Finally it should be stated that the art of the rector is to see to it that shared responsibility is properly exercised. He uses his authority to make sure that the balance of dynamic unity is not upset.

53. The fact that there are different roles presupposes that the confreres know how to share responsibility. Usually they do, but you will find this ability in varying degrees. Some are willing to participate fully, others only to a certain extent; and there are those who are quite unwilling to do so. Some confreres keep quiet and do not communicate but agree to the participation of others. The community accepts them as they are by a kind of tacit agreement.

You may also come across the case of a confrere who is not at all quiet but is openly aggressive and disagrees with every form of participation. Sometimes the group has such a good community spirit that it can absorb the presence of such a person without any harm being done. But the situation could also pose a threat to community life.

On the other hand, it is important to have hope and be convinced that the ability to participate can be developed. This can be done in a community environment which invites communication and communion. It is here that the work of ongoing formation normally takes place, which the rector has the responsibility for guiding.61 The organic development of this ability is all the more necessary in those communities in which the members live together but do not have a common apostolate, or in places where the life of the religious community as such must be harmonized with an apostolate in which there are many lay collaborators. The Salesian community cannot in practice become a mixed community (i.e. include non-religious) without losing its identity.62

But it is also true that in exceptional circumstances, and provided always that the figure of the rector is safeguarded, modifications may be called for in the ordinary roles and structures within the community, especially when the latter is small in number of confreres.63

In our tradition, frequent references are found to the above-mentioned basic attitudes and requirements. It would seem, therefore, that they have become permanent features of our spirit.64

b. Authority in Dialogue

54. Dialogue is that particular way in which persons communicate with one another, and together communicate with God, for the purpose of understanding and accomplishing His holy will.

To dialogue with someone means to be able to give him a frank and sincere response but without formulating a judgement regarding his person. You have the ability to dialogue if you are habitually disposed to give and to receive that kind of response, thus communicating to the other person that you accept him and esteem him unconditionally, even if you may not agree with his opinion.

If this interior disposition is lacking, it is useless to talk about group dynamics or differentiated methods of communication. Without it, there is no point in thinking that even shared authority will be of any avail.

To dialogue with God means to place oneself in a state of personal and communal search for His will.

The Holy Spirit leads us to look upon life in the way that the Risen Christ sees it; to evaluate, make our decisions, and act in harmony with his criteria, to make his priorities ours, to reject what he rejects, to identify ourselves with his deepest feelings. In this way, Jesus becomes the ultimate norm of our lives in a process of humble apprenticeship. For discernment always involves a process of docility: docility of the intellect so that the Master who dwells within us can guide and inspire us, and docility of the will so that we may be readily led in our daily actions.

55. Various attitudes are needed, therefore, by all who are involved in the process of discerning God's will, but you as a rector need particular attitudes at different times: prudence and patience in the research phase, firmness and courage in carrying out decisions. Clearly there is no need to search for God's will if it is already plainly spelled out in the Constitutions, the Regulations, or the norms issued by superiors. This is the ordinary way in which God leads us. There is no point in looking for what is already obvious. Article 66 of the Constitutions speaks of "shared responsibility in obedience", and describes the communal experience of dialogue and discernment; it emphasizes the different steps and the attitudes necessary:
"The superior exercises his authority by listening to the confreres, encouraging all to make their contribution and promoting a union of wills in faith and charity. He concludes this phase of searching in common by making appropriate decisions. These will normally emerge from a convergence of the views expressed. We all then set to work to carry out these decisions by our sincere collaboration, even when our own views have not prevailed."65

"Extraordinary" discernment ("in matters of importance," says C66) would be needed in dealing with proposals which have very serious implications and far reaching effects, while programming and the ordinary problems would need a less intensive approach, requiring usually an atmosphere of listening to the Word of God and prayer, wisely intensified as a meeting draws near and at its opening.

56. Religious families have adopted according to their own needs various kinds of proven techniques of differing degrees of complexity. Let us take an example from the life of Don Bosco. When the question arose of the possible foundation of the Institute of the Daughters of Mary Help of Christians, he did not rely on his own opinion alone. He called a meeting of his Chapter, 24 April 1871, and after explaining that he had called the members together to discuss a matter of great importance he told them what he had in mind, and also informed them of the various external pressures that were causing him to think of this foundation. Then he continued: "I invite you to reflect on this matter in the presence of the Lord and to consider the arguments for and against, so as to be able later to take that decision which is for the greater glory of God and the good of souls. And so during this month (he was referring to the month of May) we shall offer our community and private prayers for this intention: to obtain from the Lord the guidance we need in this important matter." The members left the meeting deeply impressed.66 At the end of the month, Don Bosco called the Chapter together again and asked the members one by one for their opinions, beginning with Don Rua. They were unanimously in favour of going ahead with the project. "Good," concluded Don Bosco, "now we can be sure that it is God's will that we do something for girls as

well."67

As can be seen, this method was simple, effective and supernatural. In it we can distinguish several phases:

· a phase consisting of communicating and sharing information on a matter of great importance;

· a long period of time dedicated to reflection in the presence of the Lord and a study of the pros and cons;

· the offering of community and private prayers for this intention;

· the phase of personal discernment and deliberation, so as to decide what would be for the greater glory of God;

· the phase in which the chapter members' observations converged and Don Bosco made a decision and immediately took steps to implement it: "So as to come down to brass tacks, I propose that the house which Don Pestarino is now completing in Mornese be used for this purpose".68
With your help, the individual confreres and the community as a whole will strive to be attentive to the promptings of the Holy Spirit, who is present in the daily events of life. They will try to interpret the meaning of these events and to foster an ever deeper understanding of the Spirit's inspirations. They will make every effort to develop their ability to give a "faithful and historical response"69 to his promptings. This is how charity already present in the community becomes pastoral charity.
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3. THE RECTOR ANIMATOR AND GUIDE OF THE LOCAL COMMUNITY

57. What has been said in the preceding chapters about authority is true of its every expression and service. We now turn principally to the function of the rector as such, i.e. to your role as superior of the local community.1

3.1 The Local Community: Variety of Expressions and Common Features

Any discussion of the rector and his duties, even though dealing with an area of government which is concrete and well-defined, cannot overlook the variety of situations in which he may have to work, and must therefore take into account widely differing circumstances of local communities as regards those for whom we work, plans, enterprises, structures, and cultural contexts. These lead naturally to a wide variety in forms of fraternal life, pastoral organization, and the manner of shared responsibility and participation. The Constitutions, in dealing with "criteria for Salesian activity",2 and the General Regulations, in the chapter referring to "activities and works",3 were drawn up against the background of a rich variety of expressions that can be given in practice to the local Salesian community to meet the needs of the Salesian mission;

· communities with many confrères which require a more structured manner of functioning and more complex organization, and communities with few members who may at times be involved in different kinds of service;4
· works with a single apostolic thrust, and works with diversified apostolic projects which in consequence have particular need of animation and coordination;

· missionary and other kinds of work with a kind of service linked with a particular environment, sector, or territory; formation communities with specific tasks;

· works where the presence of a high proportion of Salesian personnel is important, and others where collaborators predominate;

· works which have easy contact with provincial and ecclesial centers of animation or with groups of the Salesian Family, and others which are almost isolated;

· works which are well established and with a clear identity, and others which are just starting or are in the process of being reshaped.

These are some examples of the ways in which communities and works may differ considerably from one another in practice, even though they have a common relationship as regards animation and government. And every rector is called upon to live and carry out his mission in the service of this diversity.

58.  "The first task (of the rector) is to animate the community;5 he can function only in 
the context of the community and of the pastoral work which it carries out in the 
Salesian name and spirit."6 For a better understanding of this task and function, 
it may be well to recall briefly the constitutive elements of the Salesian 
community.

The Salesian community is:

· A community which shares responsibility for the Founder's project. Our Society, which is responsible in the Church for the Salesian charismatic project,7 is composed of provincial communities, and these in turn are made up of local communities.8 The local community must, therefore, be primarily thought of as a group whose members are jointly responsible in a particular place for the apostolic project of the Founder: it is a "charismatic community", and because of this, the primary aim of the rector's service is to see that it lives "faithful to the Constitutions",9 since the latter "enshrine the spiritual riches of the traditions of the Salesians of Don Bosco, and define the apostolic project of our Society".10
59. * A community responsible for a concrete apostolic project: to it is entrusted a practical expression of the Salesian mission for the service of specific beneficiaries, with suitable initiatives and works with a view to a project of overall advancement.

· A fraternal and apostolic community: called to "live and work together" with a characteristic style of sharing and communion which prompts a wide joint responsibility, enriched by the diversity of functions, abilities, and vocational forms.

· A community with a characteristic evangelical style of life: the vows, which bear witness to a particularly intimate relationship with Christ, make the members more available and efficacious in their mission and in brotherly rapport; the style of life, expressing the constitutive elements of apostolic consecration, requires as its basis a daily pedagogical ascesis, practical in form and attentive to human values and the signs of the times, but clearly "Christian" and "Salesian".11
· A praying community, which in dialogue with the Lord animates, celebrates, and lives the awareness and experience of God's initiative and constant activity in its daily reality and its mission.

· A community which at provincial and world levels, and at the level of the Salesian Family, shares in communion with the local Church; "it is open to the world's values and attentive to the cultural milieu in which it carries out its apostolic work".12
· An organic and organized community, so as to foster the contribution of all to the common mission through different forms of government and participation.

· A community in formation: it is not something static "already formed", with a definitively formulated plan. It is an ongoing communal experience, in the persons of its members who live day by day in a process of continual response to the Lord, in its apostolic project which is always open to new challenges, possibilities, and undertakings, and in the community itself which witnesses changes in internal rapport and functions. It is, therefore, both an environment and the subject of ongoing formation. It is a continuing Salesian experience which has to be animated and guided.

3.2 A Characteristic Form of Unity

60. You will often see references to your responsibilities as the spiritual master of the community and its individual members, called as they are to live the Salesian vocation. You are the animator of a particular experience of the Holy Spirit, of an ongoing response to an initiative of God for the "salvation of youth".13 This experience is the primary event, the source on which all the rest depends. It is what Don Bosco looked upon as his basic experience of God.14 It is a characteristic of every Christian experience, for such an experience is always a covenant, a communion which leads to worship and which has its effects in everyday life in a series of decisions which are its practical consequence, its interpretation, and its celebration.

God calls men to himself, but in order to send them forth. He calls us too,15 "to live out in the Church our Founder's project as apostles of the young".16 With the same generosity and the same power to save with which it was received, the charism must flow out from us into the lives of those to whom He sends us. Charity becomes, as it were, pastoral awareness and skill.17 The love of God becomes love for youth and, by sharing in the love of Christ and by analogy with it, unifies all our talents and energies.18 Our interests as Salesians are seen entirely in terms of our relationship with Christ and with youth. In the love of Christ, Apostle of the Father, we find the source of our predilection for the young,19 and prompted by this grace we live in solidarity with them and their restless energy, because there is nothing of true interest to youth that does not find an echo in our hearts.20

In the Salesian vocation, which you are called upon to animate, religious experience and apostolic action mutually include and explain each other: each gives rise to the other; they mutually strengthen each other, making both of them more functional and harmonious.

You will become more convinced of this if you look carefully at three fundamental and characteristic aspects of "Salesian communion".

32.1 Intimate Connection Between Spiritual Life and Apostolic Mission

61. The spirit of your community is centered on pastoral charity characterized by youthful dynamism.21 Its life is communion and shared pastoral responsibility.22 It prays in awareness of its mission, to which its dedication is thereby increased.23 The practice of the evangelical counsels helps it to proclaim Christ, the Word of life, after having encountered Him in an intimate way at His invitation. The practice of the vows also helps the community to know and serve Christ with diligence in the young people who must be led to the Father, thus "making its apostolic work coherent".24 By its work of ongoing formation, the community obeys God's will in constantly striving to be adequately prepared for the tasks He gives it.25 Finally, the community's service is made up-to-date, functional, and fruitful through its organization and government.26
All these intimate aspects, which are referred to more specifically and at greater length in the articles of the Constitutions, should make it clear to you that there is a real interaction between your community's religious vitality and its apostolic activity.

All the various positive values of the religious state contribute to the effectiveness of apostolic action, and apostolic activity provides a setting in which these values can be experienced and witnessed to, and in which they can grow and be communicated to others.

To guide the community and its individual members in this experience by appropriate means, is to work as the preserver of unity and the custodian of our Salesian identity.27

32.2 The unity of the Mission in Terms of its Constituent Elements

62. Our documents describe you as the pastoral guide of the mission.28 Our mission has a unity which stems from the basic elements of which it is composed and which requires that Salesian educators be in tune with that central nucleus of values which we call the Salesian vocation. When you do something, as pastoral guide of the mission, to build up its unity,29 you are appealing to the confreres to live in a united way. And when you build up a unified lifestyle among the confreres you are creating a very effective means of promoting the unity of the mission.

Let us look at these constituent elements of Don Bosco's overall plan. In the first place, we are concerned with a mission that is an expression of the baptismal vocation and manifests the common commitment of Christians confirmed by the gifts and powers of the baptismal priesthood.

63. For our purpose it is worth recalling that a religious vocation is a special way of living one's baptism. And there is likewise a special way of living the common priesthood of the faithful that depends on the nature of one's own vocation.

In view of their mission all of your confreres, both priests and brothers, heed those powers which stress their potentialities and prospects. They have to be able to offer their lives continuously to the Lord for the good of youth, and especially poor youth; they must have an insight into the mysteries of God and of his way of saving the young within the circumstances in which they live; they must struggle effectively to help young people gain the victory over sin and death, reach the goals of their education and change the structures which hinder their growth. Salesians must participate in an active and responsible way in the life and action of the particular Church, which is the context in which they live their vocation.

64. A second characteristic element gives unity to the Project: the choice of the young as those for whom we work, and among them those who are poor, neglected, and in danger.30 Don Bosco had their welfare very much at heart, as is shown by many of the things he said. An example is the fourth and final recommendation he left for the Salesian cooperators in words which express the tenderness of God himself: "Finally, I want to let you know that my health is rapidly deteriorating. I can feel myself getting weaker, and I foresee that the day on which I shall pay my tribute to death and descend into the grave is not far off. If that should happen soon, and if this be the last letter I write to you, here is my fourth and last recommendation: I recommend to your charity all the works which God has deigned to entrust to me during the course of almost fifty years; I recommend that you be concerned with the Christian .education of youth, with vocations to the priesthood and with the foreign missions; but in a very special way I recommend to you the care of poor and abandoned youth, who were always the portion dearest to my heart here below..."31 He had stated: ''I have promised God that even my very last breath would be for my poor boys."32 And that is indeed the way it was. The option for the young implies a particular care for vocations.33 This is in harmony too with pastoral activity in populous neighborhoods where we are educators of the faith especially by means of social communication.34
65. A third fundamental element of the project is the unitary objective at which it aims:'the full human development of the young and their salvation in Christ.35 Don Bosco's project is an expressly Christian one, even when it is carried out on behalf of those who do not share our religious faith. Even in those cases it is intrinsically open to the Christian dimension. There is a qualitative distinction between the two processes but in practice they become linked together in a reciprocal functional collaboration and are carried out in such a way that each helps the other.

Moreover, the objective is unified also in the sense that as a whole it is articulated in partial but not necessarily successive phases: individual human development;36 the human development of the group with an emphasis not only on the individual persons of which it is composed but also on the historical and environmental context;37 and finally Christian development from the standpoint of both individuals and the group.38

These three aspects characterize and unify the whole Salesian pastoral approach. Every Salesian presence is concerned with human development, education, and evangelization. Every Salesian work has a developmental, a cultural and a religious dimension and is concerned with the individual, the group, and the environment.

The whole objective of the project leads to a close linkage between the Salesian mission and the cultural sector. In fact, all our evangelizing activity is carried out in the cultural context. And since culture is influenced in a new and radical manner by social communication, which is not restricted to the mass media alone nor to the plurality of its languages, the new awareness and insistence of the Congregation in this field is not difficult to understand.39 Don Bosco's experience, when applied to our own circumstances, strengthens the conviction that, on the one hand, there is no authentic educative activity without sensitivity to social communication, and on the other, that social communication itself becomes itself an educative factor.This decision to work for poor youth is not just an episode in the life of Don Bosco and the Congregation. It is a fact that has become a criterion, to such an extent that all the features of our Salesian pastoral work are conditioned by this option. Wherever we work, our apostolate will be for youth and for the common people and it will have a missionary characteristic. It will be concerned with the kind of growth that "gives useful members to civil society and virtuous Catholics to the Church, and peoples heaven with fortunate inhabitants";40 it is directed toward the masses and shows an appreciation for the interests and cultural values of the common people. Our Salesian pastoral approach is open to the use of new instruments and new methods, but does not reject the perennial and vital values of the past.41
66. 32.3 A Pastoral Method in which the Roles of Salesian Priests and Salesian Brothers are Convergent and Complementary

If you reflect on the meaning of Don Bosco's simple formula "good Christians and upright citizens" in terms of his pastoral praxis, you will realize that despite this distinction there is no separation here. There are not two missions, one on a natural plane and the other on a supernatural plane. There is one mission only which is of a pastoral nature and which tends to bring together the heavenly and terrestrial cities.42 The relative extent of the human and Christian aspects in their relationship in the Salesian mission does not remain always unchanged. It constantly varies according to the culture in which we work and in harmony with the level of faith and freedom that our young people have reached.

67. To this end, Don Bosco created a community which would live a special form of communion and be endowed with a type of pastoral leadership enriched with the charisms of the priesthood so as to better guarantee this communion and the complete fulfillment of the aims of pastoral charity.

According to Don Rinaldi, Don Bosco showed a great deal of "creative genius"43 in requiring that in his community there be both Salesian brothers and Salesian priests, all having important and complementary functions.44 The Lord has given us a great gift in creating within the one Salesian vocation these two typical modes of being a Salesian in terms of ways of thinking, bearing witness, working, and influencing the religious and apostolic life style of the selfsame community.45 The Salesian is a community member, and as such must feel in his heart an innate complementary relationship with other confreres who are Salesians a different way. A confrere who sees things this way grows in an awareness of the meaning of his vocation.46

It is not just a question of fraternal communion; it is a matter of the mutual relationship of the two basic elements of our vocation, priestly and lay. These two components grow and develop together in a harmonious way so as to foster "that splendid modernity and common mission that constitute the distinctive character of our religious congregation".47

The differences in the image and role of the confreres are not to be considered as limitations or hierarchical differences of rank, but as sources of riches they share in common; there is no question of something lacking, but rather the integrating potential to share each other's values in an harmonious contribution to a unique type of religious and apostolic community.48
32.4 A Leader who puts the Functions of the Ministerial Priesthood at the Service of the confreres

68. We have spoken of various gifts, powers, and the ability to form relationships; but how is a Salesian community built up in terms of these qualities? In other words, where do we find the source of its pastoral charity? Or better still, what did Don Bosco see as the source? "The pastoral charity of the Salesian community should, on account of the constituent elements of the Salesian project, be guided and nourished by a type of authority that is enriched by the graces of the priestly ministry, a ministry which was deeply studied by Vatican II in reply to the signs of the times and in view of a new epoch in history."49
Were it deprived of your priestly ministry, the community could not be what Don Bosco originally meant it to be. A Salesian community is at its best when in it and on behalf of it you make Christ sacramentally present here and now, as the Head who infuses life and the servant who lays down his own life. But you also render the community present to Christ. As His representative and as an instrument in the hands of the Holy Spirit, you are committed to serving and sustaining your community in terms of its uniqueness and its objectives. We are talking about a group-effort charism: you are to lead it and animate it through the saving truth which gives it light and the means which make it holy; you are to coordinate and harmonize the variety of its gifts both within the community and in rapport with its mission in the Church.

To put it more precisely you have a threefold task with regard to the community's various ministries and charisms:

69. * The task of revealing them. It is not a matter of creating ministries or charisms but of making people aware of them, of emphasizing them. This is the primary objective of the vocational apostolate within the community.
· The task of discerning which ministries and Charisms are authentic and which are not, of distinguishing those which are genuine from those which are simply presumed to be genuine. You will have to listen attentively to your confrères and to the Word so as to understand what is in their hearts as a result of their personal experience, and so hear what the Spirit is saying.

· The task of initiating and harmonizing these ministries and charisms. You have to make sure that the distinctive contributions of all the members converge toward a single objective, i.e. the fulfillment of the mission by means of holiness and the attainment of holiness through the fulfillment of the mission.

And so you see how your ministry in its practical application is not in fact superior to the community in which you are called to serve. You are not on your own in your community, nor are you in it for yourself. And the community in which your ministry

takes place is just that, a community. In other words, it is a real communion which generates and forms young people as Christians, and helps the Salesians grow in holiness. This "maternal" activity is carried on by all the confrères who are united in a living body. "Singuli filii, universi parentes," we could say, applying the words of St. Ambrose. And this can be a truly fruitful "maternity" when it is joined to the principle of paternity, which has its source in God and is exercised through the ministry of your priestly activity.

So the community is not composed of some members who are perennially active (the "doers") and others who are merely passive (always on the receiving end). The body grows through the active contribution of each member, all of whom must be jointly responsible.

3.3 Specific Forms and Functions of Animation and Government Required of the Rector

33.1 The Function of the Rector

70. We have spoken of the ministry of authority in 7< the Congregation, and have pointed out some characteristics of the apostolic community which the rector is called upon to animate and guide, with the help of the grace and experience associated with the priestly ministry. We shall now consider more directly your function as rector and the requirements you need in order to fulfill it. Both the one and the other are found in two articles of the Constitutions: Article 55 which forms part of Chapter V on the fraternal and apostolic community, and Article 176 in Chapter XIII on the "service of authority in the local community". The text is as follows:

Article 55 - The Rector in the Community50

"The rector represents Christ who unites his followers in the service of the Father. He is at the center of the community, a brother among brothers, who recognize his responsibility and authority.

His first task is to animate the community so that it may live faithful to the Constitutions and grow in unity. He coordinates the efforts of all, bearing in mind the rights, duties, and capabilities of every member.

He also has a direct responsibility toward each confrère; he helps him to realize his own personal vocation and carry out the work entrusted to him.

He extends his solicitude to the young for whom we work and to our collaborators, so that they may share in the community's mission with increasing responsibility.

In his words, frequent contacts and opportune decisions he is a father, teacher, and spiritual guide."

Article 176- The Rector51

"The superior of each local community is called the rector.

He is first in order of responsibility for its religious life, its apostolic activities, and the administration of its goods.

With the collaboration of his council, he animates and governs the community according to the Constitutions and General Regulations."

71. These two articles, which are filled out and made more precise by others, indicate the following three characteristics of your ministry:

- it is related to Christ, to Don Bosco, and to his project as set out in the Constitutions.

You have as the substantive point of reference for your ministry "Christ, who unites His followers in the service of the Father" 52 and Don Bosco, who unites his disciples in turn in that specific form of service to the Father which is the Salesian vocation and mission. Authority in the Congregation is therefore an expression of the presence of Christ, the Head, and of Don Bosco, the Founder. For this reason, it is exercised "in imitation of Christ and in His name as a service to brothers for discerning and fulfilling the Father's will".53 The reference to Christ is prolonged in the "sense of Church" and that to Don Bosco in the communion with the world and provincial Salesian communities,54 with the Rector Major55 and the provincial, and in active and faithful adherence to the Constitutions;56

- it is related to those to whom you are sent.

You have been chosen for the community,57 as a servant of your brothers,58 of all of them and of each one individually,59 of the members of the Salesian Family,60 of our collaborators, and young people;61

72. - it has an overall function which can take on various expressions and refers to the many different facets of the community's life and activity. Your first task is to animate the community so that it may live faithful to the Constitutions and grow in unity".62 To live in fidelity to the plan of life set out in the Constitutions and make of it the criterion of unity is a sure way of "discerning and fulfilling the Father's will.63 In this regard, you should call to mind the conference Don Bosco gave on 11 March 1869 after the definitive approval of the Society; in which he explained what it meant to live "in unum locum, in unum spiritum, in unum agendi finem."64

The unity we are speaking of is one that is built up by fostering and harmonizing among themselves the various elements that contribute to it. It therefore, calls for animation in specifically distinct sectors:

· you will work in the community as the one "first in order for its religious life, its apostolic activities, and the administration of its goods";65
· yours will be a "service directed to fostering charity, coordinating the efforts of alt, animating, orientating, making decisions, giving corrections, so that our mission may be accomplished";66
· you will promote dialogue and teamwork, guiding the community "in pastoral discernment, so that it may accomplish its apostolic plan in unity and fidelity;67 you will promote shared responsibility in obedience by listening to the confrères, by encouraging all to make their contribution to the phase of searching in common, and by taking the appropriate decisions at the end;68
· you will help each confrère to realize his own personal vocation and support him in the work entrusted to him;69
· you will coordinate the efforts of all, bearing in mind the rights', duties, and capabilities of every member.70
· it is a ministry to be lived in Salesian style and spirit.
73. You carry it out "in imitation of Christ as a service to brothers according to the spirit of Don Bosco,"71 which is a family spirit; You live it in communion with the Rector Major,72 attentive to the joint responsibility and participation of all the members,73 careful to recognize the worth of individuals and to encourage a real involvement on the part of all.74 Yours will become the presence of a brother among brothers, the service of one who acts as a "father, teacher, and spiritual guide;"75

· it is a ministry which becomes a path to a distinctive kind of holiness and which obliges you to two mutually related attitudes: an intense awareness of the presence of Him who calls you and to whom you make yourself totally available so as to be an instrument of salvation and, at the same time, an attitude of constant service to those to whom you are sent.76 This is a holiness which you must mature by leaving yourself open to the action of the Spirit and by acquiring the necessary virtues and aptitudes: the experience of God in the Salesian charism and the ability to communicate it to others; and, vitally linked with this, a mature and adequate humanity as the result and requirement of your own spiritual life so as to present a credible image and be able to intervene efficaciously as the guide responsible for the work of education.

33.2 Specific Forms of Animation and Government: Spiritual Animator, Teacher of Salesian Life, Competent Guide in the Apostolic Project

74. Speaking of the service that is proper to religious authority, the document "Mutuae Relationes" outlines its competence "by comparing it analogically with the threefold function of the pastoral ministry, namely that of teaching, sanctifying, and governing, without however confusing one authority with the other or equating them."77 The document specifies the content of the three functions by direct reference to superior generals and major superiors, but is at the same time, enlightening for other levels too:

a) As regards the duty of teaching, religious superiors have the competency or authority of spiritual directors according to the evangelical tradition of their institute; in this context, therefore, they must impart to the members a real spiritual direction...
b) As to the office of sanctifying, superiors have a special competency, as well as the responsibility, of perfecting in various ways the life of charity, within the terms of the rule of the institute ...
c) As to the office of governing, superiors must render the service of ordering the life of the community, of organizing the members of the institute, of caring for and developing its particular mission, and seeing to it that it be efficiently inserted into ecclesial activity under the leadership of the bishops.78

Let us now place these various aspects in a Salesian perspective and in your own particular sphere.

A. Spiritual Animator

75. Spiritual animation is your primary obligation and your "tremendous responsibility", as Don Albera put it in the Rector's Manual.79 Don Rua had already described it as "the very summit" of the rector's mission.
Nowadays, fortunately, there is once again an emphasis on the importance of recognizing the rector as the spiritual animator of the community, as the one who helps it to grow in perfection and sanctity.80

In order that this priority of the spiritual and religious aspects of his mission may be real and not just theoretical, the C21 proposed a "redefinition" and "simplifications" of the tasks the Constitutions entrust to the rector. This approach has excellent possibilities.81

There are two considerations which can encourage you in your response to this obligation; the sacramental dimension and expression of your ministry, and the awareness the Congregation has of it at the present day,

-You are the minister of those sacred rites which enable the sources of grace to function properly. These sources are in turn the very basis of the preventive system.

76. The Eucharist and Reconciliation are the building materials for the construction of the community. It is the Eucharist that builds community and is the special setting for an encounter with Christ the Saviour. The signs of the presence of God are many, but the Eucharist is the sign which indicates his presence in the most sublime and efficacious way.
Other confrères who are priests also act "in persona Christi" and can preside at celebrations. This. does not detract from the fact that these expressions of the ministry manifest in you the deepest significance of your service to the community. In the celebration of the Eucharist, as in the life of the community, you are the sign of the presence of the Lord, you lead the members to the acceptance of the Word, you prompt them to the transformation of material realities into the Body and Blood of Christ; at all times you help them to bring about the linkage between the Eucharist and daily life, animating them to live what they celebrate and celebrate what they live. You are concerned also to foster in the community an atmosphere of reconciliation and a penitential attitude.

In this regard, call to mind what Don Rinaldi said in exhorting the rectors to live the experience of spiritual fatherhood in sacramental contact with the young.82 It is still true at the present day: "A rector no longer hears the confrères' confessions; and if he habitually refrains from administering the sacrament of Reconciliation he will unconsciously cease being a father and become a superior, an administrator, a manager. This would inflict a most grievous wound on the Congregation."83

77. - A good rector too is always the practical conscience of the Salesian vocation, in the sense that he is familiar with its history, and knows how to live it in harmony with evolution and change without cutting off its relationship with the past.84 You can find in our Salesian history useful and convincing thoughts regarding "spiritual fatherhood" and the priority of the religious aspects of the rector's role.
"According to the spirit of our Founder and Salesian tradition the rector of our houses is in a more or less similar position to that of a spiritual director in a seminary."85 He is a guide and physician of souls.86 This well thought out sentence was written by Don Rua at one of the most painful moments of his life, after the Decree of 24 April 1901, when the Salesian rector could no longer be the ordinary confessor and so lost something very characteristic, even though his spiritual fatherhood and the means to exercise it were to remain intact.

From 1901 to the present day, the General Chapters and Major Superiors have always insisted on this point. In the Regulations decided on by the GC10 (1904) and printed in 1906, we find this deliberation: "The GC10 wished to make the rectors responsible in a real way for the religious growth of the members by establishing them as their true spiritual directors, even though they are not their confessors."87 There were some significant comments on the "spiritual fatherhood" of the rector during the GC11. Among them we may quote this statement of Don Rinaldi: "We must go back to the spirit and thought of Don Bosco, especially as it is contained in the 'Confidential Memoranda to Rectors' and in the Regulations. The rector must always be a Salesian rector. Apart from the fact that rectors should not hear the confessions of their own subjects, nothing has changed."88

78. At various other times in our history, there have been equally clear and authoritative statements on this topic.89 We limit ourselves to an indication given by the GC19, which took a stand which is especially significant because it was at a time of renewal: "Let the rector consider as his principal duty the spiritual direction of the house and the confrères ... Let him be concerned first of all with the care of the confrères as Don Bosco recommended, putting this formative task ahead of the responsibility he has to the boys."90
This new Manual would not be in harmony with the living experience of the Congregation nor in tune with the times in which we live were it not to remain faithful to this guideline. Your concentration on spiritual animation does not mean your removal from areas of pastoral and educational animation nor from the government of the community. Indeed, all the areas of Salesian life must always converge on the rector, at feast in what regards their general operation and overall coordination.91 However, there is a hierarchy of values and tasks which must be respected, and in this hierarchy the religious spirit occupies the first place.92
B. An Authoritative and Up-to-date Teacher of Salesian Spiritual Life93

- Teacher and servant in the first place of the Word of God.

79. The renewed Constitutions point out clearly and insistently the role of the Word of God in the life of the community and of each confrère.94

Try then to acquire the ability to discern in the Word of God a message of salvation for your confrères and youngsters in the everyday events and often confusing circumstances of their daily lives. You are a minister of the Word, and because of your special relationship with Christ, the priest and your experience of Him, you should proclaim it with authority.

This ministry has pride of place in every community because the Word is at the source of every salvific undertaking. It is the proclamation of the Word that gathers your community together, and it is around this Word that it cements its bonds of unity. It is from the Word that faith springs up: "Faith comes through hearing, and what is heard is the Word of Christ."95 There would be no Word if there were no tongue to proclaim it nor heart to give it warmth, the warmth of proclamation.

It is here that your role is crucial. The rector who knows how to proclaim the Word and is really committed to this task is a rector who accomplishes a great deal. "It is not right for us to neglect the Word of God in order to wait on tables".96 The rector is not one who is busy about many things, nor for that matter, is he primarily a thinker. He is instead a prayerful man, a contemplative who is able to interiorize culture by means of charity, in view of his community's mission and sanctification. The magisterium of the Councils, the Pope and the Bishops help you meet this challenge. Your prophetic role spurs you on. You are aware of the fact that by putting into practice the teachings of the Church's magisterium you are contributing to the creation of the real life story of your community within the context of the local Church.

You must likewise make good use of another means: the official Salesian magisterium, i.e. the General Chapters, the teachings of the Rector Major and his council, and of the provincial. And this you do, not only as part of religious observance but also because you realize that by so doing you are vitally concerned with fully exercising your prophetic mission as a priest, thus assisting your confrères to grow in the service of the young.

- Teacher of Salesian spiritual life

80. * Assimilation of the Salesian spirit is basically a matter of living communication.97 It is not profound study that makes a good rector, though unless you study the history of the Congregation and have a good grasp of Christian spirituality in particular, you will hardly be in a position to accomplish your mission. Experience is a fundamental requisite, but to be truly efficacious it should be accompanied by appropriate doctrinal explanations and aided by gradual and systematic study.98
Don Bosco, who was a man of action, constantly insisted on the formula "study and piety". In a circular letter of 1874 he wrote: "Vos estis sal terrae et lux mundi: salt, by means of the piety and wisdom you need to direct souls toward what is good and virtuous; light, by means of good example.99 Study and piety will produce a good Salesian."100

This is no easy task for someone like a rector who has very little free time and who finds it hard to keep up with the progress which is always taking place in human learning. What Don Albera once said is still true: "You as rector should select a small number of carefully chosen authors and then, slowly but surely, master them thoroughly and be imbued with their teaching."101 This is still true for spiritual classics and for the fundamental documents of the Congregation, but it does not seem to apply to books in general because there are so many to choose from and because nowadays books are destined to become very quickly out of date.

81. * We must face the fact that the learning we acquired during the years of formation is no longer sufficient. You have to keep up-to-date in the field of spirituality without neglecting the educational and pastoral sectors. A rector who projects an image of himself as culturally behind the times will be ill at ease and could hardly avoid the subtle danger of confused thinking.

At this point you will surely begin to ask: Where am I going to find the time for all this? How can I reconcile periods of study with so many pressing duties, with the lack of personnel, and with my delicate health? (and perhaps other worries too).

Don Rua gave this reply in one of his letters: "God knows how much importance I do give to all these considerations. And I certainly want you to take care of your health; in fact I order you to do so, as also to carry out conscientiously and with dedication the tasks assigned to each of you by obedience ... But believe me, my dear sons, with foresight, orderliness, and care in the proper use of the time we have available, one can accomplish a great deal. For that matter, study too is a duty we have to perform."102 And so Don Albera's advice seems particularly appropriate: set aside at least an hour in your daily timetable, and during this hour apply yourself with scrupulous regularity to the study of the sacred sciences.103

You can keep up-to-date in spiritual and religious topics by reading carefully selected books and a few serious periodicals. Good books will serve little purpose; you will have to keep to those which are best. And do not lose touch with the human and educational sciences you studied during the early years of your formation. Without pretending to be a specialist and without confusing the reign of man with the reign of

God, keep up to date in those areas of psychology, sociology and education, and the means of communication, which help you to be aware of the mechanisms and laws within which grace operates.

82. At the present time, the confrères go out to the houses after a good curriculum of formation. Part of your task is to harmonize and appreciate the worth of the learning of each confrère. You must value the relationship between the various fields of learning also at community level. Where there are special difficulties you can consult specialists to find answers, even if they are not Salesians, as long as they are in line with our official policies. Take responsibility for such initiatives; give them your support, but step in to control and rectify them when necessary. Consider it also your duty to participate, unless it is quite impossible for you to do so, in any activities of theological, spiritual, pastoral, and Salesian updating which take place within the context of the province, your region, or the local Church.

* Your teaching activity is authoritative because it is rooted in the charisms of the priesthood and in the specific mandate you have received from your superiors.104 It is also authoritative in terms of its content because it transmits the deposit of Salesian doctrine in so far as you are competent to do so in accordance with the Constitutions, with the directives of superiors and the magisterium of the Church - the only authentic interpreters of our spirit.105

83. * By making you the leader of a community and the head of a Salesian work, your superiors have thereby constituted you a teacher of Salesian life. Your task includes helping the confrères to develop the type of sensitivity which allows them to perceive and judge things from a Salesian point of view so that they may live and work in a Salesian way.

The experience of the post-conciliar period shows that the Institutes which have been able to renew themselves most rapidly are those which succeeded in going back to their sources and to the spirit of the Founder.106 The grace of the origins is in fact extraordinarily abundant even as time passes.

But you will not find this movement towards our Founder possible without a great love for Don Bosco and the study of our Salesian sources.107 Haphazard references to Don Bosco are no longer sufficient. To speak about him in a merely generic way and make statements about him which cannot be supported by evidence or which are taken out of context are not acceptable, and indeed are counter-productive. This is a danger you run into if you are easily given to improvising or to repeating just literally what Don Bosco said or did.108 When presenting his life, his thoughts, and his accomplishments, you must distinguish carefully between what corresponds to the: permanent intention of God and what is nearly an expression of the changing conditions and concrete historical situation in which his spiritual experience is incarnated.109

In this delicate task, you do not have to start from scratch. This process of discernment has already taken place within the overall process of adaptation and renewal accomplished in our recent General Chapters. Also of great importance in this regard are some of the circular letters of our Rectors Major in recent years.

The document "Formation of Salesians of Don Bosco" deserves special attention.110 It is directed, among others, to rectors, who are strategic figures in the formation process. In this document, you will find the key ideas that the Congregation wants to transmit to the new generations of Salesians to enable them to live after the mind and heart of Don Bosco.

C. Competent Leader of the Communal Apostolic Project

84. The mission is given to the community, but the task of animating and guiding it is yours. The Constitutions emphasize this when they speak of authority and of your ministry in particular: it must be exercised in such a way "that our mission may be accomplished"111 and that the community "may accomplish its apostolic plan in unity and fidelity".112 You are the "first in order of responsibility" for this.113 Predilection for the young means in your regard preparing the way for their salvation.

To help the community to be creative and realistic about its pastoral activity, you will have to cultivate in yourself certain specific qualities:

· professionalism: not just as an external fact but as an interior attitude. To guide a community in its pastoral work implies more than just doing good; it requires competency. You have to grow constantly in your way of thinking and acting, or recognizing the worth of systems of thought and practice. To dedicate time and energy to doing our task well is for us an aspect of work and temperance.

· realism: this is an attitude connected with the virtue of prudence; it is nurtured by knowledge (about the world, the Church, man, education, culture), and by performance skills which must be constantly examined. Realism entails the knowledge of one's own possibilities and limitations; the ability to recognize the need for long-term solutions to certain problems instead of expecting immediate results; the habit of constructive criticism; the ability to synthesize and to form a unified vision of reality; the ability to see the whole picture so as to avoid overemphasis on any particular aspect; the ability to recognize the fact that one never has full control over a situation because in life things are constantly changing.

85. * confidence in people: Confidence in your fellow a man is a sign of confidence in God and in His Word, which can touch the hearts of all men. It is a question of believing that your collaborators can grow, that their contributions are useful even when only small. It is a question of believing in the need to sow rather than being in a hurry to reap.

· communication skills: this refers to the personal process by which a rector is able to listen calmly, form clear concepts, and make the necessary decisions. It is just the opposite of the situation in which a person cannot discern calmly and make a mature decision because he is caught up in a whirlwind of vague ideas and plans. This quality is manifested externally through sincerity, through willingness to share all the necessary information for joint planning, through the ability to make use of persuasion, through willingness to help others grow and develop their gifts, through submitting one's own role to the control of the group by means of community discernment, and finally through acknowledging one's own limitations and the fact that the talents of others can often make up for one's own limitations.

· maturity and personal balance: this is seen in the way one relates to others. It includes the ability to establish relationships which are not solely task-oriented, the ability to go beyond the mere seeking of self-gratification, and to overcome fears of competition for one's moral or intellectual authority. To be mature and balanced, means to be happy, to see goals achieved, and to discover positive aspects; it means living for others rather than oneself.

· finally a rector needs to be aware of the fact that things happen gradually in the field of education, that there are many different paths of personal growth, that psychological differences need to be taken into account, and that there are many imponderables in the work of education.

86.  33.3 Values and Attitudes to be Cultivated

The function of the rector is certainly important and wide-ranging for every community, and when considered in the light of the Constitutions and the example of our Father, Don Bosco, seems very demanding. In the first part of this chapter, we have already pointed out some necessary conditions for its adequate fulfillment. If we now indicate some further qualities which he must possess to some extent, this does not mean making the ideal ever harder to reach but to recall, by way of encouragement and the need for interior spiritual growth and ongoing formation, the path of holiness which will make your ministry fruitful, authentic, and renewed. "As we prepare for action we need to lift up our eyes to the ideal; otherwise we lack the necessary urge for our activities and may go off at a tangent."114

A. A Special union with Christ, so as to Act "in Imitation of Christ and in His Name".115

87.  Don Albera writes that the rector develops such a "close union with Christ that little by little he becomes used to seeing Christ in everything through* every fibre of his

being."116

The life of every Salesian "in virtue of his baptism, his religious profession, and his mission, is centred on Christ who died and rose again and who gives us the Spirit".117 In his ministry, every Salesian priest "must conform himself to Christ the Good Shepherd, and set about expressing this existentially",118 not just as the result of private devotion but as an objective requirement of a sacramental fact. By the very nature of the priesthood, a priest loves Christ in a way in which no one else can love him. Every priest must guarantee the effectiveness of the sacramental act by his way of living. He must personally bear witness to his priesthood and integrate his life with it to the greatest possible extent; and conversely he must allow his priesthood to penetrate his life so completely that the latter becomes a continuous act of love in which the ministerial and personal aspects can be distinguished one from the other but never dissociated. Every confrere, be he priest or layman, feels within himself this special union with Christ, but it must be verified to an even greater extent , in you who are called to act "in imitation of Christ and in His name",119 to serve the confreres who have chosen Christ as the centre of their existence, and to guide a project totally "directed to Christ, the perfect Man",120 which gushes forth from the Iove of his heart and follows the method of the Good Shepherd.121
88. To continually clarify and deepen your awareness of the central place of Christ as Lord; to grow in your awareness of Him as the Good Shepherd so that to know Him is your "highest knowledge" and to "reveal to all people the unfathomable riches of His mystery" your greatest Joy;122 to deepen your experience of communion with Him,123 making this mystery your true identity and the motive for all your choices, is indeed to situate Christ at the very centre of your ministry.

According to Don Albera, who is reflecting the thought of Don Bosco and Don Rua, this knowledge of Christ and growing experience with Him are lived more at the interior level of the rector's life than openly manifested: "Exteriorly there is nothing to reveal the presence of the Spirit, but the rector senses it. It is the Spirit who speaks to his heart, encourages him, consoles him; and above all, it is the Spirit who grants him fresh strength of will and greater generosity."124

All this will lead you to want to live in free obedience to the Spirit of Jesus. To experience God must be your supreme desire.

B. Primacy of life in the Spirit for Your Ministry in the Service of the Charism

89. The charisma of the religious life is the fruit of the Spirit.125 The Constitutions express in a new form his presence and action in the Salesian vocation. This is evident from the very first article as an experience of openness, docility, and collaboration with the

Spirit.

Don Bosco is proposed there as a man of the Holy Spirit'', as indeed he was. His life was dominated by the conviction that he enjoyed special guidance from on high, a conviction that is at the root of his boldest enterprises.126 He did not theorize nor refer to the Spirit more than others were wont to do according to the spirituality of the times, but on an interior level he grew in holiness and personal commitment to Jesus Christ; on an exterior plane, with and in Christ, he advanced in dedication to his fellow men as their brother and to the young as their father.127

These are two distinct but complementary aspects of his life. In Don Bosco, there is a unity between his fidelity to the Spirit and his sensitivity to the concrete demands of history and of mankind.

"From this active presence of the Holy Spirit we (too) draw strength for our fidelity and support for our hope."128 The Spirit lives in us as in a temple and pours the love of God into our hearts. He it is, who powerfully strengthens the interior man, who prays for us with sighs too deep for words. Above all, it is the Spirit who by His irresistible strength introduces us to the mysteries of God and enables us to penetrate into the sense of history: "we have received the Spirit that comes from God to teach us to understand the gifts that He has given us."129 Unless a man is in tune with this Spirit, he has no future; unless he live his life to the full, there is no future for the Congregation.

90. You are a representative of Don Bosco especially as regards matters of the soul, those which refer to the "experience of the Holy Spirit", of each confrere and of the community as a whole. Therefore, you must be a man of the Spirit, using all your gifts to the best of your ability. You are not a founder but you are responsible to a greater extent than others for seeing that the spirit and mission of the Congregation live on. You have a greater responsibility than others for safeguarding, clarifying, and developing the charisma of Don Bosco which is "an experience of the Holy Spirit".130 This you must do in harmony with the mystical body of Christ, which is a growing and living reality.

"True fidelity to Don Bosco consists not in copying him exteriorly but in imitating his fidelity to the Holy Spirit."131 Do not, therefore, oppose the Spirit nor His inspirations and promptings. Recognize and welcome His initiative and action: He is the protagonist, the One who makes the first move. Be always alert to the reality of people and history in an attitude of discernment and availability to the will of God; live in dialogue with the Lord, as did Don Bosco. By drawing for inspiration on his example you will not allow yourself to be overwhelmed by the rhythm of external events. You will learn to create around yourself as far as possible some times of quiet during the day, so that you may listen to the Spirit and be open to His action and power. You should call on Him in those situations which are most difficult. You should ask for an outpouring of those gifts so essential to the life of a Salesian: love, joy, peace, patient endurance, kindness, generosity, faith, mildness, and temperance.132

The joy of Don Bosco sprang from this source, for "the joy of belonging to God forever is an incomparable fruit of the Holy Spirit'.133

C. The "Sensus Ecclesiae"134

91. The Salesian vocation piaces us at the heart of » the Church and puts us entirely at the service of her mission. Part of Don Bosco's charismatic experience was a special sensitivity with regard to the Church, which leads us to give special attention to what we do by way of collaboration in the building of the Kingdom.

Your community lives and expresses its apostolic commitment within the particular Church,135 works in communion with it,136 it takes part in its pastoral action "which has the Bishop at its head and the directives of the Bishops' Conference as a springboard for action on a wider scale",137 offering to it the specific contribution of the Salesian mission.138
You are a collaborator of the Bishops, and have ties of brotherhood with your fellow priests; in the name of the Church you preside in charity over your community.139 You must, therefore, cultivate in yourself and in your community this renewed ecclesial awareness, the desire to work with the Church and in her name, filial loyalty to the Pope and to his teaching, communion and collaboration with the bishops, clergy, religious, and laity.140 Live the "sensus Ecclesiae" and try to experience it by attention to the meaning and ecclesial horizons of your activity, fostering around you a whole web of bonds of love and communion.

D. Love for Don Bosco, the Founder, and for the Constitutions

92. The rector represents Don Bosco in the community and is in a certain sense a continuation of him, especially in service and fidelity to the common vocation. These tasks which are naturally associated with his office make easily understandable the concern and anxiety felt by our Father when he appointed the first rectors and entrusted them with the task of prolonging the Valdocco experience in other places. He felt and wanted them to be men with an instinctive "Salesian sense" and his own criteria as regards identity and the dynamic and faithful teaching of Salesian life. He wanted them to have a deeper understanding of him and to "reproduce" him, so to speak wherever they went. From that time, rectors have always been asked to live in this practical and knowledgeable love of the person of Don Bosco, so as to render real by their own fidelity the kind of rector he wanted, a model which is still distinctive at the present day, and so respond to the great love he had for his rectors during his life. It is a love which he continues to manifest in an active and effective way.141
A personal experience of this love makes it easier for you to wholeheartedly accept the values of which he is the bearer; it will be a source of confidence because you will sense its worth and find in it the courage to forge ahead in your at times very tiring duties.

And so to know him and love him is a gift.142 It is much more than just an inspiration. It is a true communion of life in which the sons keep on growing in the grace of their father. If Don Bosco was the "supreme model of the superior", this is all the more true with regard to those who are called by obedience to carry on this service, which according to him was "everything", on behalf of the community.

93. The Foreword to our rule of life urges us all to join love of Don Bosco with love for the Constitutions, which are "Don Bosco going with us". You animate and govern the community "according to the Constitutions and General Regulations"143 so that it may live in fidelity.144 The Constitutions in fact "define the apostolic project of our Society".145 The first conviction you must cultivate, therefore, is that of their importance. They constitute your most basic and authoritative document on which all others depend. You should continually seek a fuller understanding of them. They are our platform of unity. They are our "Rule of Life": in them the Gospel shines forth, lived according to Don Bosco's spirit, and in them too are enshrined the spiritual riches of our tradition.146 They clearly define our common spirit and spell out the meaning of the service of authority and of creative initiatives.147
For these reasons, the Constitutions are an obligatory point of reference for your teaching. You must love them and make them loved, insisting more on the spirit that permeates them than on the letter or external form of expression, as Don Albera has pointed out: "In every Congregation there is a nucleus of ideas and orientations, a way of thinking and of doing things which forms its spirit, and this is the holy Rule."148 The external form is subject to the changing times and has in fact undergone a number of transformations; but the spirit is everlasting because it comes from the Gospel and is an expression of the "Congregation's dynamic and living fidelity to its mission in history".149

In order to explain the Constitutions authoritatively and bring out their profound meaning and their power for renewal, you have to know them well, but still more importantly you have to live them. According to Don Albera's advice you should make them the yardstick of your progress: the rector "must, so to speak, see how he measures up to the Rule so as to know what degree of virtue he has reached."150

In the same connection, the passing on faithfully of what you yourself have received from our tradition, as it is interpreted by the official documents of the Congregation and of the Rector Major, is not only a useful means of fostering unity but is also of decisive importance in enabling the confreres to understand their Salesian identity, the vitality of the Congregation and the value of their work as a response to the questions and challenges posed by today's youth.

E. Trust in the Motherly Intervention of Mary

94. The Holy Spirit raised up Don Bosco "through the motherly intervention of Mary".151 To her, Don Bosco entrusted the growth of his priesthood and the fruitfulness of his particular ministry. He felt himself directed by her to the young;152 guided by her as his teacher, he lived the educational experience of the preventive system;153 from her came the inspiration for the content and attitudes proper to the Salesian spirit; he experienced the support of Mary, not only in the laborious enterprise of the foundation of our Society, but also in clarifying and realizing those particular kinds of intervention in prevailing situations with unusual methods and aims which characterized its particular charisma and made it able to express the emancipating love of Christ among needy youngsters and in poor neighborhoods. Don Bosco's experience that "Mary has done everything" is a fact that belongs to the history of the Congregation154 and is continually renewed with a particular intensity every time we pray to her and trust ourselves to her in renewed fidelity.155

To have an experience of devotion to Mary like that of Don Bosco who was "consecrated to the Blessed Virgin",156 is more than an objective necessity for a rector; it is a personal need. As the "Don Bosco of the particular Salesian house" he must also in this respect imitate the "Don Bosco of history", who was one of Mary's great devotees.

The results of this devotion, in both you and your confreres, will be a lively awareness of the Church, a clear choice of active obedience to its shepherds and intelligent collaboration with them, tireless and courageous commitment to the young, an authentic style and spirit in carrying out the mission, and the nurturing of vocations.157

F. Patience, Trust, and Generosity - like Christ the Good Shepherd

95. A father and shepherd must display certain personal attitudes which are rich in human sensitivity, spiritual content, and educational and pastoral sense: patience and trust, dedication, and the capacity for sacrifice.

* Like every superior, you too must govern according to the Spirit and imitating the patience and firmness of God. At times you will have to be kind but also demanding.

Patience must never deteriorate into negative indulgence, the desire to be well thought of, an anxiety not to cause displeasure, or into mere indifference. Rather will it take its rise from a feeling of the weakness common to everyone and the conviction that Gospel gentleness, when it is a true expression of love for those who fall, heals defects and faults by kindness.

Strictness will be a disinterested effort to cause the sovereign demands of the love of God to be felt, and to stir us up from tepidity and failure in obedience. Strength and gentleness are never opposed to each other but should always go together. The Spirit is likened in Scripture and by our Lord to the rushing wind and to a gentle breeze. In docility to the Spirit, you will have to be at the same time both firm and compassionate, knowing how to oppose deliberate transgressions while closing an eye to human weaknesses. Without being either resentful or too easy-going, you must show trust in others, forgetting mistakes that have been redeemed by sincere effort but knowing how to be demanding so as to preserve or restore fidelity in those whom the Spirit of the Lord has entrusted to you.

These attitudes are summed up in those expressions of Don Bosco which we know very well: "The superior must be quick to forgive, slow to punish, and very prompt to forget;"158 and the other saying: "Valiantly put up with the shortcomings of others,"159 but also: "The rector must command."160

96. * In this way, feelings of trust and security will grow and you will be able to give efficacious expression to your authority as master of the spirit with regard to the Gospel project of the Institute. You will become competent in perfecting the life of charity, the initial and ongoing formation of the confreres, and the practice of the evangelical counsels. You will also be able to govern more easily and with greater fruit by organizing the members of your community, developing their mission and arranging its suitable insertion in the activity of the local Church.

97. * At the beginning of this group of reflections, we spoke of your "special union with Christ". Let us now conclude by going back once again to him, the model of every Good Shepherd, who offers his life to the Father for his brothers. Like him, you will accept your mandate and willingly undertake careful and sustained work so as to become in his hands an instrument of charity,161 as well suited as possible to the needs of a mission which has to be lived out day by day and served in a constantly creative fashion in the particular context the environment may present.

The spiritual attitude that will develop in you as a result of your familiarity with the priestly charism and the eucharistic mystery is that of mediator and victim as you offer yourself with Christ to the Father. Every Eucharist makes present once again the offering of Christ to God His Father. This He declared on His entrance into the world,162 He lived it unceasingly in His life on earth, making the will of the Father His daily bread; He consummated it on Calvary; He experienced its fruitfulness in the resurrection and now makes it efficaciously present in every Eucharist.

For you, the Mass is essentially the union of two offerings and of two sacrifices: that of Christ and that of yourself which you make on the same altar and prolong afterwards in your life and service. Christ's offering is inseparable from the drama of His existence. It is not just a "rite" which takes place apart from it or alongside it. It is the very reality of His life and of its consummation in His death on Calvary. From that time, those who believe in Him can offer themselves in the same way. St. Augustine says that to believe is in fact to "enter into Him". Our offering and His become one and the same thing.

98. This "self-oblation and patient suffering are indispensable for all in life's vicissitudes".163 Don Bosco felt so upset when he discovered that one of his boys had committed a serious fault that he could not sleep the whole night;164 he was moved by a "holy passion" to make expiation for this sin, so strong was his feeling in faith of his responsibility.

Sin ruins people and ruins the world. A rector, who has to be the leader in a responsible manner of a concrete project for the salvation of youth, must indeed abhor sin. He is totally committed to fighting it and making expiation for it. He is drawn in this direction by the force of his priestly charism. Like Jesus, he is pledged to the struggle against evil and against suffering, the result of injustice. He makes his own God's "no" to sin and pain, and like his Lord, he has the creative and undying desire that his youngsters and confreres should have life.

But in so far as Christ used his freedom to give suffering a positive meaning and made it a sign of redemption (indeed though innocent he had himself baptized with sinners "so that all God's demands would be fulfilled"),165 the rector feels its burden and offers himself in expiation for his own faults and those of his community. This "baptism of suffering" which, like Christ the Good Shepherd, the rector accepts to bear, he recognizes as part of his life and service. By the very fact that he is an ordained priest, he is obliged to be a model of "mediating and sacrificial" spirituality, and if he accepts the practical demands of this spirituality, he will find that it is one of the deepest sources of his fatherhood.

G. Human Maturity and Experience

99. It has been said that Don Bosco was lavish in permeating the exercise of authority with his rich human qualities and spiritual depth. These were so mutually integrated that the human qualities, that extraordinary "affective power which nourished (among other things) his thoughts, words, and actions",166 was like a sacrament of his deep spirituality, and the holiness of his union with God (when it was shown openly) was like an exaltation of his humanity.

The first condition St. Paul requires in those who are called to the spiritual service of a community is that they be matured themselves and experienced in understanding their fellow men. He, who is destined to "preside" must be irreproachable, not addicted to drink, wise, a good teacher, gentle and of good reputation; he must be free from those vices which are indications of a mediocre and immature personality.167 The Council insisted very much on the importance of human virtues in the training and in the life of priests.

Equally, our own General Chapters urge the confreres to develop a maturity based on human balance and spiritual depth, which will enable them to live fully and faithfully their Salesian apostolic consecration.

You can regard as directed to yourself what is required of every Salesian concerning good health, work, temperance, and physical education;168 as well as what is called for in terms of the psychological balance and adjustment necessary for a proper rapport with oneself, with things, and with God.169

100. You must generously accept the consequences of all this and in particular you should try to cultivate the two attitudes which more than anything else reveal to your confreres your level of personal maturity: your ability to make free decisions in the light of genuine and interiorized motives, and the ability to love in a truly personal way. These two abilities presuppose a whole series of other virtues and attitudes, but most especially:

· freedom from all rigidity, inhibitions and internal compulsion, and independence of environmental pressures;

· an appreciation of one's own experience and true worth, and the acceptance of one's limitations;

· openness to others, and the capacity for mutual acceptance, and unprejudiced and positive esteem.170
It is a wonderful thing for whoever approaches you to encounter a man with plenty of human warmth, with a well integrated personality, one who is able to encourage others and to understand, a man who can share joys and sorrows; to meet a rector in whom the office has not become an impediment to his being human but rather has managed to place a whole patrimony of human qualities at the service of his confreres, qualities which he has struggled hard to develop.

H. A Credible Model, not just an Idealized One

101. Nowadays, we have a new image of the rector, one which is more authoritative than authoritarian, more concerned about being a model than one who lays down the law, one who engages in dialogue rather than simply giving orders. These aspects apply even more forcefully when the rector is the master of the spirit, who must be sensitive and open to the signs of the times, the uniqueness of each person, the variables of circumstances and environments, and above all to the working of the Holy Spirit who perennially renews the face of the earth.

A new era and a new field of activity are opening up. You are entering this field with the awareness of the new appeals addressed by Vatican II to priests and religious; as you enter it you hear the "new voice" of a religious congregation which has taken on a renewed awareness of its mission through the recent General Chapters.

102. The confreres expect a great deal of the rector as animator, and these expectations have increased with the passage of time. Not a few confreres would seem to expect the rector to be perfect. This is a kind of thinking which is out of touch with reality and only upsets the rectors. The confreres have to learn to accept the rector as he is.171 But it must be added at once that if you are given the task of rectorship you should take seriously the obligation of being qualified for the job, not so much to boast of complying with the principle of specialization but as a response to the urgent needs of the Congregation to return to Don Bosco and bring him to life again.172 What efforts Don Bosco made for the formation of rectors! This is evident from the Confidential Memoranda, the general conferences given on the occasion of the feast of St. Francis de Sales (begun in 1865), the talks he gave during retreats, his circulars, and the private letters he wrote to individuals.

103. We know how much Don Bosco and the whole of Salesian tradition insist that the rector be an example. The point is highlighted by the words of Don Albera: "Let the rector remember that words are not enough; his community needs not only his teaching but also his good example. Let him not forget that the life of a rector is an open book in which the confreres read the norms that govern their own way of living: regis ad exemplum totus componitur orbis...173 Let him remember that the eyes of the community are always on him and that he must be, as it were, a living rule in their sight, the personification of virtue and of moral living."174
These references might seem inappropriate if imitation is considered as limiting freedom, but they are perfectly in line with the Gospel and the most genuine Salesian tradition. Even the modern human sciences set great store by example. Some time ago, the position of authority seemed to prevail over the person exercising it, but nowadays the person himself has to make his role credible. The ability to consider the person in authority from the point of view of faith is the result of a long process of spiritual maturing. The leaders who have a real following at the present day are those who are most credible and exemplary, especially in the eyes of the young. The force of example is almost limitless when it is the example of a truly faithful life spent m the service of charity. This is because when one perceives love in a person, one easily identifies with that person's values, and the perception creates the feeling that one is worthy of love and respect, and this contributes in turn to one's growth, creativity, and happiness.

104. Every Salesian has met in the course of his life some rectors to whom he remains particularly grateful. They were men who might not have had any superior qualities, outstanding intelligence, or special talents, but their presence was a message in itself, and their lives spoke louder than their words. Don Ceria wrote of the collaborators of Don Bosco who became the "foundation stones" of the Salesian Society: "We have known these men. They were so different in terms of learning and talent, so unlike one another in their abilities. But in all of them certain common traits stood out which in fact constituted the basic characteristics of the Salesian rector; a calmness in speaking and acting which created tranquillity; fatherliness and kindness in their ways of expressing themselves and dealing with others a spirit of piety which was quite obviously the foundation and pivot of their Salesian life"175 In brief, these men were exemplary and enjoyed great credibility. What we read in the document "Mutuae Relationes" could be applied to them: "Pastors, mindful of the Apostle's exhortation 'never to be a dictator over any group that is put in their charge, but to be an example that the whole flock can follow', will be fully aware of the primacy of life in the Spirit. This requires that they be at the same time 'leaders' and 'members'; truly 'fathers' but also 'brothers'; teachers of the faith but also fellow disciples of Christ; 'masters of perfection' for their brethren, but witnesses also by their personal holiness."176

The spiritual rebirth of the Congregation depends very much on rectors who believe in these ideals and who are able, with God's grace, to embody them in their daily lives.
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SECOND PART

THE AREAS OF ANIMATION AND GOVERNMENT

105. You serve the Lord in the community and your objective is to help it grow in its Salesian vocation so as to become the natural environment in which each confrere can grow and develop, and so that in it and through it "our mission may be accomplished".1 You work at the service of the community so that, as the GC21 put it, it may both "evangelize and be evangelized". Each individual matures in his own unique and personal way according to his own nature, the graces he receives, his rhythm of development, and his fidelity to love; but he matures in a community. On the other hand, every community proceeds along its path through different periods and situations which require forms, expressions, and appropriate degrees of animation. You are called to animate a complex and dynamic reality: an educational and pastoral project and a formative process.

Your first task is to stir up in the individual members the awareness of who they are; to bring their abilities and charisms to the fore; to help them to keep alive the spirit of the theological virtues; to shed new light and freshness on the fundamental values and motivations of their lives, values sometimes rendered rather threadbare by use. In other words, you have to create an environment and conditions which will enable every Salesian, in submission to grace, to mature in his vocational identity and reach the fullness of "union with God" so characteristic of Don Bosco.

The spiritual animation of the community involves a number of initiatives and approaches which suitably foster the vitality of its specific mission. They presuppose a certain technical ability on the part of the one who must organize and direct it, but animation is more than this: it is a spirit and even a spiritual art.

106. The important areas to which you must give special attention in your interventions are precisely those which constitute the Salesian life project and which find their first expression in the Constitutions. They are distinct from one another but not separated. They are inseparable aspects of one and the same vocational reality. Our rule emphasizes in various ways their unity, complementarity and specific nature. In its First Part, in fact, the accent is on the unity of the apostolic project and spiritual experience; the second presents, one after the other, its fundamental and inseparable elements. Articles 2 and 3 of the Constitutions sum up in a few brief expressions this unified picture with its many facets.

Art. 2-Nature and mission of the Society2

"We, the Salesians of Don Bosco (SDB), form a community of the baptized. Submissive to the bidding of the Spirit we are resolved to carry out the Founder's apostolic plan in a specific form of religious life: to be in the Church signs and bearers of the love of God for young people, especially those who are poor. By carrying out this mission we find our own way to holiness." Art. 3-Our apostolic consecration3
"We live as disciples of the Lord by the grace of the Father, who consecrates us through the gift of His Spirit and sends us out to be apostles of the young. Through our religious profession, we offer ourselves to God in order to follow Christ and work with Him in building up the Kingdom. Our apostolic mission, our fraternal community, and the practice of the evangelical counsels are the inseparable elements of our consecration which we live in a single movement of love towards God and towards our brothers. Our mission sets the tenor of our whole life; it specifies the task we have in the Church and our place among other religious families."

Without losing sight of the unitary perspective of the vocation and project, we shall now indicate the aspects which, according to the Constitutions in the articles we have quoted, make up this unity: the apostolic community, the fraternal community, the practice of the evangelical counsels, and dialogue with the Lord.
4. ANIMATION AND GOVERNMENT OF A COMMUNITY OF SALESIAN APOSTLES

4.1 The Rector, Pastoral Leader of the Salesian Mission

107. The local community appears in the Constitutions as a religious and fraternal community which, being moved by pastoral charity in line with the spirit of "da mihi animas", works for the mission and expresses it in a pastoral educational project which it animates within the environment of a pastoral and educative community.4 In this project, "which directs all initiatives to the task of evangelization" 5 you are the animator and leader. The Constitutions say that the rector is "first in order of responsibility ... for its apostolic activities"6 and "guides the community in pastoral discernment, so that it may accomplish its apostolic plan in unity and fidelity".7
108. Already the GC21, with the intention of clarifying the complex figure of the rector and the sense and order of importance of his functions, had first presented him as the "preserver of unity and custodian of our Salesian identity",8 and then gone on to say of him: "he is the pastoral guide of the Salesian mission in a threefold function: as teacher of the Word, as sanctifier through the ministry of the sacraments, and as coordinator of apostolic activity. He holds principal responsibility for the mission among the young and the people entrusted to his community; he preserves and renews the fidelity of the confreres in their pastoral commitment to the preventive system; he cooperates with the bishop and the diocesan clergy in the combined pastoral action of the local Church"9 He "directs the work of education and of human development required of his community in the scholastic and pedagogical fields and in cultural, social, and cooperative projects."10
To animate and lead a pastoral community is a task which in the Salesian world has to be carried out in a great variety of situations and contexts, in the many forms our mission can take on and in the diversity of works and activities in which it is expressed.11 It is not our purpose, therefore, to deal with the question completely and in a manner applicable to all circumstances, but rather to indicate some fundamental criteria and concentrate our attention on two aspects:

· the fulfillment of the mission by the up-to-date application of the preventive system;

· shared responsibility and pastoral coordination in an open community in a particular local context.

4.2 Accomplishing the Mission by Bringing the Preventive System Up-to-date

109. "Our own particular way of evangelizing the young in a realistic way is by means of the Salesian educational project, the preventive system rethought and brought up-to-date, with its operators, content, aim, style, and means in the various settings in which we work"12 From this, we may deduce the strict relationship that exists between our evangelizing mission, the preventive system and the pastoral educational project; and between these elements and the animation and leadership of a pastoral community of Salesian apostles.
The Salesian mission shares in that of the Church following a specific particular vocation determined by "the Founder's apostolic plan".13 It becomes real when it is lived in a pastoral educational project that responds to the conditions of youth and is inspired by Don Bosco's experience which has been studied and applied to present conditions, the experience which Don Bosco himself called the "preventive system".14 It is the most significant expression of the unification of the various aspects of the whole personal and apostolic life of Don Bosco, so much so, that Don Caviglia in fact equates the two: the preventive system is Don Bosco. The formation of the first Salesians consisted precisely in learning to live and practise the preventive system. Don Albera draws on the early tradition when he writes: "The preventive system is the magna carta of our Congregation."15 Don Rinaldi frequently repeated to the young confreres: "A Salesian is either a real Salesian or he is nothing; he is either a Salesian of Don Bosco or he is nobody. If we study Don Bosco and put his system into practice we shall indeed be his sons; otherwise we are nothing. Our work will be useless and we shall go astray"16

In the assessment the Congregation made of itself in the GC21, it investigated the reasons for "the obscuring, if not the total loss (at least in some areas) of typical experiences of the preventive system",17 and after finding the reason in certain cultural facts concluded: "a more radical cause perhaps is the decline of Salesian religious identity and vitality, which could not fail to involve the preventive system, if it is true that in it Don Bosco condensed all the spirituality of apostolic action for his sons".18

110. For us, the synthesis of mission and religious vitality spell preventive System. That happened in Don Bosco's case too, and he understood what was happening. Father Ceria was indeed correct when he wrote: "To put it briefly, Don Bosco's system produces good pupils because in the first place it produces good educators.19 Hence, the Salesians of Don Bosco cannot adequately grasp the meaning of their mission without practical reflection on that educational and pastoral system which Don Bosco left us as a precious legacy."20

The situation which prompted Don Bosco's letter to Father Costamagna had to do with the preventive system.21 The first Salesians in Argentina were finding its application difficult, and Don Bosco himself intervened with a letter to those concerned, so as to clarify the issues and put matters straight. According to a note in the Epistolario22 this letter made it abundantly clear how important the preventive system was in Don Bosco's mind, and how the Salesians in those far-off places assured their good Father by their reactions that they had understood well what he was insisting on. The note reads: 'The subsequent spiritual and temporal prosperity of the province of Argentina was attributed to the effects of this letter. Not only the provincial but others too, after making copies of it, wrote to Don Bosco to thank him. Some Salesians who found it especially hard to be patient and charitable obliged themselves by vow to do so. They used to renew this vow every month at the exercise for a happy death"23 A fourth Salesian vow while Don Bosco was still alive!

Today as then, like a special grace, the preventive system will unify and give meaning to the life and activity of your confreres if it is applied to present-day conditions. Once again it is "one of the innovations of which Salesians are the characteristic promoters in the encounter between the Church and youth".24

42.1 Necessity of a Pastoral Educational Project

111. You may ask how you are to lead the community in the task of applying the preventive system in present-day circumstances. In the first place, you must have a strong motivation, i.e. you must be convinced of the need for a pastoral educational project at both provincial and local levels, so as to be able to persuade those who are not so convinced. This conviction will become more practical and reassuring for you as you come to discover what the project implies: its values that cannot be left aside; the criteria which determine pastoral choices with their programming and adaptation. You will feel prompted by vocational requirements and your Salesian enthusiasm to make use of all the aids which are being drawn up by the centre of the Congregation or by the provincial council and commissions. You will realize the importance of having a clear and realistic vision of the difficulties in the way and their degree of incidence on the concrete situation.

112. What then are the attitudes and criteria that confreres need in order to revivify Don Bosco's plan in practiced?

In the first place they must really want a plan. Then they need a shared awareness of the great advantage of having one. By means of such a plan they are able to define what they are aiming at in their educational work; they give it continuity and free it from the danger of facile improvisation; they make it possible for those involved to collaborate within a framework of shared objectives; they reinforce their own sense of belonging, and they agree to adopt common principles for evaluating enterprises and events.

Finally, there must exist clear and genuine criteria: your community must base its choices and planning on the experiences and real needs of the young.25 It must be aware of the relationship that exists between these needs, the Word of God and its own calling.26 It will not disregard reality, and will be attentive to the "signs of the times"27 in a practical way. It will be open to all positive values, but will also be vigilant.28 When challenged by diverse situations, it will make full use of that kind of creativity that is the fruit of pastoral charity and a pastoral sense.29 From time to time, it will examine its progress in a systematic way.

This collection of criteria will give rise to a variety of ways of living the Salesian mission. Nevertheless, the basic principles of unity are always respected with regard to those for whom we work, our objectives, and the special methods demanded by our style of pastoral work.

113. What are the major difficulties experienced?

The first difficulty arises because of the very nature of the pastoral plan. It is an open-ended scheme which is designed to meet problems "according to the needs of the times". It is understandable that the flexible quality of the plan is inevitably also a source of difficulty. It was that way for Don Bosco too. The preventive system was the outcome of his forty-five years among young people. It was the result of his reflection on a number of initiatives and projects that were started and expanded constantly because of the existing human circumstances, and internal and external factors, between 1841 and 1888. From that time onwards the plan, which Don Bosco looked upon as his experience to be transmitted30 and be lived again by others,31 had constantly to respect its own permanent values on the one hand, but on the other, would be enriched by practical contact with the conditions and experiences of young people: these values would thus take on a local colour and form a project in tune with the times.

It is therefore, a plan which is always in the making: In one sense, it varies because youngsters vary in terms of age, circumstances, times, place, and culture. But it is a plan that is capable of meeting these young people and saving them, whatever they are like and wherever they are found. This quality of the system also requires much effort on our part, in the sense that effective contact with youth is built up slowly and demands "tireless work", as Don Bosco never ceased to repeat. This great effort is the first, the greatest and the most difficult necessity.

It is in this sense and this perspective that you have to be the spiritual leader. More specifically, it means that you must preserve and renew the fidelity of the confreres to the pastoral principles of the preventive system. The elements you have to renew are those situational characteristics which must accompany the permanent ones you always preserve.32

114. As a matter of fact, this legacy of ours now finds itself in a new situation which entails new risks and perspectives, and requires careful thought and a real effort of renewal. It is not difficult for you to identify these changing factors, because you are in contact with them on a daily basis. Some of them are within the Congregation itself such as its worldwide expansion in diverse historical and geographical contexts; the different kinds of presence, the new role which the Salesians are called upon to play in the educative community, and the growing distance from our origins in terms of time and culture. Other factors are external to the Congregation but equally affect its educational commitment. Among these are the new situations of modern youth, the existence of many educational organisms, the evolution going on within these institutions which calls for pluralism, freedom, and participation; and lastly, the growth of pedagogy as a science with the simultaneous existence of different educational plans.33
Your confreres meet these and other difficulties, some of them perhaps of a local nature and therefore more keenly felt. Such difficulties are very real, primarily because they bear to some extent the mark of the culture and practical environment from which they come, but also because the young people themselves (even though sometimes in a confused, awkward, and disconcerting way),34 pose the kind of problems that cannot leave a Salesian unmoved, for he knows that he has no right to disregard such problems just so that he will not have to change or be changed himself.

His very vocation requires him to live in an attitude of openness, in dialogue with reality, with the practical creative sensitivity of the educator and "communicator". This attitude is required in the first place of the rector, and he must then foster it in the confreres by promoting serious reflection based in committed fashion on reality, on the ability to come to grips with the problems of the neighborhood, and on a discerning mentality.

42.2 Fundamental Objective, Areas, and Methods of the Project

115. The Constitutions provide a synthesis of the elements which determine and specify the apostolic mission of the Salesians of Don Bosco: those to whom we are sent, our pastoral educational service, our criteria of action, and those who share responsibility with us for the mission.35
With reference to the local community,36 we have drawn attention to the particular requirement of Salesian communion and in it we have emphasized the unity of the mission in its different aspects. We shall now consider some other elements which you must have continually in mind in your service. They bring about the unity and integrity of the project, which is stated by the Constitutions as follows: "We educate and evangelize according to a plan for the total well-being of man directed to Christ, the perfect Man. Faithful to the intentions of our Founder, our purpose is to form 'upright citizens and good Christians."37

Our plan is an explicitly Christian one which leads to the highest possible level of growth in the young, i.e. to their sanctification. We are referring to an harmonious type of growth which takes into account the person and the problems of the environment in which he lives; this growth is gradual and encompasses human as well as spiritual development in each individual in a variety of ways and in an atmosphere of personal freedom.

116. As rector, because of "the grace of your priestly ministry and pastoral experience",38 you are called to help your confreres to avoid the danger of letting the professional aspect of their lives get the ascendancy over the pastoral aspect. We all know of communities which stress only one dimension of their commitment. The balance is very important, though it is delicate and not easy to achieve. Knowing how to attain this balance is an art and a grace which is communicated through real life experience and personal contact. It is also a responsibility of your ministry, because you are the one who "directs the work .of education and human development".39
"Pastoral education service", "we educate and evangelize", "upright citizens and good Christians": these are all expressions used in the Constitutions and by recent General Chapters to assert at the same time, the integral quality, unity, and specific nature of a service which concerns the various dimensions of an individual's growth and which on this account works in selected and well defined areas.40

A. The Educative and Cultural Dimension

117. Don Bosco did not limit his activity only to service of a religious nature. He responded to the needs of the young showing how evangelical charity can be practical in application and how every initiative can find a place in the dynamism of a complete and integrated programme. His first oratory became a home, a parish, a school, and a playground.41 Since we dedicate ourselves to the young, and particularly to those in need, our activity is strongly marked by an educational and promotional service. It begins when necessary by meeting economic and affective needs, but aims at overall advancement.

Keep closely in mind that nowadays education has become a professional area with its own methodology and fields of competence. It is no longer entrusted to persons merely because they have a certain social or religious prestige, nor does it derive from pastoral work, even though for us the two become almost the same thing. This fact makes us responsible before society and families, and means we have to undertake a corresponding preparation. On the other hand, many educational models are available at the present day. Different programmes and methods are put forward, with different frames of values. You must clarify these aspects so that the confreres are well aware of what kind of education is to be given to the young, what cultural values are to be linked to our pastoral activity and how they are to be cultivated.

It should be kept in mind too that the Congregation adopts this dimension also in programmes, activities, and structures which are not formally educational, as for instance in parishes and the teaching of catechism.

B. Evangelization, Catechesis, Introduction to Ecclesial Life

118. "For us too, evangelization and catechizing are the fundamental aspects of our mission. Like Don Bosco, we are all called to be educators to the faith at every opportunity."42 This commitment has become more urgent nowadays because of the call and need for a "new evangelization".

Our activity is pastoral in its end and in its means. It always implies the proclamation of Christ. Every confrere should be a specialist in this proclamation; he should continue his formation so as to be able to meet the needs of his neighborhood with appropriate initiatives, ranging from a first announcement to a convinced and varied participation, according to the different vocations in the life of the Church.

The Congregation has a catechetical tradition, characterized by specific options and practical experience. Within the ambit of your province you will doubtless receive guidelines, encouragement, and support: it will be an original collection of material and ideas which you will have to harmonize with those expressed authoritatively by the Bishops. In fact, walking side by side with the young to bring them to Christ means also to introduce them "to the experience of ecclesial life by bringing them into a faith community and helping them to take part in it. To this end, we promote and animate groups and movements for formation and apostolic and social action".43
This proclamation of the mystery, the deeper and enlightening knowledge that goes with growth in faith, its mature assessment in the light of the requirements of modern situations and culture, should lead you, your confrères, and young people to a more informed practice of liturgical life and the use of the sacraments, to a truer and more convinced participation in the mystery of Mary so as to insert your whole person in

Christ.44

To participate in ecclesial life means to commit oneself in a community which is missionary in the world and in history. In this perspective, the Constitutions declare that we see to it that the young "grow in the awareness of their own responsibilities" and "learn to give their irreplaceable contribution to the transformation of the world and to the life of the Church".45 The challenges of our time constitute an appeal to take up the Gospel requirements for a profound transformation of reality, to foster solidarity, to know the social doctrine of the Church, and to live the Christian practice of liberation, as a practical application of the great commandment of love.46 This must be the way in which at the present day, we show our fidelity to the intentions of our Founder who calls us to form "upright citizens and good Christians".47

C. Liturgical and Sacramental Life and the Presence of Mary

119. "We introduce the young to a conscious and active participation in the Church's liturgy, the summit and source of all Christian life. With them, we celebrate the encounter with Christ in word, prayer, and sacraments."48

You know very well that for Don Bosco the goal of the first phase of the educational process was that the youngsters should encounter Christ, the Educator, through the sacraments. The sacraments were not separated from the work of education but vitally implanted in it; there was an ongoing agreement on this kind of approach. The sacraments in turn facilitated the work of education and made it more effective.

The fact that it is more difficult today to present and obtain the same participation in the sacraments does not mean that we should simply stop offering the opportunity. Our pedagogical approach should of course be a kind and friendly one, but the approach has to be made. Don Bosco gives us this advice: "Give encouragement; make the use of the sacraments easy; show the beauty, grandeur, and holiness of religion; act in such a way that the young are spontaneously drawn to the sacraments, but never force them."49

The liturgical year is a special opportunity for religious growth. Do not neglect to use it. A youthful community cannot live without an atmosphere of festivity. The major Christian feasts are signposts in the life of the community. A catechetical and spiritual preparation should lead up to them, and the actual celebration should get everybody involved in the various liturgical, recreational, and cultural activities. A whole new pedagogy needs to be created and implemented: the pedagogy of the feast.

120. Vatican II has taught us to live with the help of the educational aspects of the liturgy and in the context of the mystery of the Church, the presence of Mary in Christian life. In addition, the role of Mary in the charismatic experience of Don Bosco is evident from the outset in the text of the Constitutions: 'Through the motherly intervention of Mary, the Holy Spirit raised up St. John Bosco to contribute to the salvation of youth, 'that part of human society which is so exposed and yet so rich in promise."50 Don Bosco's personal experience supported his conviction of the educational worth of devotion to Our Lady, and of the importance of her role in the growth of a soul in the life of grace. Your own experience should enable you to form this same conviction. Mary is the "mother of grace" and accompanies the development of the life of grace from its very inception; she is the Help of Christians and accompanies the incorporation of young people into the Church; she has the power to be an ideal and an evangelical model; she is a mother, and the young feel the need of her protection and aid in the struggle against sin. Modern theological studies make it easier to understand her role in the history of salvation, in the life of the Church, in the personal mystery of Christ, as well as in our own lives and in the lives of our young people.

D. The Vocational Dimension

121. "We educate the young to develop their own human and baptismal vocation by a daily life progressively inspired and unified by the Gospel."51 The vocational dimension is implicit in what we have already said. In fact, to lead a young person to maturity means to train him to make responsible options and construct his own plan of life. This is stated by the GC21: "In the Salesian perspective all educational and pastoral activity contains as an essential objective a vocational dimension. As a matter of fact, the discovery of one's calling, the well thought out and free choice of a programme of life, constitutes the crowning goal of any process of human and Christian growth",52 and our tradition has always given special emphasis to this.

This is one of the objectives of the Salesian mission.53 Don Bosco was convinced that "there is no such thing as using too much care, energy or money, in fostering a vocation: it is money well spent."54

122. * It is this same conviction that must lead you to emphasize the overall sense of the project of which educational interventions form a part. The Constitutions, the Acts of the SGC and GC21 frequently come back on this topic. They point out that it is not Salesian to fail to proclaim the whole Christian message out of a misguided fear that the young will be too much influenced in making what should be free decisions.

Article 32 of the Constitutions provides an outline of a path we can follow and present to others: we offer them food for the body, professional training and food also for their minds; we help them to be open to the truth, and give them a taste for true values which will bring them to Christian holiness.

When a young person has an integral view of reality, the specific decisions he has to make have a meaning for him, and he can gain an understanding and appreciation of his vocation as the path he will follow in life.

* You must also explicitly foster vocations. This is an integral part of the aim of all Salesian work: we are specifically obliged by an article of the Constitutions to look for vocations and to help adolescents and young men to grow in their own calling.55

Don Albera considered this work for vocations (and the context was one of priestly and religious vocations) as one of the objectives of the Congregation: 'The foundation stone on which our work rests is made up of the festive oratories, the missionary apostolate, and the work for ecclesiastical vocations. These are the three primary and noble objectives which our Venerable Founder established for his works."56 This is a definite duty of the rector. Don Albera went on to say: "In some houses they forgot that Don Bosco wanted every house to be a seedbed for vocations for the dioceses and for religious congregations. To his way of thinking, every rector was supposed to be essentially a careful and effective cultivator of vocations. Don Rua of happy memory was of the same opinion. Every time a rector went to see him about something, he would invariably ask him whether he was preparing a good number of new vocations."57

123. The "Manual" of Don Albera contains some 12 other significant points on this topic. He develops each of the other topics in a single chapter, but he dedicates two chapters to that of religious vocations. Even today, it is still very much worthwhile to read those pages. They contain three main ideas:

· "the fostering of vocations is a vital matter for us";58
· "the formation of these vocations depends very much on the exemplary life and charity of the confreres";59
· the rector should not look for excuses to be exonerated from this very important duty.60 Don Albera writes: "Let the rector understand his mission well, and let him remember that he cannot be called a true son of Don Bosco if... he does not strive in every way to promote the greatest possible number of vocations in the field assigned to him by Divine Providence."61
We have some interesting statistics which Don Bosco had his Salesians compile in 1883, five years before he died. More than 2,000 youngsters who had been formed in Salesian houses had reached the priesthood in their respective dioceses, without counting those who had stayed with him to work in his own religious family.62

Don Bosco never tired of speaking of vocations, though he did it with great discretion: he avoided any expression that might be misconstrued as coercion or forcing a vocation on anyone.63 Most of all, as we have said, he paid no attention to the amount of work or to the expense involved.64
In the Biographical Memoirs, you will find three "Good Nights"65 which show in a practical way how to talk to boys about their vocation.

124. The practical guidelines of recent General Chapters are still applicable in this regard. The GC21, in connection with our pastoral outlook, asked us once again to take certain steps:

· It asked us to change from an emphasis on seeking and selecting vocations to an emphasis on vocation discernment and guidance. The whole educational process has to be seen in the light of vocation guidance and its demands. Much of the work that has to be done to bring about this change falls on the rector's shoulders. You have to promote this kind of sensitivity as part of your overall responsibility as a leader.66
· We are asked to follow a community plan more than an occasional and individual approach. There has been too much of a tendency to work individually, among other reasons so as to have the joy of being able to say: "I am responsible for that vocation". Rather we have to work together to come up with the pastoral choices, approaches, programmes, and educational methods which make for truly systematic vocation guidance.

· We have to go beyond the structures (which can very well be kept provided they be renewed) and succeed in sensitizing individuals and the community. Those responsible for vocation animation, more than being people delegated to do certain things, should be animators of our own communities and supply them with information while keeping in touch with Church organizations.67
E. Group Experience

125. We have already referred to this but it seems necessary to insist on the point because "fostering the formation of youth groups is an indispensable dimension of Don Bosco's preventive and popular approach to education".68

Group experience as an educative factor has been part of Salesian activity from the beginning. Don Bosco himself wrote about it in a circular letter to the Salesians: "In every house, let each confrère do his best to promote the small apostolic groups... Let no one be afraid to speak about them, to recommend belonging to them, to foster them and explain their purpose ... I believe that such groups can be called the key to piety, a safeguard for morality, and the support of priestly and religious vocations."69

The practical way of corresponding to Don Bosco's desire that we show solicitude for these youth groups in which he placed so much trust has been influenced by various factors. "We are not asked today to reproduce materially a particular formula. We have to develop a practical and real insight into his educational and pastoral approach,"70 and come up with new applications of his principles according to the type of work we are engaged in. In the Church, in fact, are found many and varied groups ranging from the youth environment to that of the parish and to other structures still. It is up to the Salesians to avail themselves of the riches and original nature of associative experience in the Church, as well as that of the Congregation, so as to select and apply practically the criteria methods which seem most appropriate.71
F. Two practical lines of approach

126. The environment as a place and factor in education, and the formation and function of a pastoral educational community calls for particular attention on your part, with regard to both the objectives to be attained and the methods to be used.

a. The Environment as a Place and Factor in Education

The preventive system requires a cheerful environment of intense participation and of sincere, friendly, and brotherly relationships."72

Don Bosco had such an attractive personality and so much ascendancy over his boys that he could have bound them to himself by this alone; but he was constantly concerned nevertheless with creating a proper educational environment. He made use of many small details such as would help create an atmosphere. He was interested in everything from the style of decoration of the various rooms to the trust intelligently placed in those boys who were real models; from the placards which helped the boys to slowly understand themselves better and acquire a better self-image to the way in which the community prayed; from methods of catechizing to the kinds of sport that were engaged in; from the control of the level of competition within the recreational activity to the effort to do away with all forms of superficiality and neglect of duty.

Part of the setting was the experience of meeting and sharing. For Don Bosco, the environment was an educational force. Call it "playground" if you like, or "sodality" (a group started by boys for boys), or "family feast". For him, it meant recognizing the need for the young and their educators to be with one another and to live the same formative process together. His experience taught him that many attitudes and behaviour patterns are more easily picked up by youngsters if transmitted in the spontaneous atmosphere of daily living. In this context, the importance of "assistance" (friendly presence) is readily understood.73

"Assistance" means being with the young. It is a presence that shares and, therefore, takes an interest and shows concern. It is a kind of solidarity that leans toward them, so to speak: "Here in your midst I feel very much at home; it is really my life to be with you."74 It is a saving presence which communicates the benefits of the spirit through confidence and friendship.

The environment also responded to Don Bosco's need for structural support for his system. The setting provides projects and pastoral experiences which sustain educational activity in its various options. There are structures and educational values which in harmonious relationship with each other accompany the gradual process of maturing, helping each individual to advance at his own natural pace.75
A sound educational approach demands that those being educated gradually deepen the motivation for their external behaviour through profound personal experiences. Otherwise, when a young person leaves the particular setting in which he is being educated he runs the risk of leaving aside the values which that environment had inculcated in his life.

- In view of your responsibility for fostering unity it falls mainly to you to see that a real educational environment is created. Here are certain goals which, as rector, you must strive for:

· Unnecessary formality should be done away with

127. What damages educational relationships most is superficiality and too much formality. Education becomes all but impossible when it is linked with external behaviour and actions that smack of bureaucracy; when, to use a phrase of Don Bosco, "the coldness of a set of rules is substituted for charity;"76 when external observance is all the educator is worried about. In these cases, real personal relationships, the sharing of common interests, and jointly planned programmes are lacking, and there is no possibility of the "family" Don Bosco wanted.

· There must be a communication of values and truths

A good educational environment entail the presence of models of behaviour whose witness guarantees the value of the plan of life offered and ensures the success of the commitments made.

· There must be a rapport with the world

An educational method which stresses the environment as a key factor will emphasize the importance of the world in which we live and will foster esteem for it, as well as positive criticism and a commitment to make it better. At the same time, it will aim at using interior energy and appropriate means to oppose and prevent deformation and manipulation. Educators try to create around themselves an educationally attractive area that leads those for whom they work toward a common path. It is important in our Salesian style not to separate but to bring together "in a single dynamic experience both educators (as individuals and community) and students, programmes, and methods".77 We may say that they have their common origin in the dream at the age of nine and that they live and develop together.

b. Formation and the Role of the Pastoral Educative Community

128. The Constitutions state: "We bring about in our works the educative and pastoral community, which involves young people and adults, parents and educators, in a family atmosphere, so that it can, become a living experience of Church and a revelation of God's plan for us;"78 and the Regulations add: 'The application of the plan requires that in all our works and settings we establish the educative and pastoral community, whose animating nucleus is the Salesian community."79
The educative community is the subject of the action80 and constitutes the educational setting as the sum total of relationships rather than as an organization of material elements. Nowadays, the view is universally accepted that pastoral work finds its inspiration and objective in the model of the Church as a fellowship. This is also a requirement in educational structures, in which no maturing can be achieved except through the communion of individuals and rapport between the groups of communicators who share responsibility. It is also a constant element in our tradition and educational practice, based on a setting in which there is a high degree of sharing and of friendly fraternal relationships.81

The Salesians are present in the educative community, but there are also lay people involved in the pastoral and educational work. Their presence has become more and more significant not so much by reason of their number (which is nevertheless growing all the time) but because of the characteristics of their vocation and the distinctive value of the contribution they make.82 Some of them live m a closer communion with us because they are members of the Salesian family.83 Also included are the youngsters and their families, the cultural personnel linked with educational and promotional designs, and simple friends and sympathizers.

Our spirit and practice require that we foster processes of participation and shared responsibility and aim at building up a community of faith and ideals. This is a line of approach to be welcomed and developed, because in a pastoral perspective of evangelization it characterizes the work and its results.

129. The GC21 identified the Salesian religious community with the animating nucleus of the educative pastoral community, and also indicated its three fundamental requirements:

· a lively awareness, in theory and in practice, of the pastoral necessity of sharing responsibility in our work of education;

· a clear understanding of the evangelizing identity of our educational and pastoral work, which is to be carried out in shared responsibility;

· the awareness of the specific role which belongs to the Salesian community.84
G. The Rector's Responsibilities

130. You have some special responsibilities which are connected with these vital concerns; they belong proportionally also to the worldwide Salesian community and to the provincial community. These communities must map out the pastoral (guidelines, objectives, and educational aims so as to guarantee operative unity and provide a basis for the planning process and for the evaluation of our various apostolates and works. But the local community and its leader are also involved; it

has to formulate its own unified, organic pastoral plan and go over it and revise it on a yearly basis. At the Generalate, useful aids have been prepared for this purpose for the provinces, and some provinces have prepared aids for the local communities.

Your community must work together and share the responsibility for formulating such a plan. Which are the main points you have to keep in mind and get the community to concentrate on in this task? The job has to be done, and it has to be done by them, and it calls for intelligence, Salesian enthusiasm, and patience.

131. * The educational and pastoral experience of Don Bosco, as synthesized in the preventive system, has to be restudied. Consequently:

· it has to be understood and implemented in concrete ways;

· it is to be presented systematically as a pedagogical reflection to our lay collaborators and is to be incorporated in the very texture of the educative community;

· it should be compared in discussion and dialogue with other educational systems, especially if the latter are in use in the places where-we-work.

- After attaining this first goal, you will have to formulate an educational plan which will integrate Don Bosco's insights with the specific needs of the youngsters with whom you work. Whatever be the local circumstances, this plan should be a true Salesian document from an educational point of view, based on catechesis, formation in the faith, community participation and youth groups.

132. - The plan should be developed in an atmosphere of participation, not for tactical reasons but so that it will truly meet the real needs, as an ecclesial sign and because of the complementary nature of the various charisms which come into play. Within the educative community, the Salesian community is the animating nucleus. This means that it must call the total community together and make it aware of its educational objectives; it must guide the planning process in such a way that these objectives become operative; it must stir up the resources and motivations latent in the hearts of all the educators; it must help them to develop a spirituality that brings them close to Christ, the Educator, and convey to them the Gospel reasons for approaching young people; it must work along with them to find the answers to educational and cultural problems.

This kind of animation entails a preparation and a role quite different from a simple teacher-pupil relationship. It requires that those engaged in the task of animating possess their own art of educating in a theoretical as well as a practical way. It requires reflection and study as well as the ability to present our system clearly and compare it with others. On the part of the animators, it calls for the ability to ease the tensions which inevitably crop up.

The animating nucleus is the whole community, and not just the rector or the principal or the headmaster, but the rector plays a key role in the process in collaboration with the others and like them, you must make a competent contribution to the formulation of the pastoral plan, making sure that every element of the educational process is given its true pastoral significance, and that the life of the confreres preserves its unifying element.

It will be your responsibility to communicate this unity of life in word and action. You are not going to dedicate your pastoral charity to just any kind of work or adopt just any way of working; you have to show what it means to work with the sacerdotalis animus of which Vatican II speaks.85 What unifies your life is an apostolic sense and conscious spiritual union with Christ who was sent by the Father, both in the exercise of your apostolic work and in the intimacy of your heart.86 Don Albera was well aware of how difficult it is to combine these two needs in an harmonious way. He warned the confreres: "It would be a great evil if...by misinterpreting the intentions of our Founder, a confrere should conclude that to be his follower it is enough to have a passion for youth and a liking for the school scene and a noisy life in the midst of crowds of youngsters, without applying himself diligently to the task of his own sanctification."87

4.3 A Community Open to its Neighborhood: Pastoral Co-responsibility and Coordination

133. The Constitutions define the local community as a "living part of the provincial community"88 of the Congregation and of the Salesian family, it "works in communion with the particular Church,89 open to the world's values and attentive to the cultural milieu in which it carries out its apostolic work. At one with those among whom it lives, it cultivates good relations with all".90
Its pastoral activity can be considered at various levels:

· it is the activity of the Salesian community, considered as a group carrying out a mission: "Salesian community life is established to fulfill an apostolic role in the Church, as an extension of the charity which unites the confreres to each other and to

Christ;"91

· it is activity carried out within a pastoral and educative community, which takes into account the presence of lay collaborators, especially those who belong to the Salesian family;92
· it is activity of the Church,93 not in a general but in a specific sense; the community collaborates with its various organs of apostolate and education;94
· it is activity for the service of the universal Church, even though incorporated in the context of the local Church;

· within the context of the local Church, it is missionary activity.

134. The local community, therefore, lives and works with shared responsibility in a wider communion: within the Congregation, with the province, and with the Rector Major and his council; with the Salesian family and its constituent groups; with the Church at universal and local levels and finally with all those who work even partially for the attainment of the same ends as ourselves.

These relationships and modes of procedure are the setting for our brotherly communion and apostolic effectiveness. They are also the situation in which an increasing awareness of our identity takes place and the setting in which it grows. Evidently you cannot be responsible for the details of all these relationships, but through your work of animation you must make sure they are properly ordered and fruitful. As a matter of fact, these various persons and groups, while sharing with us their human and supernatural gifts, recognize the value of what we have to give and. induce us to share it with them.

43.1. The Local, Provincial and World Communities95

135. Just as the universal Church is expressed in the pluralism of the various particular churches and the basic groupings, so the Salesian Congregation is made up of provincial communities which in turn are made up of local communities which provide the concrete setting and practical manner in which the Salesian vocation is fulfilled".96 The provincial community takes on its own special importance as "it constitutes the institutional Salesian structure which best corresponds to a local Church".97 The communion between them is fostered and nourished by our charism, by our Salesian mission and spirit, by an exchange of experience and benefits, by solidarity at all levels, and by the pastoral service we render to the Church.

The elements of unity which the worldwide and provincial communities provide to the local community are the gift which makes this concrete setting and practical manner, in which the Salesian vocation is fulfilled, possible, and fruitful.98

On the other hand, the development of our charism, as it is lived on the local level in the different ways we serve the needs of youth in a particular geographical area, reveals, its richness and so produces a deeper awareness of its meaning and usefulness. This awareness becomes personal and communal; it deepens our sense of identity and belonging.

You can well understand, therefore, the value of communication and dissemination of Salesian in formation; they foster communion and shared responsibility.

This process, by which your community is enriched by what comes from the world and provincial communities and vice versa, results from a gathering together of living forces in "a balance which is not easy to achieve".99 It demands on your part, patient attention and constant effort to initiate, stimulate, modify, and correct.

A. Openness at local level 136. The first kind of openness is shown in the attitude and kind of relationships in virtue of which shared responsibility and coordination are made real at local level: it appears in our style of life and work. Your first task, therefore, is to keep your community open at this level, i.e. able to avoid polarization and accept the principle of complementarity, to give due consideration to the differences between the vocation of a priest and a brother,100 to the talents and personality of each of its members,101 to the particular stage of life they are in and the amount of experience they have in the religious life and the apostolate (the young and the old),102 and to the community responsibilities they carry; The community should show its concern in a particular way for the young members, for the weak and needy (such as the elderly and sick),103 and for confreres experiencing problems.104 It should coordinate its internal structure and organization in such a way as to make them functional and fruitful as regards the mission.

The educational and pastoral sectors are part of the community. In the interests of subsidiarity and decentralization, it is imperative that these sectors be set up in a practical manner. They have to be able to operate in a way that is timely (answering precise and detailed needs), effective (having experiential knowledge of the educational environment), and competent (not tackling problems in a haphazard or desultory fashion).

You will do your best to facilitate the setting up of these operative groups; you will coordinate them, making sure that there is a mutual sharing of information and pastoral objectives in the light of the overall community plan. This is not just an ordinary administrative task; it is a truly pastoral art.

You have to see that the principle of reciprocity is understood and applied. This means that the flow of communication from the centre to the periphery is reflected in a similar flow from the periphery to the centre.

You must also direct your pastoral concern to those organisms in which lay people participate, such as the educative community and the community pastoral assembly. It is important that a one-sided view should not prevail in these organisms but, rather, that in them a joint pastoral perspective be evident, in addition to the evangelizing thrust of the whole Salesian community.

137. There are two principles which govern these structures and guarantee their positive results: competence, and the integration of what is professional with what is religious.

· The principle of competency

In this modem world, in which it is more and more common to be highly qualified and specialized, it is becoming absolutely necessary to be competent. If you want your work to produce positive results you must have the necessary preparation to deal with complex situations and realities. The rector should encourage and make it easy for those concerned to participate in study sessions and updating courses.

· The principle of the integration of what is professional with what is religious

Our structures aim at being pastoral in nature. They exist in order to help the community and its work to be a Christian leaven... Our work cannot be organized on the basis of a separation between the sacred and profane, but while accepting the fact that these two areas are distinct we try to show how all things worth doing are interconnected and united in Christ.105 It is a question of balance, and you have to promote it in a practical manner in the community's life and apostolate. You must see to it that Secular structures and Gospel inspiration blend harmoniously in the accomplishment of the community's mission.

B. Openness at Provincial Level

138. Your community is not an island; it is a living part of the provincial community, which is united by brotherly communion and the common mission. In it, every confrere lives his membership of the whole Society, in which he was incardinated on the day of his religious profession.106

You foster openness to the provincial community:

· by facilitating communication and the constant flow of information;

· by participation in the apostolate by sincere loyalty to provincial plans and by personal availability;

· by strengthening the bonds of unity while at the same time respecting the competency and creativity of the local community;

· by fostering solidarity, whether of a financial kind or a'more equitable distribution of manpower.107
C. Openness at World Level

139. The Salesian vocation has a universal dimension. To become a Salesian is to enter a great community which the Founder himself saw would have no frontiers, and that is how he wanted it. This world extension is one of the most outstanding and evangelical features of the Salesian spirit.

Living this openness at world level means consciously accepting those responsibilities which have their origin in that community of spirit, witness and service which the Congregation offers to the universal Church.108

Everything in this line that promotes the transmission of values from the world headquarters to the provinces and to the individual communities and vice versa also enriches our communion, the experience of our vocation and the effectiveness of our mission.

Consider, for example, the duties of animation and leadership which the Constitutions assign to the Rector Major, to provincials, rectors, their councils, and to the various pastoral and technical organisms. Think of the communication within the Congregation of the material contained in the Constitutions, the Acts of our General Chapters, the letters of the Rector Major, the documents elaborated by the Central Departments; think of the experience and examples published in the various editions of the Salesian Bulletin, the newsletters and obituary letters. Think of the documents of the Church and the rich quality of their content offered at opportune moments, and which enable efficacious options to be made in the work we take on.

These are all elements which foster openness and communion. You must keep them in mind and remind others of them, for they help us build a spirit of dialogue, collaboration, and loyalty which afford us a sense of our own identity. The activity of your community, though implanted in that of the particular Church, is marked by an element of universality in the following ways: it is carried out in a way which is designed to put it more completely at the service of the whole Church;109 it is part of the community's mission and pastoral approach, which is one and transcends the limits of the various dioceses; and it is universal in virtue of the fact that it transmits a universal experience carried out at the level of the Church.

43.2 Coordination within the Salesian Family

140. We shall look at the Salesian family from the point of view of coordination, of shared pastoral responsibility, and of the "particular responsibilities"110 we have in it as Salesians. We take it for granted that what the Constitutions and recent General Chapters have said in its regard with respect to our charism, vocation, and mission, is known and has been assimilated.

The divine mandate, coupled with the situation in which Don Bosco found young people, led him to envisage various groups which would have the same goals, spirit, and pastoral educational system. Thus, the Salesian Family was born as a response to the demands of his vocation and to the needs of the youth of his day.

Today, "the Salesians cannot fully rethink their vocation in the Church without reference to those who share with them in carrying out their Founder's will. Hence, they are seeking a greater union of all, while preserving their genuine diversity".111

In other words, renewal has to take the direction of an expanded awareness of the existence of a family. The special contribution which the entire family makes to youth is "the integrating of various vocations so as to show forth the richness of the Founder's charism and present the young with a variety of different models of life which inspire them to "live the Gospel" in this vast and complex world.112

141. - Salesians know that they need the other groups of the Salesian Family.
· At the Church level, the Salesian family, as it undergoes a process of renewal so as to remain faithful to Don Bosco, offers the Salesians a good opportunity to rethink and, in fact, rediscover the specific nature of their vocation as evangelizers, and to develop a fresh appreciation for those things which are truly Salesian.113
· At the level of schools, contact between Salesians who are involved in technical and trade schools and members of the Salesian family who work in factories and workshops is invaluable because of the real-life experience which the latter can pass on.114
* At the level of the pastoral educative community, we need the Salesian family also to ensure the effectiveness of our contact with our collaborators in general. All our collaborators, destined as they are to work side by side with us who are called by our vocation to do the work of Don Bosco,115 have their contribution to make. But it is especially the task of the Salesian family to help them feel at home and understand the requirements of the Salesian system. This makes for its fuller application and greater apostolic effectiveness.116

142. - On the other hand, the Salesian Family, by the express wish of the Founder, needs the Salesians.

In the Salesian family, "by the will of the Founder, we have particular responsibilities: to preserve unity of spirit and to foster dialogue and fraternal collaboration for our mutual enrichment and greater apostolic effectiveness".117 Chapter IV of our Regulations, containing articles which are new for the greater part, is dedicated to our "service to the Salesian family".

To fulfill these obligations, clear criteria are needed and the involvement of the community, the entire community animated by the rector and not just the delegate alone; trust and prudence are required together with attention to the practical details of a given situation. This will preclude gaps and uncertainties caused by the fact that the specific vocation of each group has not been clearly grasped and, therefore, there is a constant risk of exchanging or substituting the roles proper to each, and also by failure to keep in constant and experiential touch with the society in which our young people live, and hence, our failure to realize that they could more successfully find their place in their environment with the collaboration of lay people. Moreover, quite a number of projects and activities seem to have failed because they were not well planned at the proper level of responsibility or were left, especially in the case of local initiatives, to the unenlightened interpretation and enthusiasm of individuals.

The most decisive reason, however, concerned the formation of our lay collaborators, which was either faulty or totally lacking.118

143. "It is the duty of the provincial and the rector, assisted by their respective delegates, to sensitize the communities so that they may discharge their duties in the Salesian family. The community, in agreement with those responsible for the various groups, with respect for their autonomy and in a spirit of service, offers them spiritual assistance, promotes meetings, encourages collaboration and initiatives in the educational and pastoral fields, and cultivates the common commitment for vocations".119 Articles 37-40 of the Regulations give details of the expression of this service in respect of the Daughters of Mary Help of Christians, the Cooperators, Past Pupils, Don Bosco Volunteers, and other religious and secular institutes belonging to the Salesian family. These must be rendered practical by giving preference to the special and continuous care which is called for. These are practical manifestations of our attachment to our own vocation and fidelity to the spiritual and apostolic movement started by Don Bosco.120
144. In practice, if you want to be effective, your motivation and Service must have certain traits and qualities:

· You have to be systematic. Do not leave the activities of the Salesian family to chance but include them in your community's planning, in agreement with those directly responsible. Keep in mind particularly what the Constitutions, the Regulation and the Acts of the recent General Chapters have to say about close collaboration with those who work side by side with us.

· You have to integrate - responsibility for the Salesian family with your community's programme of activities, specifying dates and initiatives in agreement as far as possible with those concerned.

· You should see that formation is provided, in agreement with the leaders of the various groups.

· You must respect the area of competence of the leaders and councils of each group, in line with the autonomy accorded them in their own statutes.

· You should have a welcoming attitude. Help your community to be open, especially to the members of our family. There are ways in which you can foster this openness without any detriment to the common life but rather to its advantage:

· by creating opportunities for sharing together and praying together, and for joy and brotherhood;

· by inviting on appropriate occasions Cooperators. Past Pupils, or even others when necessary to Salesian council meetings or to pastoral educational assemblies,121 so as to hear and even solicit their opinions and offer them your collaboration;'

· by offering to the Cooperators and Past Pupils adequate and convenient office space and meeting rooms in the house;

· by developing a sense of communion; at the local level, you are the father and centre of unity of the Salesian family which is based on the communion of which the rector is the central nucleus and the first in order of responsibility for its pastoral thrust.

*
You have to ensure a practical kind of complementarity. With the help of the Salesian family, you and your community can cope with certain types of work and activity which are necessary nowadays but are not suitable for religious or priests. Such activities might concern the neighborhood, educational organizations, health care units, trade unions, or may be civil, economic or cultural activities.

145. * You must be committed to pastoral work for vocations on behalf of the Salesian family and in conjunction with it. Salesian educational and pastoral work has its culminating point in the vocation apostolate which is one and the same for the whole Salesian family.122 While we foster all types of vocations within the Church, we have to emphasize vocations to the Salesian family. This is a criterion of great importance especially for those works which include schools, oratories, and youth centres; these are all natural seedbeds for lay, priestly, and religious vocations. A particular aspect of this commitment is the care of the Past Pupils and Young Cooperators.

* You should give attention to the Salesian movement referred to in Art. 5 of the Constitutions: "Don Bosco inspired the start of a vast movement of persons who in different ways work for the salvation of the young."

Here you have some broad horizons, all of them in harmony with the spirit of our Founder, whose plan of action included, in fact, the Utopia of a fully christianized society as part of his wide pastoral vision.

"Dynamic fidelity to Don Bosco through sharing and collaborating will extend the influence of his pastoral intuition and his fatherhood; every growth in fraternity, unity and commitment on the part of those who consider themselves his sons adds to his stature. This fatherhood will assume ecclesial dimensions."123

43.3 An Ecclesial Community

146. An active sensus ecclesiae is so much a part of the living Salesian tradition that it must be considered a constituent element of its spirit.124 The Church receives our charism from the Holy Spirit, recognizes it, and sustains it so as to make it the place where the Lord is present and to harmonize its various functions and services.125
This service which we receive from the Church enables us to know and evaluate a great variety of situations. The evaluation which the Church makes regarding the various cultures in which she is incarnated and which she strives to understand, transform and enrich until they acquire a sense of habitual responsiveness to God's action, means that the communities can better use their talents to resolve in charity the immediate problems that are presented to them and to respond to needs126 seen within the broad spectrum of the Church's experience and wisdom.127

Awareness of these benefits moves the rector and community to feelings of veneration, obedience, esteem, deep gratitude, and collaboration. Hence, the "sensus ecclesiae" is a decisive factor for the apostolic commitment of the Congregation.

You should consider the particular Church as the frame in history, the "fatherland", as it were, of a vocation,128 in which your community lives and expresses its apostolic commitment.129 The local Church, in point of fact, "has the special function of directing to God the human riches of its people and making them serve as a particular expression of redeeming grace".130

147. The SGC set the confreres on a path towards finding their place within the context of the life of the Church. It urged them to avoid two risks: an isolationist mentality and a misconstrued autonomy, or in other words, fear of working with others and a kind of smug self-sufficiency which imply lack of self-confidence in the one case and parochialism in the other.
The Church and the Congregation share the same goals. The Church, guided by the Spirit of the Lord closely examines its nature and its mission; the same Holy Spirit stirs up in the hearts of the faithful and religious the desire to live and work in communion with the Church.

Accept this fact with joy and a sense of responsibility.131 We are in tune with the Spirit and with the style of our holy Founder when we work in communion with the pilgrim Church. And we are able to be active in various Church organisms so as to share "the genuine insights and enterprising spirit", which are part and parcel of our charism and of our wide living experience as a Congregation.132

In carrying out your pastoral work you should always seek to be in line with the directives that come from the bishop, as is stated in our Constitutions: "We become part of the pastoral action (of the particular Church) which has the Bishop at its head, and the directives of the Bishops' Conference as a springboard for action on a wider scale."133 When religious pray for their bishops they are helping them to discern what is most pastorally effective; prayer of this kind leads us to respect and appreciate God's gifts, which are disseminated throughout the diocese and employed for the common good.

From this kind of faith collaboration is born. But you must distinguish between normal or occasional kinds of collaboration, which do not require an extraordinary amount of time and which fall under your direct responsibility, and other kinds of collaboration which, because of the greater commitment they require, take people away from the local work. This latter kind of collaboration requires the authorization of the provincial because it demands a change in the organization of your community's work and might imply a lessening of its actual effectiveness.

148. In those Churches which are still at their beginnings, we participate in a specialized way through our spirit of predilection for youth. Our missionary task used to be expressed in Art. 7 of a former edition of the Constitutions read as follows: "We should have the greatest sympathy for all young people, who with their parents and countrymen have not yet received the light of the Gospel. Consequently, let the confreres offer themselves readily for the foreign missions." And the present Constitutions say: "People still awaiting the Gospel message were the special object of Don Bosco's concern and apostolic effort. They continue to stimulate our zeal and keep it alive. We look upon missionary work as an essential feature of our Congregation."134

We must breathe new life into the ideal of Don Bosco who wanted the work of the missions to be the constant concern of the Congregation in such a way as to form part of its nature and scope.135

The activity to which we are committed is missionary also in the sense that there is a special relationship between the pastoral style with which we work with youth in general and the way we go to young Churches and people not yet evangelized136 Certain Salesian principles and ways of acting fit quite naturally into the mission scene, e.g. the connection between evangelization and human development, the preferential attention given to poor youngsters, the spirit of adaptation and creativity, commitment to catechesis and popular devotion, appreciation of the values found in local cultures, and warm friendly relationships in a spirit of optimism.

The missions are both "a preferential setting for carrying out the Salesian Mission", and "a spirit with which it is accomplished".137

43.4 Coordination within the Organization of Pastoral Activity

149. "To forge more systematic links we share initiatives with other groups belonging to the Salesian family and with other religious institutes".138 At this point, a problem arises which concerns you in a special way, i.e. the need for a more systematic coordination of the work of the Salesians of a particular area in the context of the joint pastoral action of the diocese, which takes place under the leadership of the bishop, and our involvement is directed, at least in general terms, by the provincial. The Salesian spiritual movement will make a valid contribution to the joint pastoral action to the extent that the members of the Salesian family, as promoters of the Salesian spirit and mission, are loyal to their calling; to the extent that they are aware that the charism of which they are bearers is a gift for the Church, especially as regards increasing the number of those ministries and services which promote the welfare of youth and the common people; and to the extent that they are united in mutually sharing the riches of their vocation and are taken up with seeking those souls which the Holy Spirit placed under the aegis of Don Bosco and his sons.

150. You must never tire of re-awakening the kind of desire for unity that Don Bosco had. It helps the confreres and the community to find those common guidelines which will enable them to be involved in the local Church in a Salesian way according to the type of work in which they are involved.

To be simply absent is of no use to anyone. You have to help the confreres to be more aware of these new pastoral structures. Our contribution can help them function in a vital and ongoing manner. Help the confreres, therefore, to understand that the time the rector and community give to this task is not just time wasted. No structure is perfect and wholly convincing when it first comes into being. The local Church needs everyone's help in rendering its collegial organisms more effective and fruitful in the work of God's kingdom. In its structure there are sectors which fit in very well with our particular mission, e.g. pastoral work for the young and for vocations, the same kind of work in the world of work and in poor neighborhoods, and in the field of culture and social communication.

We should be convinced, however, that our participation does not mean only giving but also receiving.139 'The concerted action of the whole Christian community in fostering all the various vocations"140 makes for a more effective vocation apostolate.

New apostolic presences are to be planned together: "Bishops and religious superiors should seek through dialogue to discern what the Holy Spirit wants, and study ways of solving problems by setting up new apostolic presences".141
Here again, we meet an aspect of "the relaunching of the spirit of initiative" on which the GC21 insisted so much.142 An appropriate renewal of worship is developed through a spirit of enterprise and common vigilance and new forms of prayer are discovered, while at the same time abuses are corrected and removed.143

151. Here are some of the possible initiatives in which Salesians could be involved, so as to have a more active presence in the local Church:

A. National and Diocesan Federations of Religious

The contacts Don Bosco maintained with the local religious authorities, while defending his freedom to make his own decisions, give us an idea of how we should act at the present day.

You and your community should be willing to dedicate the time and energy necessary for establishing these significant and demanding contacts. Don Bosco's style was to maintain good relations with all, and especially with other religious institutes. Among the recommendations he gave to the first missionaries was the following: "Love, reverence, and respect other religious orders and always speak well of them. In this way, you will be esteemed by all, and will promote the good of our Congregation."144 Speaking well of other religious institutes and having a great esteem for them take on even more ecclesial and more practical implications at the present day when, in fact, special associations or conferences exist for all religious at local, national, and international levels. The document "Mutuae Relationes" not only officially recognizes their existence but assigns them great importance: 'The associations of religious at the diocesan level are very useful; they should therefore be encouraged, '145 They are organisms which foster mutual relationships between religious institutes as well as their promotion and renewal; they are organisms which discuss the mutual problems of bishops and superiors and coordinate the activities of religious families with the pastoral action of the diocese under the guidance of the bishop.146 This is a new way of expressing the charity that should exist among religious families and between religious and the local Church. It is an expression of "the communion of all the forces working for the kingdom",147 so much desired by Don Bosco.

B. Service in Non-Salesian Structures

152. Our documents contain a new element regarding the apostolic purposes of our communities to which you should give serious attention: the choice of our apostolate is always ecclesial and youth-oriented.148

It is ecclesial inasmuch as one of the ways of helping the young people of a local Church or in a particular area indeed to become part of already existing structures and organizations. These organizations offer a constant challenge and mutual opportunity for enrichment to all those actively involved. This kind of service will not create the impression of escapism but will be looked upon as integrating our apostolate if it develops among the confrères a consciousness of the Church and a deeper sense of what it means to belong to the Salesian Congregation.

- It is youth-oriented and creative inasmuch as the salvation of the young leads us to adopt the attitude of the Good Shepherd and go in search of those who are scattered, using the most appropriate means and without waiting for the young to take the first step.149

C. Service which Meets Real Needs

153. The service rendered by our communities by means of what we might call our traditional work is a real service to the local Church, when it responds to its needs.

The confreres need to be aware of this. lt may be necessary to modify the way of conducting some activities, to promote certain new initiatives, or to collaborate more closely with other organizations; but this in no way lessens the value of this type of traditional service.

D. Collaboration in the Civil and Social Sectors

154. "We are ready to cooperate with civil organizations working in the fields of education and social development."150

This kind of collaboration is something new for our religious communities but it too is a way of rendering service to the Church in a particular neighborhood, area, or territory.151 You should try to understand and help others understand the reasons for our involvement in the civil and social scene. This need arises primarily from our desire to implement our educational plan.

Unless our sense of originality and creativity is expressed in a practical project which meets the needs of the people who live in a particular territory and cultural context, it will never amount to much nor help to accomplish God's will. Our love for youth makes us alert, as Don Bosco was, to the signs we discern in civil society.

And so, wherever possible, we become part of the civil and social context so as to be in a position to collaborate and exert a Christian influence in the field of legislation. If the latter does not aim at defending man's dignity and fostering love for life, it could be harmful to young people and especially to those who are weakest. Nowadays, we can hardly say we are faithful to our vocation in the social sense unless we participate in neighborhood committees (where they exist), especially through the "lay" presence of our brothers, or better still, of other groups of the Salesian family; unless we make our presence felt in local cultural centres; and unless we participate actively in various study and research groups.

Were we to claim merit for having at one time stressed the need for contracts for young apprentices and then neglect to keep up such an important edition, we should be guilty of denying our past and forgetting our origins to some extent. It should be quite clear to all that in the initiatives to which we give rise we have in view the good of young people, and because of this we are concerned about their education as well as their work problems and their families. We are concerned about these different aspects of their lives and we want to be able to collaborate and offer guidance in these areas.152
43.5 The Community and its Contacts with other Groups and Environments

155. The teaching of Vatican II and of the Encyclical "Redemptor Hominis" on man and the Church, which finds its mission in serving man, call for collaboration among all those who sincerely work to promote man's welfare. This attitude of openness is required especially of us who are missionaries of the young, committed to service in working-class environments, sensitive to the situation of the poor, and solid with them in their particular circumstances.
The following considerations of the SGC should be kept in mind: "The community shares in the dynamism of the Church and is intended for and to the service of its fellows, offering to all the benefit of the graces the Lord has showered on it. It joyfully cultivates and enlivens with its faith the relationships which bind it to people of other backgrounds, whether through kinship, inspiration, work, ideals, or on the grounds of duty, propriety, friendship, or charity."153

In this way, the Salesian community carries on the spirit and praxis of Don Bosco, though in a world which is very different from his. Hence, it is even more imperative today to help in the creation of "an ecclesial and civil movement open to all available forces and to all persons of good will, who can share the very same concerns, though perhaps with very different motivations; it is important to participate to some extent in the realization of the common enterprise whether by belonging to various organizations, or working in close conjunction".154

Through these outside contacts, your community gives fuller meaning to its relationship with the world, into which it inserts the spirit of the beatitudes which it has at heart; it is also enhanced with new qualities that it can integrate with its spiritual gifts and is helped to better fulfill its apostolic mission in the environment in which it is situated.

156. In the ensemble of these initiatives and relationships, we rediscover Don Bosco's love for the Church: "I shall work for the Church until my last breath, and I intend that the Salesians shall do likewise."155
He made the reasons for this love quite clear: "The Congregation belongs essentially to the Church;156 the glory of the Church is our glory."157 Don Bosco's strong desire to be an animator for the welfare of men springs from his love for the Church and his zeal for its growth and expansion. Love for the Church is always apostolic. As we go

through his writings and listen to his words we discover an attitude which can serve as a practical principle for all his followers: 'The good of the Church takes precedence over everything else".158

Footnotes

1. C 121

2. Cf. Guide 97-102

3. Ibid 95-100

4. Cf. C 44. 47. 175 The documents of recent General Chapters, the letters of the Rector Major, the guidelines and aids prepared by the Department for Youth Pastoral Work provide useful and stimulating material for reference.

5. R4

6. C 176

7. C 44; cf. Guide 410-411

8. GC21, 52

9. Ibid

10. Ibid

11. Cf. C 41-43

12. GC21, 14

13. C 2

14. C 20

15. Lett. Albera p.375

16. Valentini, E. Don Rinaldi, maestro di pedagogic e di spiritualita Salesiana, Turin-Crocetta 1965,p.32

17. GC21.98

18. GC21.99

19. Annali I, p.679

20. GC21,80

21. Cf. Epist. 4, p.332-333

22. Ibid 333, note 1

23. Ibid

24. GC21,571

25. Cf. C 41.7; R 1.4

26. Cf. SGC, 274

27. Cf. C 19

28. Cf. C 57.17

29. Cf. C 7. 10. 18. 19.40.41

30. Cf. C 20

31. Cf. Memoranda

32. Cf. GC21, 52

33. Cf. GC21, 85. 129

34. Cf. GC21, 27

35. Cf. C chap. IV

36. Cf. chap. III

37. Cf. Guide 315-318

38. C 121

39. Cf. GC21, 52

40. Cf. C 31f; GC21, doc.1 "Salesians, evangelizers of the young"

41. Cf. C 40

42. C34

43. C35

44. Cf. GC21,95

45. C35

46. Cf. Cong. Doct. Faith, "Libertatis Conscientia", Rome 22 March 1986, especially chap. V

47. C31

48. C 36

49. SGC, 326

50. C 1

51. C 37

52. GC21, 106

53. Cf. C 6

54. MB 17, 616

55. Cf. C 28. 37

56. Lett. Albera p. 122
57. Ibid p. 138
58. Manual n.140
59. lbid n.146
60. Ibid n.141. 146. 148. 157
61. Ibid n.153
62. BM 5, 267

63. Manual n.145

64. MB 17, 616

65. BM 7, 489. 491. 493 (Year 1864: 5, 10, 12 December)
66. Cf. GC21, 114

67. Ibid

68. ASC294, p.10

69. Epist. 3,, p.7-8

70. ASC 294, p.13-14

71. Cf. Salesian Plan for Group Activity, Department for Youth Apostolate, Rome, Aid n.9

72. GC21, 102

73. Cf. GC21, 102. 115; C 37. 39. 62

74. BM 4, 455 (quoted in C 39)

75. Cf. GC21, 89

76. MB 17, 111

77. GC21, 96

78. Cf. C 47

79. R5

80. Cf. C 47; R5

81. Cf. GC21, 102

82. Cf. CEC, "Lay Catholics in schools; witnesses to faith", Rome 1982

83. Cf. C47

84. Cf. GC21, 67-68
85. PO 14

86. Cf. ibid; FSDB 75-77

87. ASC (1921),p.148
88. C58

89. C 57

90. Ibid

91. SGC. 504

92. Cf. C 47; R5

93. Cf. C 48; SGC, 27. 28

94. Cf. C 48; SGC, 78-83

95. Cf. Guide 483-511

96. SGC, 506

97. SGC, 84

98. Cf. SGC, 506

99. Cf. ASC 272, p.23

100. Cf. C 45

101. Cf. C 44. 52. 69

102. Cf. C 46

103. Cf. C 53

104. Cf. C 52

105. Cf. SGC, 712

106. Cf. C59

107. Cf. C 58; R 179

108. Cf. C 56

109. Cf. C 6

110. C5

111. SGC, 151

112. Cf. GC21.72

113. Cf. GC21.73

114. Ibid

115. Cf.GC21.76

116. Cf. GC21.74.76f

117. C 5; cf. Guide 123-124

118. Cf. GC21, 71

119. R 36; cf. ASC 306, p.30-31

120. Cf. SGC, 126. 163. 171. 736. 739. 755

121. Cf. SGC, 710

122. GC21, 113. 114

123. SGC, 174

124. Cf. C 13

125. Cf. FSDB.8

126. Cf. FSDB. 17

127. Cf. FSDB, 9

128. MR 37; cf. ibid 23

129. C48 130. SGC.80

131. Cf. ASC 306, p.29-30

132. Cf. MR 12. 19. 22. 23.40

133. C 48; cf. Guide 440-441

134. C 30

135. GC19 p.178, taken up again by SGC, 470

136. Cf. ASC 267, p.13f

137. Ibid p.19

138. C 48 139 Cf C 48

140. MR 39; cf.GC21,119c

141. MR 40

142. Cf. GC21, 155.573 1431 Cf. MR 43

144. BM 11, 364

145. MR 59
146. Cf. ibid
147. C 13

148. Cf.C7. 19

149. Cf. C 15. 16

150. C48

151. Cf. Comunità' Salesiana nel territorio, Rome, Youth Pastoral Dept. Aid 10, 1986

152. Cf. ASC 284, p.3-60; CRIS, Religious and human promotion, 1980
153. SGC, 507; Cf. LG 45b; CD 353
154. Braido, P. Contemporaneity di Don Bosco nella pedagogia di ieri e di oggi, in Don Bosco educatore
oggi, PAS 1963, p. 138

155. 156. 157. 158.


BM 14,169. 159

MB 17, 131 MB 17, 491 BM 10, 199

5. 
ANIMATION AND GOVERNMENT OF FRATERNAL 
COMMUNITY IN DIALOGUE WITH THE LORD

5.1 A Rich and Deep Community Life

157. "To live and work together is for us Salesians a fundamental requirement and a sure way of fulfilling our vocation."1 The Constitutions include numerous reference to the "fraternal community", gathered together by God and sent forth by Him, to the family atmosphere which pervades it, to communion within it, to the participation and shared responsibility of its members, all of them inseparable elements of our apostolic consecration lived according to the characteristics of the Salesian spirit and the (Preventive system).

158. We shall consider in detail some of the aspects of community life which render it rich and profound. Our General Chapters and the Magisterium of our Superiors contain practical directives on this matter. Your action of animation and government aids the community's growth in several ways:

· The community must grow in an atmosphere of real communication and communion. If this were lacking, authority, methods, means, and decisions would be perceived as something extrinsic to its life and would, therefore, be easily rejected. Your work would be in vain.

· It has to grow in an atmosphere of real co-responsibility. "Remember that the rector is not supposed to do many things himself, but rather to see that others work, and to make sure that each one carries out his own duties".2
· It has to grow in an atmosphere of solidarity and complementarity. It must appreciate both the equality and diversity of the Salesian vocation. It must help the confrères to mutually recognize each person's worth (priests and brothers, the young and the old, the healthy and the sick). At the same time, this kind of atmosphere encourages everyone to get rid of those defects which detract from the common good.

· It needs to grow in a faith-filled atmosphere. In this way, it will be able to bear witness to the fact that it is the Holy Spirit who has called us and gathered us together in the love of God with a charism that involves a special preference for youth. This fact is at the root of the meaning of our communication, communion, co-responsibility, solidarity, and complementarity, and continually spurs us on to make these values come alive.

51.1 An Atmosphere of Communication and Communion

159. You are convinced, of course, that your very first duty is to give primary importance to the constituent values of the Salesian vocation. But if the confreres are to be aware of these and communicate them effectively, a proper atmosphere is required. They have to learn to live in community and as a community, and it is necessary to create the conditions in which community life can flourish.

Whatever helps us to grow in a human spirit guarantees charity and trust, permits instructive encounters, gives direction to religious commitment, builds fraternal union and offers an opportunity for the expression of genuine love. But there are also other reasons for emphasizing community life. The community has the mission of evangelizing through education and human development. There is no way it can fulfil its mission unless it is evangelized itself.

In carrying out your service of governing and animating, you too must foster communication and communion and use appropriate means to do so.

A. Communication
160. If in your community there is a lack of communication, if it is difficult to have that kind of simple and direct contact which facilitates the exchange of information and comments on daily happenings, then it is not the kind of environment where dialogue and shared authority thrive. Its members would be insecure and seem like outsiders. A good community is certainly the effect of good animation, but the community itself has its part to play in making this possible.

You must therefore, identify the causes which hamper communication and produce isolation, defensiveness and hostility, in order to eliminate them. The most common causes seem to be the limited human contact resulting from certain structures and timetables; the manifestations of esteem that single out certain confrères because of the positions they hold; the lack of appreciation shown for the contribution of many members of the community, as compared with the prestige enjoyed by a privileged few because of their greater contribution. Among these latter might be the rector himself.

In his third conference during the first General Chapter Don Bosco, speaking of discipline, encouraged the rectors to "know how to get others to carry out their duties."3 Every day you experience the fact that the confrères work and collaborate all the more willingly if they feel that they have access to all the information that has to do with their task and are aware of the esteem for their work' that exists in the community.

B. Communion
161. But there is a more profound aspect of community dialogue which we can call communion. This word refers to those elements which touch the individual members and life of the community more in depth. It is the synthesis of three basic attitudes: participation, a sense of belonging, and the emotional tone or atmosphere of the

group.

* The participation of the confrères is one of the main strengths of a community. It derives from a personal and psychological commitment to whatever concerns the community and its fulfillment. Hence, it refers to the goals the community sets for itself, whether in terms of its internal affairs or its mission; the means it intends to use to reach these goals; and the tasks that are distributed to the various members. Experience teaches that the greater the opportunities offered to its members for really participating, the more efficient and united will the community be.

Even if some members are not in agreement with the opinions of others and with the rector's final decisions, they are in fact more willing to accept them if they have had a chance to play their part and express their opinions during the decision-making process. Similarly, where there is participation the confreres express less opposition to changes, show more diligence in the performance of their assigned tasks, and give evidence of greater efficiency and more satisfaction in their work.

162. * Thus, a sense of belonging or identifying with the community arises. The individual confrere feels that he is a vital member of that community, that its interests, ideals and inspirations are his own. This is a lived experience of a common commitment; it implies interest in what concerns the other members and the community as a whole.4

It can exist in different members in varying degrees. It is based on considerations of objective worth, but it has also a strong emotional content both in a personal and a collective sense. Your role is irreplaceable in this regard.

There are certain things the rector does not delegate to others, nor does he deal with them in community meetings. Don Rinaldi writes: "Don Bosco, when he was rector, wanted everyone to be kind to everyone else, but he reserved the father's role for himself alone."5

* Finally, in every community there is a certain atmosphere or spirit which is hard to describe but which is easily noticed even by those who are not very alive to such things. It has connections with the sense of "participation" and the "sense of belonging". It depends on those aspects and at the same time, has a strong influence on them. You must have often noticed that the conduct of a confrere was determined to a considerable extent by the way he perceived the reactions of the community towards him!

There are also factors to which we sometimes give little importance that have an influence on the climate of the community: the physical environment for example, including the distribution and functioning of materials and equipment, seating arrangements, lighting, ventilation, and the cleanliness of the house.

And then there are attitudes which, although not referring directly to the members of the community, contribute to the growth of their internal relationships, e.g. the cordiality with which "those who come in contact with us, or are guests", are received, "especially if they are confreres"6 and the cordial relations which the community maintains with the family of each confrere.7

51.2 An Atmosphere of True Co-responsibility

163. From the point of view of structure, the Constitutions describe the organisms which participate with the rector in the ordinary government of the community and the other offices which share the responsibility of coordination and animation in the various sectors.8
The perspective is always that of the creation of an atmosphere which renders these organisms useful and effective. Since you are at the "centre of the community",9 you need all the members to make it function as an apostolic community, sharing the responsibility for the common project and animating the educative and pastoral community. And so you must know how to ask for the collaboration of the members with the firmness and kindness that is typical of our communities. The latter are organized in such a way that each confrere does what he was sent there to do and the rector does the rector's job with a division of work, tasks, and responsibilities. You have a role in which you cannot be substituted by others; the rector must "know how to get the others to do the work; let him be vigilant and make proper arrangements, but let him never try to do everything himself. If he does not find very talented individuals to do things, let them be done by people with just ordinary ability. But never let him do such things himself because of a mania for seeing them done better".10

There is a lot of wisdom in these words; there is a sense of respect for all one's collaborators. But implicitly there is also a need that the collaboration of the rector for the success of the mission be on a different level from simply working alongside and together with the rest.

A. Co-responsibility as Care of the "Oratorian Heart" of each confrere

164. "The rector should keep himself free from commitments which could interfere with his fundamental duties of service to the confreres".11 This is more than just a practical norm. It is a prerequisite for the rector to be able to perform his essential duties. In various circumstances, and to a number of different rectors, Don Bosco recommended visiting the whole house every day. He assured them they would reap unexpected benefits from this simple practice. The presence of the rector among the confreres is a sign of brotherhood and solidarity; it is a confirmation of the practical decisions that are made daily; it is a form of community participation in the work of individual sectors through sympathy and moral support; it is a way of getting to understand problems and situations objectively, so as to intervene effectively. A word of encouragement and praise coming from you, your habitual greeting, your intuition of a hidden need a visit from you to the elderly and sick, your ability to be optimistic, your reminding confreres (no matter what their age) of motives of faith are all excellent ways of helping the members to grow in fraternity and solidarity. And all these help you to care for the "oratorian heart" of each confrere.12 In practice, this means that you are helping each one to be faithful and creative.
165. To "work faithfully" is not a simple matter. But the challenge must be met in line with three indispensable conditions laid down by the SGC:

"For an activity to be truly Salesian:

- it must be at the service of youth and especially the most needy;

· it must be completely pastoral in scope;

· it must be impregnated with the spirit which inspired Don Bosco's activity at the Oratory of Valdocco".13
Your presence becomes indispensable if the basic Salesian principles concerning our service, our charges, and our style of action are not to be lost sight of. In this sense, you have to personify the "good critical conscience" of the community as regards Salesianity. Don Bosco expresses these various demands by means of a simple phrase found in his notes on the preventive system: "The educator is a person who is totally devoted to the good of his pupils."

And so the rector will help his confreres:

· not to forget the religious motivation that must inspire their service, no matter what task they have in the area of education and human advancement (Don Bosco used the word "consecrated"); and

· not to reduce the breadth and depth of the religious thrust of their work, while dedicating their energies in an appropriate manner to the human sciences (Don Bosco says totally consecrated").

166. As regards the creativity of the confrères, make sure you appreciate the value of each one's talents and allow each person plenty of scope to express himself and develop his particular gifts. Don Caviglia writes: "I have no fear of contradiction when I say that Don Bosco, while demanding a loving Christian and religious discipline, respected to the highest degree compatible with such discipline the wishes and plans of his followers, leaving each one a good deal of breathing-space, so to say."14 A pedagogical use of the imagination, courage, holy shrewdness, and an enterprising spirit are all genuine expressions of an "oratorian heart".15
It is not just a case of having structures suitable for making dynamic young people feel at home. It is a matter, above all, of developing persons who, in accordance with their own vocations and the present moment in history, know how to keep themselves in tune with Don Bosco and with the times. This is part of the work of ongoing formation which requires your service.

B. Co-responsibility and the Proper Functioning of Structures

167. The rector is the common point of reference in terms of structures and organization. With his particular type of service he becomes a guarantor of their smooth functioning and pastoral effectiveness. This point will be dealt with at greater length in Chapter 1, when dealing with the juridical aspects and administrative obligations of his ministry in accordance with universal and our own particular law.

51.3 An Atmosphere of Solidarity and Complementarity

A. Solidarity and its Demands

Never tire of fostering in each confrere a way of looking at things which emphasizes "us" rather than "me", "ours" rather than "mine"; which has as its motto: "the charity of Christ is my compelling motive", instead of: "that is not my concern". Such growth will lead to a sense of belonging to the community, and individualism will be diminished, if it does not disappear altogether. Individualism is the greatest obstacle to the growth of the spirit of brotherliness.

Your spiritual fatherliness has to be capable of bringing about unity, creating a spirit of collaboration, and doing away with isolation and separation. With the help of the community you have to tackle this task through the means suggested by our traditions:

· using to advantage the individual talents of each person;

· cultivating cordial and enlightened openness which enables you to appreciate the work of God in the lives of your brethren;

· fostering the best possible collaboration of individuals in the common mission;

· encouraging co-responsibility on the part of all;

· giving human means their rightful place in increasing the spirit of brotherhood;

· undertaking community re-dimensioning with regard to the number of confreres and the kind of apostolate so as to foster closer interpersonal relationships;

· emphasizing the complementarity of our vocation.

B. The Value of Complementarity

168. The complementary nature of the essential roles which Salesian priests and brothers have in the community demands an understanding and appreciation of their equality and diversity. It is your task to act in accordance with principles which foster this complementarity.

* Understanding and giving full value to both equality and diversity

Scholars must continue to investigate the unique relationship in Salesian religious life between the ministerial priesthood and the consecrated lay state.16 But it is vitally important that each of us have a true insight into what complementarity means in practice, for it is our way of life and apostolate that has its origin in the Holy Spirit himself. The path followed by our General Chapters has to become through your ministry the path your community takes. In practice, you have to guide with constancy and serenity the "community discernment" on this topic.

The immediate objective is clear: "So that the equality and diversity inherent in the identities of the Salesian priest and brother may be accepted as one of the riches of the Salesian community and become a reality of daily life, each Salesian must both accept these facts internally and manifest them externally through certain basic attitudes: a root conviction about their fundamental equality and basic diversities; family spirit; fraternal co-responsibility; the joyful recognition of the need of each group for the other; complementarity and generous solidarity; the just recognition of each group's proper through relative autonomy and responsibility".17 You have to foster a real change of mind and heart, through mutual recognition and knowledge, because ignorance in this matter is a real detriment to our charism. Salesians cannot remain faithful to their original project and develop their own characteristic physiognomy unless priests and brothers are open with each other in the understanding and mutual exchange of their specific gifts.18
169. First of all then, you will make sure that the doctrine on the Salesian brother is known, so that the rich meaning of his identity, which touches the very essence of the Congregation,19 may be understood. You will also take steps to help the confreres appreciate both the equality and diversity of brothers and priests:

· by showing that there is a duty of spiritual co-responsibility, in so far as the spiritual assets of the Salesian priest and the Salesian brother mutually enrich each other, and a lack of fervour on either side has negative repercussions on both.20 Deep motives of esteem and fellow-feeling should be rooted in the community.

· by showing how priests and brothers share in the same apostolate. Don Bosco wanted his community, which was to carry out a multifaceted and complex mission, to be composed of both.21 It is our conviction that his "da mihi animas" binds together indissolubly the two aspects of human advancement and evangelization, with rather more emphasis on the religious aspect.22 In this mission, the lay quality of the Salesian brother takes on its full meaning. Herein, we see the need for the brother. In order to fulfil its mission, the Congregation as such, and the Salesian priests in particular, need to have an outlook that goes beyond priestly and catechetical activity in the strict sense of these terms.23 Our apostolic thrust is very practical and quite complex and varied.

* A special kind of understanding in the care of Salesian brothers

170. You have to cultivate an understanding attitude as an expression of your fatherliness. No one else can take your place in this. Study the brother's vocation diligently so as to understand the motives which underlie the choice to be a lay religious, the spirituality by which this vocation is animated, and the psychology that characterizes it. Your concern will be to foster the development in the brother of those specifically lay aptitudes which make him an essential component of our mission. In your actions you have to be able to show that you have understood and that you want to demonstrate in a practical manner the great consideration Don Bosco had for the brothers and the great love he cherished for them. In particular the following practical reminders are important:

· Remember that the brother needs to dialogue with someone who is aware of his problems of both a spiritual and temporal nature. He does not demand of his rector competence in technological matters, but he rightly expects you to have that kind of overall knowledge of the situation that makes a useful dialogue possible.

· Be convinced that the brother wants you to visit him when he is at work so that you will be personally aware of the activities in which he is engaged, and the problems, needs, and plans. Do not be afraid to "disturb" him or waste his time. The visit of the rector who notices things and gives encouragement and praise gives him confidence and brings great benefits.

· Make good use of every occasion to present the brother's vocation to the young, to the people in general, and to the civil and ecclesiastical authorities. Point out those traits and accomplishments which gain prestige for the house and the Congregation.

171. - Do not forget that in order to carry out his responsibilities, the Salesian brother may need to have frequent contact with the world of technology, business, work, art, sports, or with the educational world with regard to his specific type of educational and apostolic responsibility. These contacts are part of his mission. Moreover, they are instruments which afford him the opportunity of acquiring the experience, sensitivity, and language of lay people and therefore the means he needs to fulfill his apostolic role. On the other hand, these contacts may also be an occasion of trial for him. Don Rinaldi said that the rector should deal with those involved in such situations in the way a father deals with his "married sons": he observes them with a certain anxiety but also with trust, and when necessary he helps them to attain peace of mind, security, and a sense of balance.

· Remember that the lay features of the brother, together with his wealth of experience and competence, are the passport that allows him to enter very diverse and secularized environments. Because of his lay qualities he can approach, even at a spiritual level, certain persons who would perhaps never confide in others. These lay characteristics, therefore, are a valuable instrument for the apostolate and should be positively encouraged and fostered.

· Promote the brother's religious culture and secular learning. Encourage each confrere to make progress to the extent that he is able to do so and even at the cost of sacrifice, so that he can better serve young people and enrich the community. Review the formation he has had, and if you discover any major lacunae do your best to help him bridge these gaps.24 In this way, you will do your part in carrying out that service of ongoing formation which is a primary obligation in the Congregation of those who exercise the ministry of formation, because of the role they are called upon to play.

5.2 A FORM OF LIFE FOUNDED ON THE PRACTICE OF THE EVANGELICAL COUNSELS

172. The rector is the first animator of the specific form of religious life,25 "based entirely on Gospel values".26 He is the animator of that complexus of aptitudes, stemming from human maturity, a faith outlook, and sense of mission which render possible a life according to the counsels.

The Constitutions gather together and present the commitments common to every generous and unconditional following of Christ, but according to a specific style and spirit. They outline the features of our own particular vocation.27 After having made a generous, severe, and deliberate choice, we need to look once again at the obligations into which we entered with Christ the Lord, so as to continually renew and relive them.28
52.1 Putting Salesian Obedience in its Proper Context

173. Salesian obedience is directly connected with the "da mihi animas", from which arises our total availability for the Kingdom to the community and its plan for which we share responsibility, to the Salesian style of relationships and the practice of authority.

In the Church, the Salesian lives his full docility to Christ, apostle of the Father and servant of the Kingdom;29 he lives the substance of his faith as obedience to God and personal participation in the paschal mystery of Christ; he experiences it as a force of cohesion and apostolic dynamism; he recognizes the validity of the means through which he can understand the signs of God's will (the Word, the Church, the Constitutions, the world, young people, brotherhood, authority), can open himself to God's gifts and come to share in his designs.This obedience is religious precisely because it concerns relationship with God. In this relationship with Him lies its supreme value: "religious obey men not for what they are in themselves, but because they can help them to follow Christ and show them concretely what is the will of God"30 The animation of this experience comes 'through the testimony you provide. The ideal would be for you never to have to impose your authority. At least, in the words of the Constitutions, make "discreet use" of it.31 Here "discretion" means "rarely", but it also means "thought out carefully" with intelligence inspired by faith and love.

But you should also inculcate in the confreres a mature and responsible freedom in a life fully dedicated to the apostolic plan, a freedom which stimulates their own creativity through the offering of their personal talents for the common mission, which accepts the need for ascetical practices and self-denial and makes the family spirit the soul of the community.

Salesian obedience and authority constitute a family affair, and are inspired by a serene and mutual confidence.32

52.2 Giving Full Value to the Typical Evangelical Elements of Salesian Poverty

174. The imitation of Christ is seen to be particularly demanding when placed in relationship with our mission and our first and principal beneficiaries, the young and "especially those who are poorer".33 We commit ourselves in fact to imitate the Lord who had a penchant for the poor and chose them to proclaim the experience of a Father who loves with a love that not only consists in grace and mercy but is manifested in factual solidarity and shared suffering.

Connected with this imitation and commitment are some requirements which make them possible, as was recalled by the SGC: "Faced with the complexity of the problems to be met we are fully convinced of the need for change... but we are also fully conscious that this will be the result especially of a new mentality, of a readiness to perceive the 'signs of the times', and of fidelity to the Gospel and to the spirit of Don Bosco, '34 And at the present day, the FSDB dwells at some length on the necessary prerequisites:35

· start from personal and communal conversion, which implies a change of perspective with new horizons;

· be able to recognize the truly poor at a particular time and place, and the more significant kinds of poverty;36
· learn to recognize the values the poor stand for, to stay close to them, allowing ourselves to be evangelized;37
· make our service to them a service of the Kingdom and, therefore, all-embracing as regards its content;38
· remain independent of ideologies and party politics, strengthening the missionary sense and universal brotherhood;39
· cultivate a dynamic union between the sense of the poor and the sense of God.40
175. Through your witness and through your words you must try to make the words of Don Bosco about poverty come true: "Have it in your heart." To be able to kindle and strengthen this spiritual attitude you must know how to interpret as an expression of evangelical poverty a daily life which has as its principles austerity and sacrifice ("when his state of poverty causes him some inconvenience or suffering, he is glad to be able to share in the blessings promised by the Lord to the poor in spirit").41 You should also see as expressions of poverty: fidelity to study and work, including manual labour as a means of support; total availability for the fulfillment of our Salesian mission for youth ("the desire for a comfortable and easy life ... poses a direct threat to fidelity and to apostolic generosity");42 generosity and joy in sharing; knowledge of the poor and the working classes, as well as the effort to understand them, establish open and friendly contact with them and participate in the task of overcoming their emargination;43 and sharing "in a way appropriate to religious in the witness and commitment of the Church to justice and peace".44

52.3 Bearing Witness to the Meaning of Salesian Chastity

176. The experience of God, loved above all else, predilection for the young, the family lifestyle, and fraternal communion are the foundation of Salesian chastity, of that ability "to love as Don Bosco did".45

Don Bosco chose to live evangelical celibacy as a response to God's great love for him, and also as a means of carrying out his mission as a father and shepherd of youth. He understood purity not only as a virtuous habit but as a practical way of loving God, and as a lifestyle which involves and contains within itself all the other virtues. This is why he placed it at the very heart of his educative message.46
You should pay attention particularly to three aspects:

177. * The aspect of purity considered as an overall virtue, insofar as many other values have a reference to it. Such values are cordiality and serene relationships; sincere and personal affection of the kind that is shown even when there is no response; the visible and noticeable expression of Christian charity under the form of loving kindness. These are highly positive values which have their solid foundation in God's immense love.

* The aspect of the relationship between consecrated chastity and the community. Call frequently to mind that they mutually support each other.

· Chastity is difficult without the community. A fraternal atmosphere helps the members live their Gospel celibacy joyfully, promotes deep and authentic friendships, helps all the members to mature, and is a great help in times of difficulty.47 To the extent that you help the community to build itself up you thereby foster a splendid growth of chastity in the confrères.
· Similarly it is difficult to form a real community if the ingredient of chastity is lacking. Our chastity is the basis for our life of communion; it helps us to develop a Christian sense of personal relationships; it enables us to give of ourselves freely; and it helps to make the community a family where serenity, understanding, and affection reign.48 What chastity and communion have in common is the gift of self to God in one's brethren; and so the growth of one is accompanied by the growth of the other. It is not difficult to understand, therefore, that a lack of emotional maturity is prejudicial to the family spirit and the self-giving of religious celibacy.49
The relationship between celibacy and community is one of the most valuable structures we Salesians have in our religious life.50

The rector should not forget that alongside the crises which are connected with the human person, we are faced nowadays with a growing "crisis of boredom". Only an understanding of the positive aspects of the following of Christ as an "intensely evangelical way of loving God and our neighbor with undivided heart",51 can offer sufficient reasons for a sense of novelty and joy.

178. * The aspect of watchfulness. You must be wise and assiduous in helping all to have a natural, undisturbed, clear, and unequivocal attitude to chastity. The Regulations offer practical indications in this regard.52 Knowing their own limitations, acting with delicacy and responsibility, will help all to understand what a commitment to consecrated chastity really means.53
"Our chastity is not a conquest made once for all time".54 It can be real and victorious only in the context of a life lived in intimacy with the Lord and kept alive through a constant dialogue of prayer, the reading of Scripture, the Eucharist and an ongoing process of purification in the sacrament of Reconciliation. Other effective and necessary means of preserving chastity passed on to us through our Salesian traditions are: a filial devotion to our Blessed Lady; openness to and confidence in one's spiritual director; brotherly love lived in one's community; and the practice of mortification, work, and temperance.55
5.3 A COMMUNITY IN DIALOGUE WITH THE LORD

53.1 The Gift of Prayer

179. "God brings our community together and keeps it united by His call, His Word, His love. In praying, the Salesian community responds to this call; it deepens its awareness of its intimate and living relationship with God and of its saving mission, making its own Don Bosco's prayer: 'Da mihi animas, cetera tolle'."56
Our constitutional text is the code of life of a community which lives in dialogue with the Lord; a dialogue which consists not only in words, but in harmony and spiritual affinity and in shared responsibility in the building of the Kingdom.

However, you want to define prayer, it is above all a gift. It means identifying with and giving our assent in a mystical way to Christ and His Spirit who is in our hearts and "cries out 'Abba, Father'." 57 Prayer has its roots in the depths of our hearts and is the expression of an experience of life. The Salesian's experience of prayer is the experience of God in him and using him. It is the experience of the fatherhood of God who consecrates him for his plan of salvation, of the love of Christ the Good Shepherd who asks him to share responsibility with Him in building the Kingdom, of openness and docility in collaborating with the Spirit. It is an "experience of humble, trusting, and apostolic prayer in which praying and living are spontaneously united".58

This experience seeks a conscious encounter, one which creates openness and dedication; and thus a need arises for walking in Christ's presence, communicating with Him by listening to Him, celebrating the memory of His saving actions and calling on Him to renew them today in His Church and in each individual.59

180. Don Bosco was well aware of this great mystery when, within his mind's eye a Congregation spiritually more alert and deep, he said: "I now see that we must safeguard the Congregation from spiritual coldness and decay by promoting the spirit of piety and religious community life."60
We who are so active have to be convinced that every action springs from the intimate movement of the heart by which God unites us to himself. In this way our actions are a consequence of the Word, whom we receive and who reveals Himself to us, and of the free interior consent of a loving heart. We are not just responding to stimuli which come from the environment, nor even to some sort of vital impulse or an irresistible "will to accomplish". It is rather the fulfillment of His will.

53.2 Difficulties and Incentives: Challenges of the Environment and the Times

181. The SGC reflected at length on renewal and on formation to the life of prayer in a changing world.61 The GC21 considered the "gift of prayer and evangelization", pointing out some negative aspects and consequent obligations.62 Prayer is indeed a gift, but a gift which must be cultivated, developed and, in a certain sense, defended. It is an experience which in the prevailing situation can find motives for support or snares and difficulties. We will point out some examples of both which are observable at the present day and more relevant to our style of life and our mission.

· God is no longer evident in the secular city where many of our communities are to be found. To pray is not easy when God seems to be silent and the world is indifferent. On the other hand, our pastoral contacts bear witness to the fact that there are many who are able to express in simple but deep form an attitude of faith in the presence of the Lord and the power of his resurrection;

· "Immersed in the world and in the cares of the pastoral life, the Salesian learns to meet God through those to whom he is sent," we read in our Constitutions.63 But it is also true that the events of history seem to him to be strongly marked by sorrow and anguish, which affect him more than do joys and hopes. Does prayer really change anything? Is not serving our brothers sufficient and more urgent?64
182. * For centuries the rhythms of prayer were quite uniform and commensurate with the rhythms of life. They were gratifying and tended to promote spiritual growth. Even in Don Bosco's time there was this assurance and tranquility. Nowadays, we live in a rapidly changing society and the stability we always need is endangered, while at the same time there is evident a need for authenticity and renewal.

· Many new "prayer movements" have sprung up, some of them undoubtedly valid and often attractive as well. It is only natural for us to make comparisons, and these have convinced some Salesians that our way of praying is poor and not very authentic. Is this true, or is our problem that we have still not understood and experienced in depth the demanding type of prayer that Don Bosco bequeathed to us with its attractiveness and efficacy?

· Salesian prayer had its source among young people and developed in communion with them. Today, contact with them is more difficult, less continuous, and sometimes quite fleeting. When it does exist, however, it becomes a factor for renewal which should therefore be promoted and animated.

· In our prayer we have to face up to the tension that exists between regularity and spontaneity, between improvisation and orderliness, freedom and law, free choice and duty. These are two poles which pull in opposite directions and it is not easy to strike a balance. This is not just an academic problem. You can take part, on the one hand, in standardized repetitive prayers and, on the other, in reckless experimentation. Here, it is a question of combining obedience and initiative, prudence and novelty, discernment, and patience.
183. * The Salesian style of prayer did not really pose any problems before Vatican II. There were two books for the practices of piety: The Companion of Youth (Don Bosco had said in the first General Chapter of 1877, "Let us keep to it"), and the manual of the Practices of Piety for use in Salesian Houses, promulgated by Don Albera in 1916.

There was no opposition to the order of Don Albera, which was repeated by his successors, to keep scrupulously to these official texts and not make any changes in them. The Salesian world, with some minor variations, prayed in unison. Then the quantity, quality, and uniformity of our prayers underwent rapid changes, due partly to guidelines given by the Church, but the Church's reform certainly did not aim at reducing the amount of prayer: what was antiquated, obsolete, or cumbersome was dropped, but emphasis was placed on greater depth and finer quality.

Can it be said that in fact today's Salesians pray in the way Don Bosco wanted?

Before Vatican II, the Salesians had no doubt about their prayer life. Then they came to realize that their traditional way of praying no longer corresponded to the new demands, and that to motivate their prayer by quoting the rules was not sufficient. Youngsters gravitate automatically to where there is life. Prayer must be rediscovered, remotivated and re-presented so that it is seen as something vital. But prayer life is a reality of faith;

it is the life of the Son of God. A sense of creativity which looks for new forms of prayer is a good thing, but this is not the essence of renewal.

* In conclusion, there are certain particular difficulties which add to the problems: communities which are too complicated or too small, confrères who are too independent or too set in their ways.

184. As you see, prayer is a gift but one which is difficult to develop and make part of our lives in order to hold on to it. You will have noticed that when the awareness that it is a gift begins to fade there is a tendency to stress its obligatory aspect; it becomes considered mainly as a task we are obliged to perform, and we easily slip into formalism. We have to overcome this danger and feel motivated by the intrinsic importance of prayer.65 You must be the first to be convinced of this.
"In matters of greater importance," Don Bosco reminds you, "briefly raise your mind and heart to God before taking a decision."66 Prayer "accomplishes everything and triumphs in all circumstances".67 Prayer is the best of all works. Father Ceria gives us this description of the prayer life of the first Salesian rectors: "They prayed a great deal and they prayed very devoutly. They were very concerned that others should pray and pray well. It seemed that they could not say even a few words in public or in private without making some mention of prayer. And yet none of them, not even Don Rua, seemed to have any extraordinary gifts with regard to prayer. We used to see them performing in all simplicity just those practices of piety which our rules and traditions expect of us. But what diligence they showed in their dealings with God! And even when speaking of the most diversified topics they brought in references to the faith in a most natural way. They had lived with Don Bosco for many years, and this had left indelible traces in their hearts."68
They lived, like Don Bosco, in an atmosphere of friendship with God; they conversed with him like sons, and that meant prayer was something quite spontaneous in their lives. Fortunately, this tradition of prayer does live on in rectors at the present day; but it needs to be strengthened and constantly renewed, because circumstances make it more difficult and, on the other hand, when it is missing the individual confreres and the community suffer through the lack of it. You must be the first to be convinced that if you do not possess and develop the gift of Salesian prayer you will have nothing at all to give them.

53.3 The Person and the Community in Prayer69

185. Our Constitutions say of the Salesian that "he cultivates union with God, aware of the need to pray without ceasing in a simple heart-to-heart colloquy with the living Christ and with the Father, Whom he feels close at hand.70 And they also declare that "we can form praying communities only if individually we become men of prayer".71 This particular attention to the Salesian in prayer is an important principle, especially when considered in conjunction with the stress placed at times on finding useful formulas and techniques.

It is a fact of experience that if you have in your community Salesians who really pray, you will have good prayers; but the mere fact of having well composed prayers will never produce a Salesian who prays.

This is something that touches the community deeply: there is no such thing as the formation of a praying community if its members are not personally men of prayer. It would not be a "living reality".72

A genuine spiritual attitude is the essential foundation for the prayer life of the community as a whole and of each of its members.

A. Individual Prayer

186. When Don Bosco states in the first draft we have of the Constitutions that Salesians, because of their busy life, "do not have the possibility of many prayers in common", he seems to be saying implicitly that he entrusts much of their prayer life to their personal responsibility.73

The first Salesians, besides praying together with the boys, also prayed a great deal individually, whether it was a matter of purely optional prayers or those said inasmuch as they were religious, such as meditation (introduced as part of the common prayer only in 1874-1875) and spiritual reading.

This is evident from Don Bosco's words in the above-mentioned article: 'The members will seek to make up for this by giving each other good example." For the saint this meant emulation, brotherly love, family spirit, and a whole series of Christian actions which are always, according to an ancient monastic saying, the cause and effect of the life of prayer ("If the monks have a great love for one another it is a sign that they pray well, and if they pray well it is a sign they love each other"); and Don Bosco continues "by fulfilling perfectly the duties they have as Christians": an expression which refers to both the liturgical and sacramental life, as well as to all the moral observances and practices and exercises of piety which abounded in the

1800s.

Salesian prayer has never lost the spirit and freedom of its beginnings. "Every Salesian has his own prayer life," Don Caviglia used to say. And we might add that Salesians have always prayed more than they were strictly obliged to do. "We pray without ceasing," according to the Constitutions.74

B. Community Prayer

187. If you give importance to individual prayer, you are indirectly giving at the same time full value to community prayer and vice versa. In fact, personal prayer is necessary if common prayer, and especially, liturgical prayer, is to be truly fruitful. It is an indispensable requirement for living the liturgy fully, and is at the same time its prolongation or the proof of having lived it authentically.75 The two kinds of prayer mutually complement each other.

There are differences, of course. Individual prayer too is offered in the name of Christ and by members of His Church; it is freer, more spontaneous and more intimate. Community prayer is more official, more structured in terms of form and content, more ecclesial because of the sign of the assembly. The former tends to be a more interiorized type of prayer whereas the latter tends to be more objective and social, a prayer that represents the people in general.

We know that after Vatican II and the liturgical reform "community prayer" has recovered its former priority, not only because of new cultural influences which emphasize the importance of unity and the sense of belonging to a group, but also because it guarantees the special presence of the Lord, who said: "Where two or three are gathered in my name, there I am in the midst."76 But notice that there is no real community prayer if those who make up the community do not acquire a keen awareness of a communion among themselves which leads to commitment and action. It is true that without men of prayer there is no praying community; but a truly praying community requires more than that its members be men of prayer. For this reason, our documents efficaciously invite Salesians "to rediscover the irreplaceable value of the community in our life of prayer".77 This exhortation has several consequences. Among other things it obliges you to guide the confreres in the direction of a real qualitative leap for which, with some laudable exceptions, they are rather ill-prepared. The prayer of our communities, whatever the causes may be, tends to be more the sum total of individual prayers than a united prayer.

We pray, and we may even pray quite a lot when we are together but rarely does one sense a vibrant unity in the community, the "one heart and one soul" of which St. Luke speaks.

188. Within this context, let us look briefly at the delicate problem of emotional tendencies. You know that in today's Church various prayer- groups have sprung up, some composed of religious and some not, which have a strongly emotional approach. Such communities existed also in the early Church for that matter. Now it is impossible for prayer to be devoid of all emotional content, but how can the emotional aspect be integrated properly in our prayer? It has a positive role to play. Years ago its role was only minor, or perhaps It was repressed as a reaction to pietism or to the overemphasis given to psychology. Nowadays, the whole man must express himself in his totality because it is his entire being, his corporeal and social being, that prays.

Jesus gives us the example. He prayed with his whole being. In his prayer, we find all the human emotions expressed: he weeps, he trembles, he exults with joy...the community prayer at Valdocco, and the private prayer too, was characterized by human warmth.

This emotional tendency does not easily manifest itself in communities made up mainly of older confreres, whereas in those where younger members predominate it bursts forth almost spontaneously and sometimes with great exuberance. You should see to it that these tendencies are given their proper place, but that they are not emphasized to the point of becoming out and out sentimentalism.

53.4 Preferential Attitudes, Environment, and Conditions

· A purified and attentive heart

189. "The pure of heart shall see God". God is "spirit and life". One cannot live in dialogue with Him nor remain in harmony with the Spirit without an attentive and purified heart. No one can walk in the ways of prayer without first following the ascetical route which gets rid of the obstacles that stand in the way of union with God. They must first reach a certain personal degree of union with the mystery of the cross. Prayer is an interior spiritual act, and we are more often geared towards exterior things. Moreover, we are lazy by nature, and sometimes also by habit. Prayer requires sacrifice of our lazy nature. We are easily given to superficiality, distractions, and listlessness. It is difficult to pray if we are tired or ill, or if the environment and atmosphere is not favourable. Nor should we forget the attacks of the evil one, the trials that come from God, states of aridity, and painful and vain expectations we might have.

· The "silence of one's whole being"

Silence makes it possible for us to listen to God and to identify with his plan of redemption. Certain long periods of silence are the most beautiful kind of prayer. God speaks to us; He allows us to hear His voice, and what He is asking from us.

· Sufficient periods of time

You have to divide out the work properly if you are going to give your confreres the real possibility of praying. This in fact is laid down in art. 43 of the Regulations and also in art. 69: "At the beginning of the year every community should draw up the programme for its life of prayer, bearing in mind its apostolic commitments and the demands of fraternal life."78 There are institutes of active life which have cut down the amount of work the members have to do, so that they will be sufficiently relaxed to dedicate themselves to genuine prayer and study. The Church itself requires this: "In the sometimes exhausting rhythm of apostolic duties, well planned and sufficiently long periods of time must be set aside on a daily and weekly basis for personal and community prayer. These will be completed by special experiences of recollection and prayer every month and during the course of the year."79

· Long practice

Don Bosco used to say, quoting the well known phrase of St Paul: "Exerce teipsum ad pietatem". Prayer is not one of the few things that can be learned and done in a hurry. It is an adult task, the result of grace, practice and time.

· Solid motivation

190. Prayer requires the deep motivation that is based on solid up-to-date study with the precise purpose of avoiding uncertainty and confusion on the doctrinal level. You should see to it that the confreres acquire a good understanding of the Word of God, and that they nourish it by mature adult faith and by personal study and reading. But help also the confreres who have lost the taste for prayer to question their attitude, even by means of challenging experiences. Today's mast outstanding defect is superficiality. It is impossible to pass through a period of cultural change without deep and authentically motivated experiences. Superficiality will never lead to the joy of an encounter with God.

· Love

Prayer entails love for Him who is present in us to give Himself to us and make us conformable to His image as a Son who prays to His Father, and invites us to follow Him along the same path. "You can ask of a person as much as is the measure of his love, not more," wrote St. Catherine of Siena.

Love is also in the silent expectation which does not demand from God a quick answer but also respects His infinite freedom, his apparent absence, and his mysterious Silence.

· Acceptance of God's will

St. Theresa of the Child Jesus used to say: "I love everything He does." Prayer will never be authentic unless it is perceived and desired as a key value in one's plans and in the apostolic service to which one is called. It is a spiritual sacrifice, i.e. the will to make an oblation of oneself through work, joys, and sorrows.

· The active presence of up-to-date animators
191. Let there be at least one confrere in your community who has the task of animating its prayer life. He should be well prepared, up-to-date, and you should give him your help, for you are always the one primarily responsible for the prayer life of the house.

Prayer demands creativity, flexibility, and adaptation to persons and the environment, and all this entails both remote and proximate preparation as well as commitment and sacrifice, but you cannot do without it. Today there is no longer any place for facile and inane improvisation, for boring celebrations full of monotonous repetition and totally lacking in verve and vitality. There is no lack of proper aids, beginning with the wise use of the various manuals of prayer, but a much greater contribution is made by persons who live, and can get others to live, a life that is totally linked with prayer and a prayer that involves the whole of life. Without this living relationship, prayer becomes just one of the many practical things we have to get done during the day.80

53.5 Prayers: Celebrations, Times, Expressions

A. Our Liturgical Renewal

192. To save the quality of our prayers a real spiritual rebirth is needed and not just a mere restructuring. The liturgical renewal brought about by Vatican II has asked us for considerable changes, not always easy to bring about, but today the situation seems clearer. As a result of the reflection needed to solve the problems which arose, a better personal relationship with the liturgy has been produced with a better realization that the various forms of prayer are mutually related and enriching, and find in the liturgy their origin and fulfillment. This facilitates your formative task of integrating faith and life in your confreres by means also of prayer.

193. The individual person is an essential component of liturgical action. We know that when the community is gathered together it is the person who prays. It is the person who participates in liturgical prayer; it is the person who prepares it and follows it. In this way, liturgical prayer establishes through the individual an intimate contact of mutual influence with the other forms of prayer. More than any other form, the liturgy contains the aspect of meditation on the Word of God and on the demands it makes on us. Liturgy has a strong contemplative element, and the sense of mystery is very much present. Liturgy implies its ongoing fulfillment in the individual who prays and fosters a silent listening and alertness before the action of God in history. Through the prayer of life liturgy comes in contact with the real events of our daily life.

In virtue of this connection, everything that helps the individual to mature in his liturgical activity is of benefit to him in other expressions of prayer in his life. And whatever helps him to grow in other forms of prayer that are properly understood and lived improves liturgical prayer. When on the other hand liturgical and non-liturgical prayer are substituted for each other and opposed to each other, both forms suffer damage. You will remember that apropos of the rediscovery and re-evaluation of these values the SGC solemnly stated: "We accept the trends and the Church's new approaches in the liturgical field with real enthusiasm, and we make them our own in an active practical way."81
But this has not been sufficient. It is no exaggeration to say that if you yourself are not imbued with the spirit and power of the liturgy82, your community will never get beyond the starting point,

Do not overlook the various kinds of liturgical aids available and the chances for updating at a theological and liturgical level, and at that of celebration. Above all, do not be satisfied with just "performing the liturgy". You must live it and help others to do the same.

· Living the liturgy

194. A rite is a salvific event in which the main participant is God and which introduces us into the paschal mystery of Christ. The confreres, guided by your words and witness, will come to understand that liturgical rites have a unique connection with pastoral action. They will get a better grasp of the intuition of Don Bosco, who always followed the principle that there was a practical connection between the overall education of his boys and the celebration of the sacraments.

Pastoral work is essentially pedagogy carried out through personal contact. It is a matter of encountering the young "at their present stage of freedom",83 and of helping them to come into personal contact with Christ, the risen Lord.84

Certainly, there is a whole area of pastoral activity that is carried on outside the liturgy, but everything must be presented in such a way as to lead the young beyond the threshold of the sign and into the mystery which saves them more than any other experience.

195. If that is going to happen, it must take place first of all in the educators. You have to be familiar with the attitudes that accompany this education through personal contact and make every effort to see that they are known, esteemed, and lived. You should aim at the following objectives:

· to perceive the person of the risen Christ:

· His real presence through the signs of bread and wine;

· His personal presence through the sign of the person who presides at the liturgy (what a clear sign of the Lord that person must be who, like you, is called upon to "preside in charity"!);

· His communicating presence through the sign of the Word;

· His active presence through the sacraments, which are personal actions of the risen Lord;

· His presence in the Church through the sign of the assembly: "Where two or three are gathered in my name, there I am in their midst."85
· to celebrate the rite as a feast and make it come alive in daily life.

When the Salesian community takes its rightful place within the liturgical event and not simply in the role of a spectator, like the Church itself it "does not have a nostalgia for the past but for what is eternal," as someone has written. The community is mindful of God who is mindful of His Love. The liturgical adverb is hodie. The love by which God chose, sanctified, and sent forth Don Bosco is still communicated to his sons today.

· to render the signs authentic.

196. The structure of the liturgy is a structure made up of signs. Words, gestures, and silence are the three special elements which constitute the rite. They are so closely interrelated that St. Augustine spoke of "audible gestures" and "visible words". Silence is the atmosphere which surrounds the words and gestures so that the participants may assimilate them and render them meaningful to themselves. Your task is to restore authenticity to these signs if there should be the need. How are you to do this?

· first of all, by making sure that they are performed well and that they come alive in liturgical celebrations: they stem from a "sense of the sacred" because they are open to the mystery and able to express the gift of grace;

· by helping others to grasp and respect their symbolic language, according to the liturgical norms (liturgical actions, vestments etc.);

· and by leading the community to conversion, so that the signs may be authentic at the interior level, i.e. true because they correspond to real life. Otherwise, there would be a danger of introducing a false element into the sacrament (St. Thomas says: "introducit mendacium"), and the Eucharist would become meaningless.

And so liturgical celebrations will be efficacious in the sense that they will introduce the living praying community into the paschal mystery of Christ.

In the light of all the foregoing, you will have to give your attention to the expressions and fundamental modes of personal and community dialogue with the Lord. The Constitutions present them in meaningful and unequivocal fashion: the Word, the celebration of the Eucharist, the mystery of Christ in time, the sacrament of Reconciliation, Marian piety, meditation; and the prayer of life.

B. Accepting and Living the Word of God

197. The Word of the Lord has a particular place in our rule of life: it brings the community together,86 is a source of spiritual life, food for prayer, light to see God's will, and strength to live in fidelity.87 It directs us to the Eucharist,88 calls us to continual conversion,89 etc.

'His word is real, alive, and efficacious. St. Augustine writes that the Lord did not create His words and them withdraw from the scene; His words, once created by Him, go on existing in Him. Pastoral experience is closely tied to listening to the Word of God, which has many rich and practical applications: "Blessed are they who hear the Word of God."

The fact that we have no success with certain forms of prayer, that we find them difficult and even have the feeling that they are empty and almost useless, could be due basically to our lack of familiarity with the Word of God. God speaks to us, and as He speaks He gives Himself to us. His Word communicates what He is and reaches our interior world as a challenge which we are to take up and meet.

198. You should concentrate your attention and service on the essential moments when the Word of God is heard, so as to foster them.

· First of all it is necessary to be disposed to listen to God's Word ("For us the Word listened to with faith...90) especially if one has to communicate it to others. A prophet is not a man who utters a great many words, but one who is a passionate listener.

· "With the Sacred Scriptures daily in hand, we welcome the Word as Mary did and ponder it in our heart":91 after listening to the Word we must hold on to it and cherish it, become familiar with it, and assimilate it. It will constantly reveal its newness and make us realize that we never cease to get new insights into it. If we savour it and listen to it in an attitude of obedience, it will penetrate into the very depths of our being, and only then will it become a factor in our conversion; we shall have a sense of God and an insight into the reality of life.

· 'To live our vocation faithfully ... so that (the Word) will bear fruit and we may proclaim it with zeal":92 finally, the Word of God becomes operative in the events of life and in our daily work. We give it back, as it were, to God for it is on Him that anyone who makes good use of his talents depends for results.

None of this should seem strange to us. Every Christian is invited by the Church to live in this way. It does not differ greatly from Don Bosco's practice of looking for and adopting practices and exercises of piety which he found suggested or prescribed by diocesan catechisms, or by the magisterium, or in books of devotion. These were the practices which marked the days, weeks, months and years in his houses in a quasi-liturgical fashion.

You need not think that all this will require an exceptional amount of time on the part of the confreres. The time they dedicate to the Word of God will be the time the Constitutions indicate as the regular time for prayer, plus other periods of time they may choose to use for this purpose. Basically, however, it is not so much a matter of finding time to dedicate to God's Word; it is a matter of having the kind of spiritual attitude that makes the various forms of prayer possible and real.

C. Centrality of the Celebration of the Eucharist

199. The Eucharist is "the central act of every Salesian community: it is daily festive celebration of a living liturgy. There the community celebrates the paschal mystery and unites itself to the immolated body of Christ, which it receives so as to build itself into a fraternal community and renew its apostolic commitment".93
Don Bosco was a wonderful witness to the Eucharist and revealed its richness in an extraordinary way. Even during recreation time, if the conversation turned to the subject of the Holy Eucharist, his countenance would glow with holy ardour.;.; all his hearers felt themselves taken up with the truth of the real presence of Jesus.94

In a personal sense, "receiving Christ means accepting into ourselves not only His Flesh but the whole of His Person. It means committing ourselves to model our own mentality on His, so as to think as He thinks about life (the beatitudes), about men (the new commandment), about God (the Father). It means welcoming what He wills (the will of the Father), those He will (all men), and how He will (even unto death)".95

And from a community point of view, receiving Christ means accepting Him as "the sign and cause of that unity, at the same time both the leaven of unity and what is demanded by it..., but 'a sign in the measure in which in reality we already live and dedicate ourselves constantly to the task of reaching communion with each other. Only in this measure is the sacrament also a cause of unity".96

From this communion with the eucharistic Christ and among ourselves stems the possibility and the effectiveness of our pastoral love, the apostolic drive of the Salesian community and each of its members. All these aspects are admirably expressed in eucharistic concelebration.97

Moreover, you must realize, so that your confrères will realize it too, what a close connection there is between the celebration of the Eucharist and the special sacrifices which our consecrated apostolic life entails. "At the moment of our religious profession we are offered to God and the Church in intimate union with the eucharistic sacrifice".98

200. In the spirituality of Valdocco, Eucharistic piety had many and varied manifestations according to the season, but was always given great importance. Our own times reflect and propose once again the emphasis of our origins: today's liturgical renewal in fact gives it new depth. The real presence retains the value it has always had, but is considered in its essential relationship with the sacrifice of the Mass. To remain in adoration before the Blessed Sacrament is not only to "contemplate Jesus", "to keep Him company"; it is to enter into contact with the mystery of the Redemption, with the logic of the cross, with the supreme gesture of love with which Christ offered Himself to the Father, so as to apply its precious fruits to daily life. Our Constitutions express it as follows: "For us, sons of Don Bosco, the Eucharistic presence in our houses is a reason for frequent encounters with Christ. From Him we draw energy and endurance in our work for the young."99

D. Celebrating the Mystery of Christ in Time100

201. Time is the dimension within which salvation is brought about, "a time of salvation in hope",101 so that the mysteries of the Redemption and the riches of the salvific activity are in a certain sense continually present.

The Church's liturgical pedagogy helps us to live in permanent "union with God" and to celebrate the "liturgy of life".

Without disregarding the sensitivities of his time, Don Bosco made of the various celebrations and their timing the guiding principle of the life of the house, the events in which the youngsters found and renewed the reasons for their joy and efforts.

If the Eucharist is the daily central act of every community,102 "Liturgy of the Hours extends the grace of the Eucharistic mystery throughout the day... ."103 The Salesian community makes its own this prayer of the Church, a prayer of praise, thanksgiving and supplication, when it "celebrates Lauds as morning prayer and Vespers as evening prayer",104 and does this "in common if possible".105 This preference, however, does not exclude the possibility of reciting other prayers in their place, according to circumstances.106

The communal celebration of some parts of the Divine Office is also a good occasion for helping the confreres to acquire a biblical mentality. A continuous and guided contact with the psalms, if one enters into their spirit, is an aid to the assimilation of the principles of salvation history and an aid to discernment in the Spirit. In addition to this commitment, it is of course obvious that there remain for clerics the "obligations assumed at their ordination".107

202. The constitutional text emphasizes the different shades of significance that Sunday, "the day of Easter joy", takes on for us: apostolic activity, piety, cheerfulness, confidence, and optimism.108 An opportune stimulus and animation help both the community and individual confreres to live these values to the full. They are characteristic of the Salesian spirit and educational method and should be lived in a more generous pastoral service, in moments of reflection and personal prayer, at times of communion and expressions of brotherhood, and in contacts with Christian communities or youth groups. The temptation to make of Sunday a simple free day for the individual should be resisted. The celebration of the mystery of Christ in time finds its best expression in the liturgical year which provides a primary point of reference for the spiritual life and for pastoral activity. The good use of this pedagogy, so rich in grace, should be reflected in the drawing up of the yearly programme and in the commitment of every member, especially during the liturgical seasons of Advent and Lent.

E. Celebration of the Sacrament of Reconciliation

203. "The action of the Spirit is for the professed member a lasting source of grace and a support for his daily efforts to grow towards the perfect love of God and men".109 Ongoing conversion, therefore, is a specific aspect of religious life and formation, as we strive to overcome selfishness and grow in love. In this perspective of struggle and growth the sacrament of Reconciliation is indispensable, for it renders each person's effort to do penance spiritually fruitful, greatly fosters the necessary conversion to the Father's love and builds up Christian brotherhood.110
In your role as a spiritual animator, you have to do all you can to see that the sacrament of Reconciliation is accorded all the importance it has always had in Salesian life.

The majority of the confreres have accepted with joy the changes made by Vatican II, but they have fallen behind in implementing them because they do not feel prepared for the new demands made on them. You have to help them to discover and assimilate the riches of the Church's renewal in this area, even by inviting competent speakers to address them on occasion.

You should make sure that in the community:

204. * there be an awareness of the thought and praxis of Don Bosco with regard to the necessity and importance of individual confession as it has been clearly re-affirmed by the Church. Remember that so-called "devotional" confessions have always been one of the means to holiness in the Church. All the confreres should have the possibility of approaching confessors, preferably Salesians, who are invited to come occasionally or on a regular basis from nearby communities. And you should be open to the initiatives that are being made in the Church, provided they be tried and true, to give greater depth and meaning to this sacrament;

· that there be community celebrations of the sacrament of Reconciliation at appropriate times, and that individual confessions take place within these functions. They are strongly recommended by the Church because of the completeness of their liturgical structure and because they have a patently ecclesial dimension. The rector should study with the community the most practical ways and times for these community celebrations. The monthly and quarterly retreats would seem to be the best times for the members to express their sincere desire for conversion in listening to God's Word, discerning His wilI and purifying their hearts.111 They are "times of grace" which "restore to our spirit a deep unity in the Lord Jesus and keep alive in us the expectation of His return";112
· there be a certain diligence in approaching this sacrament frequently, and in preparing for it by the daily examination of conscience.113 Our Constitutions say that it should be "received frequently according to the Church's directives".114 Vatican II, addressing itself to priests, speaks of "frequent sacramental penance".115 A decree of the CRIS exhorts men and women religious to approach the sacrament "frequently, i.e. twice a month".116 These documents indicate the concern of the Church; on the one hand, she wants her members to have a lively sense of sin and the need to make expiation for it in the most divine and respectful way possible, and on the other hand, she wants to defend liberty of conscience which cannot be given time limits, even if it needs to be enlightened and stimulated;

205. * there should be an understanding between the rector and the confessors, especially in formation communities, so as to ensure continuity. All are convinced of the key role played in the formative process by a confessor who is well prepared for his ministry and has a wealth of Salesian experience. But it is not sufficient by itself that there be good confessors. Their work has to be carried out in full accord with the criteria of the Church and the Congregation in harmony with the practical application of these criteria in the local community under the rector's responsibility.

To guarantee the unity of the formative thrust of the community and agreement on fundamental points, you have the precise duty of meeting with the confessors at the beginning of the year and any other time you consider it opportune. This will give you the chance to come to an agreement with them on the theoretical and practical interpretation of established principles and norms.117 Such meetings must of course be characterized by due reserve. Nothing should be brought out in them which might refer even indirectly to things actually heard in confession.

Because of the particular kind of life we lead, Don Bosco attached great importance to the monthly and yearly retreats. The Constitutions describe the fruits that can be derived from them by individuals and communities.118 If for the organization of the yearly retreat the obligation falls mainly on animators at provincial level, it is the rector who must see to the appropriate preparation and celebration of the monthly and quarterly retreats: programming in advance, the choice of a place (especially for the quarterly retreats), respect for the length of time involved, the choice of theme, preacher and animator, and all the other aspects (some of them quite simple) which help to render fruitful these occasions of renewal.119 In the light of the concrete situation of your own community, you can consider whether it might not be advantageous to come to an agreement with the rectors of neighboring communities so as to carry out these exercises together.

F. Marian Piety

206. Living Don Bosco's charism means being able to repeat in the story of every Salesian vocation the experience of Mary's active presence as he lived it. Our entire charism has a Marian dimension.120 The liturgical year, our pastoral educational commitment, and the formation process all offer continuing opportunities and needs for recalling this real, familiar, and fruitful presence.

The practical forms in which devotion to our Lady was expressed in the life of Don Bosco and the Congregation range from the Hail Mary said at various times throughout the day to the three recited before getting into bed; from Marian hymns to triduums in preparation for her feasts; from the novena of Mary Help of Christians to the blessing in her honour; from the rosary to the other prayers contained in the Companion of Youth, from visiting her sanctuaries to taking part in popular expressions of devotion to her: The list is long and varied, but these Marian practices should always be seen within the economy of salvation in which Christ is the head and Mary is the Mother.121

G. Meditation

207. Salesian tradition and our own experience bear out what is said in art. 93 of the Constitutions which describes mental prayer as "essential". Don Bosco felt the need of it in his own case. We have the testimony of Don Rinaldi for this: "Whenever I came upon him at that hour I found him with his hands joined in prayer and meditation."122 He saw it too as a fundamental need for his Congregation: "In the work of getting the Society well established, piety represents the cornerstone of the religious edifice, and within the realm of piety there are two practices which are of paramount importance: the annual retreat and the daily meditation."123 Its importance led him to suggest, that the confreres might well begin preparing for their meditation the previous evening by limiting their external activities and fostering a spirit of recollection.

"Unless he makes his meditation and makes it well," says Don Rinaldi, "a Salesian runs the risk of becoming in his work just like any ordinary employee."124 We Salesians make our meditation in common and in a suitable place. It begins with brief introductory prayer and after "at least half an hour,"125 it concludes with the prayer to Mary Help of Christians.

208. To convince those confreres who baulk at this practice, and to increase the esteem others have for it and foster their fidelity, you should insist on its two dimensions:

· clarify its nature: its essential elements are "reflection" which brings the confrere into a relationship with some particular vital truth, "sensitive application" in which he compares it with his own life, and "resolution" which sets him on the way to practising

it;

· extol its results: because they help us to understand just how essential it is: "it strengthens our intimate union with God, saves us from routine, keeps our heart free, and fosters our dedication to others;"126 it stimulates an attraction and love for the fundamental values of the faith, and a hatred and repugnance for sin. It brings the words and mysteries of God into our minds and hearts so as to transform them into spiritual principles and stimuli. It enables us to interpret facts and situations in God's light; on the basis of the truths assimilated it gives rise to practical resolutions, and also prepares the way for contemplation.

It is for the local community, says the Regulations, to devise different ways in which the meditation can be made, and encourage the confreres in the fulfillment of this duty.127 The same holds good for spiritual reading.

H. The Prayer of Life

209. "Docile to the Holy Spirit, Don Bosco lived an experience of humble, trusting, and apostolic prayer in which praying and living were spontaneously united. We learn from him..."128 This characteristic of his spirituality has led our General Chapters to give preference to those forms of prayer considered more spontaneously connected

with this experience.

Help the confreres to use them well as expressions of a piety deeply inserted in the salvation economy and lived in the light of the paschal mystery which is a mystery of covenant, of encounter, of donation. For us who have a charism which is missionary and directed to poorer people, this is a commitment to be fostered and a characteristic that must not be lost.

"Liturgy of life", "union with God", "a contemplative in action", "meeting God", "discovering the fruits of the Spirit", are all expressions used by the Constitutions to describe the prayer of life, one of the ways in which the Salesian charisma is most dearly manifested.129

All authentic Christian prayer involves the entire life of the one who prays. The real life situations of your confreres, the matters they have to deal with, the happenings with which they come in contact, are a very real and meaningful environment which nourishes their prayer life. Recall those old-time Salesians who, during their daily visit to the Blessed Sacrament, used to read a list of the names of the boys who were causing them the biggest problems.

210. This kind of prayer comes spontaneously. It is part of a specific situation and it takes its content and mode of expression from that situation. It can deal with a great variety of topics which then become an occasion to ask for light and give praise and thanks. You might think that the ordinary events of daily life are of little account in comparison with great social and historical happenings, but through prayer you can discern their value and become aware of the fact that these ordinary daily occurrences have their place in the designs of God. Any situation can be the topic of prayer if you convert it into a theological experience. Don Bosco said: "Enliven your faith, which is essential for the understanding and achievement of piety."130 Living on a theological plane involves grasping the root meaning and the divine finality of things that happen.

But you must remind your confreres that this kind of prayer, although it enjoys the advantage of being so much in touch with reality, requires a lot of asceticism. Too much of an emotional approach must be avoided. You will have to help your community to get beyond the mere appearances of situations, which may be spectacular and cause comfort or discomfort. They must be able to see beyond the facile interpretations commonly given to events. You have to help them to overcome the narrow view of things which is caused by egotism. Self-centred people like to criticize everything and never admit their own defects. They are not open to a sincere, unselfish search for God's will nor ready to accept its consequences. If this process of purification is lacking, prayer becomes mere curiosity and aimless wandering.

211. Summing up this section on prayer, it would seem that praying well or not praying well depends in the last analysis on how the confreres live or fail to live the theological spirit in their lives and in their commitments, on how vital and abundant is their fraternal charity, on how much their lives are characterized by self-abnegation and a spirit of recollection.
When these spiritual traits are lacking, no time or place or group can make up for them. For this reason, the pedagogy of prayer presupposes also a solid formation for the consecrated life and the experience of a rich and deep community life. If one is not fully committed in a practical day-to-day manner to the love of God above all else, and of one's brothers in a like manner, the gift of prayer is resisted and disappears.
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THIRD PART

METHODS, MEANS, AND STRUCTURES OF ANIMATION AND GOVERNMENT

212. Don Bosco, Salesian tradition and the guidelines of our recent General Chapters do not stop at indicating the function of the rector and the criteria for the exercise of his ministry; they also point to certain means for the animation of members and the government of the community as useful or even absolutely necessary. But you should use them with due regard for the sensitivity of the environment and for the wide range of situations you may meet as regards both community and individuals, who may differ widely in age, culture, and maturity.

The objective is the improvement of those personal and community relationships of the kind Don Bosco wanted, i.e. relationships characterized by understanding, much familiarity, confidence, sincere friendship, and charity ("Deal with others in such a way," he wrote to Don Bonetti, "that all of those with whom you speak become your friends.") But in the first place, these means demand, within the process of ongoing formation which has its primary setting in the community, a more determined search for God's will and a firmer adherence to it.

The goal Don Bosco sets for you is not an easy one to reach, because it involves your interior life, your zeal, your credibility, and your competence. There is, however, no need to be too concerned about the unreasonable expectations of certain confreres. What is necessary is that these means do really help you to make of every meeting of persons in which you are involved a truly faith-filled and human experience. Our encounters must never be simply impersonal or administrative events.

6. SOME CRITERIA AND PRACTICAL FORMS OF ANIMATION AND GOVERNMENT

213. We shall concentrate our observations on three points: we shall speak of the different situations of the confrères who make up the community; we shall indicate some general criteria of a technical nature for the animation of groups; we shall reflect on the functioning of the house council and the community assembly, and on some other occasions for meetings, appraisals, and animation. Finally, we shall give some special attention to the "friendly talk" and to "spiritual direction".

6.1 Two Objects of Attention

Before going into the forms of animation, it may be well to recall that your ministry must harmonize attention to the individual with attention to the community, solicitude for each confrère and concern for the progress of all, and must be adapted to the different life situations of the members.

61.1 Relationship between Individual and Community

It is part of the rector's spiritual art to promote the good of the community and, at the same time, to foster the personal welfare of each confrere in such a way as to facilitate each individual's task of understanding who he is as a Salesian and of growing in his vocational identity.

Here we are dealing with the daily problem of the relationship between the individual and the community.^

Today the emphasis placed on the dignity of the individual person and the different situations in which he may be placed leads to a new emphasis on each one's health needs, intellectual formation, spiritual life need for privacy, and need also to express himself. In this context, the rector must really meet each confrere on a personal basis, know his situation, and provide for the things he needs. He must fully respect each one's personal gifts while at the same time serving the common good of the community.

These two tasks are not incompatible. On the doctrinal level .the rector, through his spiritual animation, can foster the good of each individual within the framework of the total welfare of the Community, for the work of the Holy Spirit is objectively ordered to the good of both. When one works for his own true welfare he is at the same time contributing to the good of the community, and by contributing to the good of the community he is really fostering his own good.

214. These are undeniable truths, and it would be unthinkable for a rector to lose sight of them. A particular situation can even call for sacrifice for the common good: "If the concrete demands of charity and of the apostolate require the sacrifice of personal wishes or plans which are in themselves lawful, the confrere accepts with faith whatever obedience asks of him, while still retaining the right of recourse to a higher authority".2
There are in fact many cases of inevitable daily conflicts, and not just of the kind which pertain to the religious life as such. And you cannot be satisfied with merely repeating solemn principles and then taking no action in the hope that time and circumstances will lead to the correct decisions. There are no ready made answers. For each problem the rector has to search among the possible solutions for the one which seems to meet the rights and duties of both parties in the best way. He will have to examine the pros and cons, use his imagination, keep his feet on the ground, be a man of prayer and balance, and at the same time be sincere and speak clearly when necessary. A real dialogue in search of the truth is the best way to guarantee the objectivity of the decision and a greater willingness to carry out what has been decided, even if it should entail some sacrifice.

61.2 Different Kinds of Groups

215. With their limitations and talents, the confreres obviously affect your ministry. A mixed-age group is less easy to animate; but it presents a greater variety of gifts and talents and hence, if you are able to enable good use to be made of these qualities, greater formative and apostolic possibilities.

A. Young confreres

Young Salesians "are closer to the rising generations; they can provide inspiration and enthusiasm; they are ready to try new solutions".3 They are certainly a positive and characteristic presence in the community. The latter encourages them, guides their generosity and helps them to mature as religious and apostles.4

We shall return to them when we speak of spiritual direction, but you are earnestly exhorted to read the authoritative statements and advice in their regard found in the

FSDB.

But the formative experience and the difficulties it manifests, which are more numerous and striking in certain phases, and the falling off in vocational fervour often noticed in those temporarily professed, convince us that particular care must be taken of young confreres in their practical training period.

"The practical training period provides opportunity for a deeper living experience of Salesian educative and pastoral action".5 It is a phase in which the young confreres get practice in the application of the preventive system and in Salesian assistance. The primary purpose of their presence and work is that of realizing, with your help and that of your community, a deeper integration between their activity and the fundamental values of their vocation.6

216. This task must be carried out in a sufficiently positive environment:

· They must be able to find a competent spiritual guide, preferably in you, and an enlightened and fatherly confessor, both of whom will help them in private talks and spiritual direction to have a proper understanding of the formative nature of the phase they are engaged in, so as to enter into it in a responsible fashion.7
· The community must accept a share of the responsibility for their vocation and contribute positively to its growth by its own consistent, dynamic, fraternal, and family lifestyle. The young confrères must feel at ease in the knowledge that they are welcome and of value.

· The tasks assigned to them, such as animating and assisting, must be characteristically Salesian and proportionate to their preparation and capabilities,8 so that they may try themselves out as educators to the faith.9
If the rector and community realize these conditions to the best of their ability for the benefit of the young Salesian, he will become aware that he is the object of attention and trust, and will find this a strong inducement for overcoming the repercussions usually associated with the transition from the post-novitiate community to the one to which he now belongs.

B. Adult confreres

217. Your interest and service is also needed by adult Salesians, who still retain their youthful energies and freshness of approach but are called upon to integrate with them their strengths and aptitudes.

Older Salesians are more self-sufficient and well integrated into their real environment; they reason things out well but do not disregard the positive contribution the emotions can make; they are open to values of the world but are not naively idealistic nor rebellious in an aggressive way; they are active without being impulsive. They are well balanced, and are still able to change their views to a greater or lesser extent for good reasons.

They have concerns and interests which make them open to new commitments. They are interested, for example, in increasing their ability to accomplish things, in their self-improvement; they want to learn new things, but without losing the knowledge they already have; they are concerned about deeper and better communication between the members of their community, between groups which have different interests, and between the Generalate and the provinces at world level.

218. These are the characteristics of the ideal adult, but in practice they begin to experience certain limitations and difficulties. They feel to some extent that their knowledge and ability do not measure up to the demands their work makes on them, and this causes them a certain amount of suffering; this is accentuated when they become aware of a noticeable decline in some of their powers; their memory begins to fail; their motivation changes; their powers of adapting to new situations are reduced; they become defensive and find it very difficult to change without a tremendous effort.

You will know what to emphasize and what means to use in your more important contacts with the adult members of the community if you are sensitive to their interests and cognizant of their limitations.

The basic objective to keep in view is that their need of ongoing formation should be clear and accepted. As regards the method you might use, make the best possible use of their talents and abilities, beginning with things that are of most interest to them. Do not lose sight of your basic goal: their change of mind and heart; keep in mind that the only way of accomplishing this is through deep, personal experience in the context of community.

C. Elderly Salesians

219. These are Salesians who are getting on in years. Though many of them can still do much valuable work, you have to help them to accept the fact that they must learn to grow old gracefully.

As time passes, a person who refuses to accept the fact that he is growing old, inevitably and imperceptibly forces himself regardless of the sacrifice involved, to keep up a high level of professional activity; or else he tries to make up for his lack of security by seeking comfort in rigidity and intransigence. He may even lapse into a bitter solitude or hide his lack of confidence by becoming very dogmatic and vindictive.

The solution really lies in accepting one's state and in gradually creating a new and valuable way of being active in the community and in the world. A person who is on the threshold of old age has much to offer. He may have less energy and enthusiasm, but he has greater depth and balance. He may not be able to accomplish as many things as formerly, but he has greater constancy. People of this age group have a certain wisdom, a reflection of the experience they have accumulated; this becomes evident in their ability to think things out in depth, in their appreciation of what is truly worthwhile, and in the spiritual tenor of their lives.

D. Sick confreres and Those Advanced in Age

220. Old age is a period of life that well signifies the message religious life contains within itself. It is a time of love and self-donation: it is a source of blessing for the community, which is thus enriched in its family spirit and deepened in unity.10 It comes through as a readiness to accept the will of God, an easier ability for contemplation, a more willing acceptance of others, and the kind of union with God which is tried and true. It is shown too in solitude and renunciation, as the loss of outward effectiveness in one's work, and it calls for courage and a spirit of faith.

Painful limitations and sufferings are the lot of those who are sick, and their life becomes the more valuable as it takes on a "new apostolic significance": 11 offering themselves in faith "they are united with the redeeming passion of the Lord, and continue to share in the Salesian mission".12
But the ability to live one's old age in this way is not something that just happens. A person who has been completely taken up with his own accomplishments and activities runs the risk of feeling useless and rebellious. A religious will enjoy the gift of contemplation in his old age only if he was previously a contemplative in action and thus attained conformity to the Lord's paschal mystery.13

E. Your Ministry

221. In what way are you to exercise your own ministry towards the confreres advanced in age, especially if you are a fairly young rector? Make praise, respect, and service the marks of your approach. These are three expressions of our family spirit.

You are called to praise God also by praising men and praising men means doing all you can to help them to be open-hearted; to comfort, heal, and uplift them; it means encouraging them and giving them hope and strength; it means helping them to be joyful and to banish all sadness and depression.

You are called to respect God by respecting men. For many elderly confreres the biggest cause of suffering is that they are treated as objects. Others make decisions about them without consulting them. Perhaps thought has been given only to their physical needs, and no consideration has been given to their spiritual and social requirements. Old age is an age of rest, but not of total inactivity. There are so many services that elderly confreres can render, many people just waiting for a helping hand, many joys which they can bring to others and share with them.

And lastly, you are called to serve God through men, especially those who are most in need. To serve means to search out another's needs and requirements. To serve means to smile and use a friendly tone of voice. It means helping a confrere to lay down his Iife for the life of the world. Do not forget, as you try to serve, that young people like a radical approach but old people love tranquility. The elderly have a hunger for faith. At this stage in life, many concerns and preoccupations have disappeared and God has taken their place.

Anyone reading this description of the various groups might feel that he belongs to some extent to one or other of these categories, but does not see himself as fitting completely into any of them; but we are all aware, nevertheless; that we too, to a certain degree, according to our age and temperament, experience certain limitations, desires, or gifts of God.

Your daily experience will certainly suffice to convince you that when the confreres honestly accept the truth regarding themselves they are more open to your decisions and suggestions, and your periodic meetings and friendly talks with them are more useful and bear more fruit.

6.2 The Community's Spiritual Guide: The Means at His Disposal

222. The Constitutions and Regulations, with past experience behind them and enriched by the educational sciences and adaptation to present-day requirements, highlight certain means and criteria particularly suited for promoting the animation and government of the local community.

Apart from the practical criteria which must always be kept in mind and are the same for every group, the means indicated vary in nature and authoritative force. Some of them, like the local council and the community assembly, have a fixed juridical structure; others, like conferences, "good nights", periodic verifications, and the provision of information, are more flexible and can be adapted to concrete circumstances.

62.1 Practical Criteria

223. Article 66 of the Constitutions can provide a starting point for our reflections and indicate certain points of particular interest to us: "In matters of importance we seek the will of the Lord together in patient brotherly dialogue, with a deep awareness of shared responsibility. The superior exercises his authority by listening to the confreres, encouraging all to make their contribution and promoting a union of wills in faith and charity. He concludes this phase of searching in common by making appropriate decisions. These will normally emerge from a convergence of the views expressed." The religious community, which is born of the Word of God, nourished by faith and expressed in charity, is not just an ordinary human group like any other. What we have said so far is a proof of this and the consequences (the appropriate decisions made by the superior) confirm it. But it is a human group as well, and as such makes use of practical criteria common to every group: "listening", "encouragement to take part", "convergence of views".

224. The Constitutions suggest the fostering of community animation in three of its constituent phases:

* at the time of observation and analysis when the difficulties, desires and needs emerge and are expressed.

In this phase you are the recipient of the information which you are given and which you yourself have instigated. At this point, your job is to observe and listen. In your analysis all you do is make a systematic appraisal so as to assess how much of what is being said belongs to the realm of ideas, how much is mere feelings, and how much is conditioned in various ways by circumstances.

This observance and analysis will give you an objective picture of the environment, and also of how each of the confreres sees it, his own place in it, and what solutions he suggests for the problems put forward;

· at the time of exchange of views, in which the greatest possible number of confreres should express their views, with due regard for their different roles and degrees of responsibility. As far as possible they should concentrate on problems which are of more or less direct concern to everyone, and especially to those responsible for the various sectors of the community's activity.

· The purpose of this phase is to promote an adequate knowledge of the problems on the part of all, so as to give rise to convergence, unity and corporate action;

· at the time of creativity, i.e. the adoption of a plan which will normally emerge from the convergence of views and become concrete in practical application.

225. The three phases of the process are mutually interconnected, and must necessarily be so. Together they form a system, and according to their presence, absence, or the way they are linked, they make possible an understanding of various concrete situations (not always easy to bring about in the community) and the causes which give rise to them. And so, for instance:

-
if the first two phases were present without the third:

· a lot of commissions and study groups would be set up with lots of meetings, and a most lucid analysis of the situation would be forthcoming;

· but no concrete and concerted action (even on a small scale) would emerge and be followed up.

Little by little interest would be lost, and sarcastic remarks would be made about "meetings" and "study days" which "never lead to any results".

· if the first and third phases were present, but the second omitted:

· you would finish up with a well made analysis and a plan of action to meet the situation;

· but it would be the product of a single imaginative person, and of hardly anyone else. The resulting action would be without a broad basis of support, and would be fragile as regards success: there would be widespread criticism, frustration, jealousies aroused, and a lot of grumbling.

-
if there were participation and creativity but without the first phase of constant observation and analysis:

· there would be some interesting pedagogical activity, but without much impact on the real situation, because of the fact that the latter was analyzed once in the past, but not constantly checked afterwards;

· because of the lack of regular assessments and taking stock of the situation, the real needs would be lost sight of, and action would be lacking in dynamic thrust.

These are indications which can provide a valuable source, both for giving a well-chosen boost to animation and for detecting the causes which may be at the root of difficulties, so as to obviate them.

62.2 Conferences, Meetings, "Good Nights"

226. We read in the Regulations: the rector "should encourage meetings and events which contribute to brotherhood, updating, and relaxation";14 and more specifically: "Basing himself on Salesian sources and by means of common spiritual direction, conferences, good-nights and informal meetings, he should take care that the community becomes deeply imbued with our spirit and lives it in an intense way. In addition, he will see to it that official documents of the Church and the Congregation are brought to the knowledge of all the confreres".15

Conferences, formal and informal meetings, and good-nights are indicated as efficacious means for stirring up in the confreres a taste for prayer, for keeping the family spirit alive in a climate of brotherly communion and friendship, for promoting the practice of kindness which is the secret of the Salesian spirit of education, and for ensuring the shared responsibility of all for the fulfillment of the common mission.

These are first-class occasions and must be in no way undervalued. You must feel the serious responsibility that you have with respect to them. The complexity of our works, our rhythm of life, the diversity of the services we provide, sometimes make it difficult for some confreres to be present at moments of communal prayer. Demands of the apostolate tend to accelerate the tempo of our life and prevent us from spending a lot of time together. In such a context, other forms of communal encounters acquire a decisive value. In many places the practice has been introduced of a weekly community encounter with time for reflection, exchange of information, expressions of brotherhood, and concelebration. If such a practice is well organized, it becomes an enriching stimulus, and can provide the best setting for your conferences and communications. Let their preparation be accompanied by reflection and prayer on your part, and try to base them on Salesian sources16 and on the Church's spirituality.

The present Regulations do not go into details about frequency and procedure. This does not imply any intention of abandoning the tradition (dating from Don Bosco's time) of two conferences each month to the confreres and at least three conferences a year on the preventive system to the teaching staff. There you have an indication of what the content and procedure should be, but this has been amplified in more recent times.17

In view of this wider extension, you can seek the aid of your direct collaborators, but remember that the primary responsibility is always yours.18 The choice of outsiders to substitute for you should be preceded by careful thought and should not become a regular practice.

A. Conferences

227. Following a tradition that goes back to our origins, the conference at the monthlyretreat can be entrusted to other confreres who may be particularly well qualified and acceptable to the community. But because this is one of the "most important" conferences",19 be very careful to see that it be done well. Invite the Salesian you want a long time ahead. Agree with him on what he is going to talk about and how he will approach the topic; and let the confreres know the necessary details beforehand so that they will be psychologically and spiritually prepared.

The conference which takes place halfway between the monthly retreats you should normally reserve to yourself. It will give you the opportunity of passing on any decisions made by the provincial, of presenting and commenting on the Acts of the General Council, of drawing attention to any important document that may have been issued by the Holy See, and of referring to matters concerning the running of the house.20 Don Albera says that this conference should be "more like a family conversation".21

In his Confidential memoranda, Don Bosco refers to pedagogical conferences: "Talk with them (i.e. the teachers) often, either individually or as a group in special conferences."22 The frequency was fixed later by tradition as "at least three times a year". The rector should not omit these conferences, but neither should he dilute them with useless moralizing. He should not confuse them either with the contributions that can be made by experts in pedagogy. These latter may be useful and even necessary, but they are not the same thing at all. Because of your office, the assessment you are able to make of the progress of the local educational plan, and the confidences people entrust to you, you are in fact the best person to indicate objectives and limits, and to suggest a course to be followed.

B. Meetings for Updating Purposes and for Studying Points of Salesianity

228. Article 175 of the Regulations refers to encounters and meetings which allow the community to become deeply imbued with our spirit and to live it in an intense way.

Our present-day culture is continually producing new topics and problems which touch our lives either directly or indirectly. Meetings of this kind, if intelligently organized and conducted, foster community feeling and the acceptance of new ideas; they hinder intellectual sclerosis and help us to keep up with the times after the example of Don Bosco.

Their success depends to a large extent on the spirit of initiative and creativity which is shown. Foster them; encourage them. Arrange matters so that Salesian information of more general application and appeal are diffused through the modern means of communication be given proper importance.23 But let the first place be always given to the liturgy and prayer.

229. You will have to be careful about the amount of time you allot to initiatives of this kind in the overall programme, and see to it that everyone plays an active part in organizing them, otherwise you will find that you cannot cope with the work involved; but while bearing this in mind, remember too that you cannot abdicate from your role of authorized mentor of the community.

In some communities, no great difficulty is experienced in drawing up a well-organized and complete programme, but there are others which may have only few members and even these may be scattered over a wide area. In this case, it will be up to the provincial to find some way of bringing them together from time to time to experience the joy of being in each other's company and have the benefit of an uplifting talk. On their side, rectors and confreres who are compelled to live in isolated circumstances (as for instance in some missionary situations) should remember what St. Paul says: "God's strength finds its full scope in your weakness."24 But it is still the duty of rectors of regular communities to keep spiritually close to these isolated confreres and give them whatever concrete help the industrious charity of Don Bosco's sons will certainly know how to offer to those who need it most.

C. The "Good Night"25

230. Times have changed so much since Don Bosco's days, and the rhythm of life varies so much with our apostolic work, that the "good night", which "every evening after night prayers before the boys go to rest, the rector or someone in his stead" shall address to the pupils and the assembled community,26 encounters particular difficulties. In many of our modern works, activities of different kinds succeed one another so incessantly that there is a real problem about finding a place where the "good night" can be inserted. In a meeting of the Superior Council in 1884, feelings were running high because things at Valdocco were not going well. And at a certain point, Don Bosco came out with this statement: "The goodnight talk is the master key to the running of the house. A very great deal, if not everything, depends on it."27 Perhaps there is overemphasis in that, but it is beyond question that his intuition of saint and educator and his long experience had convinced Don Bosco that the "good night" was one of the secrets of his work of education. It was to be brief; "never let it exceed two or three minutes", he said,28 and it was to deal with some fact or event that had occurred in the house or elsewhere and could be used to provide grounds for a piece of advice or for some reflection to highlight the Christian sense of the event.29 Don Bosco wanted the boys to learn from life and from the happenings in their own little world.

But he was equally concerned about the tone and special atmosphere that ought to characterize the "good night". The last encounter of the day was to close with a fatherly word, which might include, if necessary, some merited but kindly reproof, which would remain in the mind. Father Ceria notes that the tone was given by "the facial expression and voice inflection which revealed the speaker's feelings. It was a loving father having a last word with his sons as he wished them 'good night at close of day and looked forward to seeing them again the following morning happy and refreshed by sleep."30 The fact that the whole community, superiors as well as boys, were present for the "good night" gave it a real family touch, and this is the precious heritage that Don Bosco has left to his sons and which must not be allowed to disappear with the passage of time, even though it may need to be adapted to different circumstances.

In practice, the "good night" should be given at the close of day where this can still be done, and for the confreres it is very often possible. The rector should use it in the way Don Bosco did. When on the other hand, the youngsters leave us in the early or late afternoon, valuable use can be made of substitutes like a "good morning" talk when the boys arrive in the morning, or a "good afternoon" before they go home.

62.3 The Local Council and the Assembly of the confreres

231. The local council and the assembly of the confreres constitute two organic and fundamental expressions of participation and shared responsibility in the animation and government of the local community. It is the rector's task to see that they function in the most effective way possible.31

But in addition to what is laid down by our Salesian particular law,32 their functioning depends very much on the community's size. It is one thing to govern and animate a community of few confreres with a simple family style of life, and quite another to do the same for a big community with complex laws and relationships which tend to produce a very formal kind of organization.

It is not just a question of numbers, but also of quality of life. A community of ten confreres can live in a way which brings it closer to the organization of a large scale body than of a small group. Similarly, the rector of a community with only a few members can run across difficulties for an analogous reason; there are confreres, for example, who are not made for living in small groups, but who fit quite well into bigger communities. A certain maturity is needed to live in a small community with the ability to adapt to the group climate. A religious entirely wrapped up in his own work and with no sense of social awareness would find himself out of place in such a group and would make life difficult for everyone else.

In the government of a small community there can also be the tendency, maybe only tacit or implicitly accepted, to decide everything by common consent, and the rector is not looked upon as the superior and centre of unity. A situation like this, unless it be recognized and opposed, can have serious consequences on the quality of Salesian community life.

A. The Local Council33

232. The importance of the circumstances in which the local council is called upon to make decisions will not have escaped you.34 Its authority and function are set out in the Constitutions and Regulations.35

But participation in the government of the community36 means sharing in authority in the Congregation in all its expressions. Article 121 of the Constitutions points out the pastoral aspect of authority. The reminder is opportune because it is easy to forget the pastoral aspect and concentrate on administration. A council concerned about being pastoral in its work will make a frequent assessment of the overall situation of the community; it will consider opportune directives for the various pastoral sectors; it feels a direct commitment and responsibility for all the community's activities. The necessary solidarity is an indication of the spirit which must inspire the council's work;37 it is a concrete sharing of responsibility, which extends to choices and content.

B. The Assembly of the confreres38

233. It is an assembly which coordinates communion and its commitments. It is an assembly which coordinates the community aspect of the work, not by settling every little detail but by deciding on the main lines to be followed with regard to the "principal questions which concern the community religious life and activities", in the words of art. 186 of the Constitutions.

It is a meeting of all the Salesians of the local community.39 It is also the point of convergence of their feelings and spirit.

It is an assembly dedicated to a common search for God's will, under the guidance of the superior. In this manner, the way is opened for community obedience and there is a common commitment to apostolic action.40

Its powers to elect a delegate to the provincial chapter, and in certain circumstances to elect a member or members to the local council are well known.

The Regulations ask you to see that it functions properly, and this is not always easy. The need for constant attention and openness of mind necessary for communal dialogue, the frequency of meetings, the desire for a more streamlined and efficacious way of working, sometimes hold back the participation of the confreres or else lead them to get through a meeting as fast as possible. Prudently and perseveringly you have to help them to regain interest in these meetings, adopting the criteria indicated, and to accept the sacrifices implicit in all communal relationships.

C. A Word of Caution for the Rector

234. These organisms give strength to the pastoral commitment of all the members and foster communication and communion among confreres. But if they are to succeed in their purpose there are certain points that you need to keep in mind:

· Be sure to make known in good time such details as the place, time, and agenda of the meeting, and who is going to attend it.41 This should be done even in small communities.
· See that the conditions for the meeting are favourable from a material point of view, with a convenient arrangement of furniture, etc. for those taking part.
· Be aware of the psychological effect of your own contribution to the meeting, which can be crucial. Do everything possible to enable the confreres to get any aggressive feelings out of their system in advance, so that the meeting can begin in a climate of prayer and listening. Begin with a few simple words of introduction and welcome, and it is a good plan to ask some other confrere to chair the discussion. If you preside and do this yourself you run the risk of seeming to impose your own ideas. Whether the confreres agree with what you say or not, they will feel even unconsciously that what you have said must be accepted. In any case, after the point to be discussed has been clearly stated, do not be the first to give an opinion. Be there as a "brother among brothers" and listen attentively. When you speak, the others should realize that the rector cannot lay aside his authority and cannot ignore the more complete overall view of all aspects of the matter that he may have. What you have to say at this point will not be the making of a decision (unless in some special cases you want to act differently), but it will always be authoritative.
· Realize that what is actually said may well represent only the tip of an iceberg. From what is said you must try to deduce the underlying personal and collective needs, even those imperfectly understood, and if you are presiding you must try to bring them out and clarify them. The ability to listen and reformulate ideas in this way is not something that comes spontaneously. It often requires considerable effort to understand others and to resist giving the facile answer that we may imagine the confreres are expecting from us.
· Rather than let a discussion develop into a dialogue between you on the one side and the rest of the group on the other, promote dialogue between members of the group themselves. When you speak yourself, speak to an individual and not to the whole group.

· Prepare yourself with a good store of patience. It may be that the urgency of a decision that has to be made is out of all proportion to the languid pace of a group discussion that Is taking place. And indeed there may on occasion be real urgency. But be careful not to create a fictitious urgency to get rid of some problem by giving it a "paper solution". It will only come back later, and in a more difficult form.

62.4 Community Evaluations

235. Among the principles and criteria that must be kept in mind in the exercise of authority, the Constitutions emphasize participation and shared responsibility. Article 123 states: "Our common vocation requires the responsible and effective participation of all the members in the life and action of the local... community, not only in terms of implementation but also of planning, organizing, and evaluating, according to their respective roles and competence."

Among the important occasions and expressions of participation and co-responsibility are the evaluations of community life in its various aspects. The Regulations refer specifically to the active part to be, played by the confrères in the drawing up, realization and subsequent revision of the pastoral and educational plan,42 in reviewing the life of prayer,43 and of poverty.44 In its practical directives, the GC21 laid down that there should be an evaluation of the life of the community and its pastoral plan,45 the "scrutinium paupertatis",46 an examination of the fraternal style of life,47 and an appraisal of the prayer life.48
We refer now to the two evaluations explicitly laid down by the Regulations: the "scrutinium paupertatis" and the "scrutinium orationis".49

A. The "Scrutinium Paupertatis"

236. "The community, whether local or provincial, should examine at intervals it considers opportune, its own state of poverty, both as regards its collective witness and the services it renders, and should study the means to ensure a constant renewal".50 The GC21 recalls the purpose of this examination: to better ensure and foster a greater sensitiveness to evangelical poverty, and one of its main aspects: work as an expression of it.51
There are two periods of the liturgical year which provide a stimulating context for this evaluation: Lent and Advent. These are times when we should be more conscious of the fraternal solidarity which binds us together, and should give more urgent and practical expression to it through the offering of our sacrifices.

Of the two aspects proposed by the Article of the Regulations for examination by the community, the community and the structural ("the services it renders"), we shall comment on the second, since less attention is usually given to the structural aspect of poverty.

A general principle applicable to all structures is: "Structures must be at the service of the community and of the individual members, so that they may be able to faithfully fulfil their vocation".52 They are therefore of particular importance in the practical field. They can facilitate or obstruct renewal, because they formulate and transmit the common lines of thought and action.53 They need animation and orientation, and it is part of your service to be the guarantor of both within the community. Economic structures should be both functional and fruitful.54

237. - To render them functional you should keep in mind the following four guidelines which are simple but effective:

- Maintain a proper relationship between administration and poverty: a scrupulous exactness in sound administration is a guarantee of both individual and collective poverty.55 In a circular letter of Don Bosco in which he gives practical examples, he speaks of "economy in everything, saving whatever we can, but without exaggeration".56 Poverty is more than just doing without things.

· The aims of the Society come before temporal goods. "In all their activities, the members will look upon temporal goods as a means for attaining the specific aims of the Society".57 This means in effect that the fundamental reason for undertaking some activity or work should be linked with our mission, and not based solely on economic grounds.

· The consciousness of being custodians of the goods of the Church: "Those in charge of the management of such goods ... will act as custodians of the goods of the Church, and will not allow any arbitrary or personal use of them".58 There is often a tendency to carry out administration as though it were a personal matter, and sometimes this leads to quite arbitrary ways of doing things.

The rector should remind the local economer of the obligation of dependence on the superior and of agreement with the local council.59 In communities with a large number of confreres or with a great deal of work, it is well to form a commission or consultative group to study economic and administrative problems. This greatly facilitates the development of a serious and unselfish spirit in administration. Undue attachment to material goods drives a wedge between our Salesian mission and young people.

· An efficacious relationship between material goods and the witness we give. This witness falls under the "functional" heading because poverty, lived willingly and openly, will "draw down the blessing of God on the Society" and "stir up benevolence among men".60 We are not working or practising austerity and poverty with a view to getting the "hundredfold in this life", but what Don Bosco says of religious institutes is very true: poverty is their true wealth and the source of their prosperity. Of our own Congregation he said: "When the desire for ease and comfort grows up among us, our pious Society will have run its course."61
238. * The fruitfulness of economic structures arises from their right functioning, which has its effect on the community religious life and on its apostolic mission. What stands in the way of this is that religious may "attach themselves anew to those things from which they have detached themselves by their vow of poverty, make misguided use of them, be incapable of appreciating the intricacies involved, or waste them through lack of understanding or due preparation, or through neglect or abuse".62

One must also be especially careful about improvization in administration or a haphazard approach. To this end, you should pay some attention to the working of those organisms of the community more directly concerned with economic programmes and annual budgets and estimates; the assembly of the confreres for the general lines to be followed in the financial sector; the local council when there is question of decisions foreseen by the Constitutions,63 and the consultative commission for economic matters where it exists.

In this same connection, you should maintain a continual link with the provincial office and with the financial and administrative sectors of the office of the provincial economer, to avail yourself of their help in matters which may exceed your own capabilities, and for the further preparation of those working in this sector in your own community. Finally, you should frequently remind your immediate collaborator in this field of the religious value of the service to which he has been called by obedience.64 It is something which is easily forgotten.
B. The "Scrutinium Orationis"

239. The rector, say the Regulations, "should programme with the community the best way of carrying out and periodically reviewing the community expression of its prayer life, allowing scope for opportune initiative".65 The GC21 is more specific; it says that they should evaluate "its apostolic dimension, the forms it takes, its content and the participation in it of the confrères".66 The same General Chapter provides for this purpose a series of useful and important questions.67 They are concerned with items we have already considered and which refer to the spirit and perspective of the SGC in its approach to prayer: "Prayer enables us to discover the living meaning of our adoption as sons of God. It is the basis of our apostolic service directed to all men, our brothers, and particularly toward poor and needy youth. Precisely because we are sons of a common Father, we are brothers and servants of all."68

There is question here of the asceticism which makes us "contemplatives in action".69 You can find in these pages of the Acts of our General Chapters the key for bringing together our charism and apostolic sense with the forms and content of prayer, so as to develop a valid and positive desire for the scrutinium orationis and convert to your way of thinking others who may consider Salesian prayer not sufficiently characteristic and of doubtful efficacy.

It may well be that our communities have not yet had sufficient experience of Salesian prayer as it is envisaged by today's Constitutions.70

C. Community Discernment in the Light of the Word: "Revision of Life"

240. Submissive to the Spirit, the Salesian community makes a continual effort to discern the Lord's will through events interpreted in the light of the Word. We have already spoken of various times that have been laid down, and of means and examples of programming and evaluation, but the community's discerning approach can find other occasions too for close attention and for calm and mature assessment.

God keeps our community united by His Word,71 and for us "the Word, listened to with faith, is a source of ... light to see God's will in the events of life, and strength to live out our vocation faithfully".72 And so, "docile to the Spirit and attentive to the signs He gives us in the events of each day, we take the Gospel as our supreme rule of life, the Constitutions as a sure path to follow, and the superiors and the community as day by day interpreters of God's will".73 The community becomes transformed into a brotherhood which seeks and discerns: "In matters of importance we seek the will of the Lord together in patient brotherly dialogue, with a deep awareness of shared responsibility."74
To read and together look again at events, situations and attitudes in the light of the Word and of the guidelines of the Church and the Congregation, is certainly a significant practice and one which can have a great formative influence in a community's life. The "revision of life" refers to this experience and suggests a method for carrying it out.
This is not a communal examination of conscience, and still less an accusation or a judgement. It is a case of looking at some facts in the light of the values of revelation or in a living relationship with them, in the awareness that these are the things that give the ultimate true and vital sense to everything. The revision (re-vision = looking at again) is a particular way of emphasizing the strict relationship that exists between the situations in which we live and the mysteries of our faith and vocation. The situations are practical circumstances in which we find ourselves involved either as agents or witnesses; we cannot avoid them, and in them we are obliged to formulate a judgement and to take a stand.

241. The procedure consists of three fundamental and successive phases: appraisal, judgement, action.

· Start from something that has happened, or from some activity that has been carried out, or from the attitudes that were shown, and try to detect together the remote and proximate causes (personal, communal, and social) and the real or possible consequences now or in the future.

· Through listening to the Word of the Lord, the guidelines of the Church, of Don Bosco, and of the Congregation, in a shared attitude of deep attention (which supposes a heart that is free and willingly available, capable of silence and prayer), try to deduce from the values discovered and their deep significance how and where God enters into the matter.

· Commit yourself to collaborate with God's call, which has appeared through the discernment process, working with Him through personal and community commitment.

For carrying out the revision of life it is important that the setting be suitable and that sufficient time be available. And it is absolutely indispensable that the community or group concerned should be one with sincere and open relationships and whose members have decided to make faith the animating spirit of their existence and options. There Is no need to go here into other possible methods for the practice. The community could begin by reading what has been written on the subject and seeking advice from someone who has already had experience of it. The effort should be made to start it up and progressively develop it in such a way that it becomes an accepted normal community practice.

242. Many positive results can follow in its wake. The daily discovery of God in events and the revival of the faith dimension in daily work; a willingness to accept obligations; the application of precise and sure guidance based on a careful analysis of the facts in the light of God's Word; a spontaneous turning to prayer; a unified life in which work, Mass and meditation are no longer separated in watertight compartments: these are some of the many virtues which can enrich the lives of the confreres and will build up community.

Experience has probably shown you that some apostolic situations are not without risk. They need to be approached and studied by the "revision of life" method, and if this be done you can certainty hope for a consistent commitment despite the problems. Sincerity, reference to the Word of God, and the presence of wise and experienced confreres will soon bring to light any negative aspects that may be present; any easy compromises will be shown up, together with any risks stemming from the fascination of something new or something not allowed. The practice of entering more deeply into oneself and seeing the reflection of God's countenance brings about a new and evangelical outlook. The fact that we are all sinners and the awareness of our limitations open the way to prayer, and this is often the most useful result of the revision of life.

And so you can see that in religious communities this practice can be a most efficacious factor in the education of both the individual and the community itself. It can lead to a much deeper understanding of the meaning of one's mission and consecration. It is a constant means for integrating faith and life with all their ideas and values into a continual rediscovery of God in the events of daily life.

62.5 Salesian Information

A. Its Present State and its History

243. By Salesian information is meant up-to-date news about Don Bosco's apostolic project as it is being presently realized day by day in the different parts of the world; or in a wider sense it includes all information about Salesian happenings and reality as regards both their historical foundations and their significance.

Don Bosco gave a lot of space to "family news" right from the beginning of the first educative community, and then in the Congregation, in the Salesian family, and for the public at large. In the educative community, for instance, from as early as 1846 he used the "good night" among other purposes to give news of coming events; he did the same through the circular letters" which he began in 1867, when the Salesians numbered just 44 in only three houses and the Congregation had not yet been approved;75 the same again in the Salesian family, especially by means of the Salesian Bulletin (first published in 1877) which he wanted to be the organ of information about his apostolic work, and which was meant to reach all his friends scattered around the world;76 and he reached the general public through the Catholic newspapers to which he sent news, especially of events like the departure of missionary expeditions, so that the development of his work would become known and might attract sympathy, help and vocations.

244. Knowledge of this kind is of great importance. There is no people, and never has been, without its legends and stories. They constitute a patrimony, a common heritage in which both individuals and groups recognize themselves. But it would be quite wrong to undervalue the topical aspect as well, as though each individual could live on his own and be indifferent to the existence of a Salesian family working among the world's youth. As a matter of fact, adequate and up-to-date information increases awareness, strengthens the sense of belonging, and contributes to some extent to the feeling of importance and historical utility which is a precondition and psychological necessity for sure and efficacious action.

B. How to Use it

245. Your office enables you either to promote the flow of information by your diligence, or obstruct it by your lack of interest. You should make good use of the opportunities which appear spontaneously, and even create new ones; for instance:

· community spiritual reading could be made with a certain frequency on sources of Salesian information;
· conferences and retreat days;
· provision in the reading room and library for up-to-date Salesian books and publications, especially periodicals;
· a "Salesianity room" - a comparatively new development which is beginning to spread; this is really a setting in which can be gathered together everything that may serve to unite the community spiritually to Don Bosco, and remind the members of its specific mission;
· personal subscriptions to various publications for confreres who want them.

You should also see to it that Salesian information reaches our youngsters. The news they get through reviews, books and pamphlets, slides and documentaries, promotes missionary interest and activity in favour of countries of the third world. These are ways of promoting cooperation in our own initiatives which will lead the youngsters to greater collaboration within the context of the Salesian family, and a growing understanding of vocation.

Distribute books and reviews if you can, and especially the Salesian Bulletin among members of the Salesian family. You should be particularly solicitous about spreading the Bulletin. Make it your personal care to see that it reaches relatives of the confreres, cooperators, our benefactors and those who collaborate with the community in various ways (lay teachers and other employees, group leaders, catechists etc.); see that it gets to lay people and families involved as leaders in parish and oratory activities, to the parents of the better pupils (without going as far as a general handout to the parents of all the pupils); get it into the libraries and reading rooms of the various local associations; send it to the local religious and civil authorities, and to the business companies with whom you deal.
It is not difficult to understand the tide of sympathy and accessibility that a well produced Salesian Bulletin can provoke in our neighborhood.

C. Producing Salesian Information

246. It is a good thing now and then not to be satisfied with diffusing Salesian information obtained from other sources, but to produce some yourself.

· In some cases, it may be advisable to follow the example of Don Bosco and make use of the existing channels of information to make known facts concerning the work of your own community or Don Bosco's system in general. In some places, it is not difficult to get space in the diocesan or local newspaper, or even on local radio and television channels, on such occasions as the feasts of Don Bosco and Mary Help of Christians, the opening of the scholastic year, prize-giving ceremonies, the inauguration of new buildings, and other initiatives of a certain importance.

There are circumstances in which it could also be profitable to publish some periodical of the house itself. This is a modern and attractive way of keeping ourselves before the minds of many people who were friendly with us in the past, and are may be on the verge of forgetting us; it can reestablish old links and incite new collaboration. There is of course the considerable risk of putting into circulation just another periodical, poor both in presentation and content. Journalism at the present day is both an art and a science, with its own specific techniques; there is no place for the second-rate. And so you will need professional help; but would it be so difficult to find it among the friends of our work? Perhaps a journalist willing to help with his advice or give us a hand?

· In the community itself there may be groups or movements interested in making their work known by means of the modest but providential duplicator or photocopier. The rector should encourage such initiatives, insisting only that they be serious in intent and persevering in production. In point of fact, the Salesian family should welcome these more humble means of social communication, because from the time of Don Bosco himself they have always rendered the family a valuable service.

6.3 PERSONAL GUIDANCE OF THE CONFRÈRES: THE "TALK WITH THE SUPERIOR" AND SPIRITUAL DIRECTION

63.1 The "Talk with the Superior"

A. Don Bosco's Thought on the Matter

247. We possess an undated note, written by Don Bosco, in which he gives five norms for the smooth running of a Salesian house. The first one is: The rendiconto is "absolutely necessary".77
For Don Bosco, the talk with the superior is one of the "basic norms for Salesian houses".78 It is the "key to good order and morality".79 A superior, therefore, has to perform this duty with the greatest possible diligence; "never neglect this for any reason whatever, but do it without rushing and with care".80

Our holy Founder had a number of reasons for making such statements. Some of them are practical motives that pertain to our family spirit, to the proper running of the educative community, and to concern for the needs of individuals in the sense of having a special love for each confrere in accord with the pastoral charity shown by Christ himself.81 But the most important reasons are those of a supernatural kind. The friendly talk with the superior has its source in the climate of the Oratory, in the environment of simplicity and confidence that was created in the sacrament of Reconciliation and extended into everyday life, in the yearning for perfection and holiness which prompted the youngsters to confide to their superior "all their secrets, with the same simplicity and candour that a child has when it shows its mother the scratches, bruises, and wasp-stings it may have received".82

In Don Bosco's way of thinking, the talk with the superior was never meant to be a formal administrative operation. It was always a supernatural act, a particularly important moment in our lives as consecrated apostles. In our tradition, it was always linked with the monthly retreat,83 and considered a "powerful aid to progress in virtue",84 or more precisely an authentic schola virtutum, which contains "a portion of that holy infancy which is so recommended by our Lord, from which proceeds and by which is preserved all true tranquility of mind".85

248. Don Bosco assigns to the talk with the superior the role played by many spiritual helps which a contemplative religious finds in the peace and quiet of his monastery: "The rendiconto is specially helpful to us who have very little contemplative life."86 And Don Albera was right in line with Don Bosco's thought when he wrote: "The care and formation of his own personnel is the foremost concern (of the rector), and for this purpose there is no better means than the rendiconto.87 Its spiritual dimension takes on added meaning if you realize that it started as spiritual direction, pure and simple. Only later was a distinction imposed between the internal and external forum. This distinction gave rise to some rather strong tensions at the time, but now they have been happily overcome.

B. The "Talk with the Superior" at the Present Day

249. This, too, has been going through a period of crisis and renewal. It has been influenced by a new vision of authority, of fatherliness, and of interpersonal relationships; a new communal and spiritual sensitivity; the accumulation in the person of the rector of a multiplicity of roles and functions that tend to take him away all too easily from the care of his confreres and leave him no room for psychological and spiritual tranquility; and the rise of other forms of communication and animation.
The vicissitudes lived through and suffered by the Congregation, the appraisals made by General Chapters and the subsequent guidelines that were given, all bear witness to the falling off and crisis in this practice, and at the same time, the desire and need for communication and guidance expressed by the confrères and the importance they attach to it.

250. If we need to be further convinced of this, let us recall what the Constitutions and Regulations say about the usefulness, the duty, and the style of the friendly talk.

"Faithful to Don Bosco's recommendation each confrère meets frequently with his superior for a friendly talk. This is one of the best opportunities for dialogue, both for his own personal advantage and for promoting the good running of the community. In it, he speaks with confidence of his own life and work and, if he so wishes, also of the state of his conscience." That is art. 70 of the Constitutions. And the Regulations go on to say: "In an atmosphere of mutual trust every confrère should frequently see his rector to let him know the state of his health, how his apostolic activity is proceeding, the difficulties he faces in religious life and fraternal charity, and everything that may contribute to the welfare of the individual members and of the community. Let the rector consider as one of his principal duties that of being always available to receive and listen to the confrères."88

C. The Style of the Talk with the Superior

251. For Don Bosco, the talk with the superior came immediately after confession in importance as an expression of spiritual fatherhood and mutual confidence. He makes this declaration in his spiritual testament: "Let the rector do his very best never to neglect the monthly rendiconto, and on that occasion let every rector become the friend, brother, and father of his subjects."89
Within the intimacy of this friendly talk you must be conscious, like Don Bosco, of the fact that you are called to serve, and this kind of service is an art which is never learned well enough; it is a charism of the Spirit that has to be developed. The "talk with the superior" in itself does not exist. What exists is your personal encounter with your specific and individual confreres, in their diversity and the particular circumstances of their lives. Each person is different and you must understand him and deal with him as he is if you want the talk to produce positive results. The purpose of the personal talk with the superior is in fact to promote the freedom of the confrere, i.e. to help him to understand his own reality and his principles more fully so as to gradually be in a position to better organize his life of commitment to service. This entails on your part an ensemble of traits and attitudes which it would be most imprudent to neglect:

* Understanding, so as to adapt to the individual

252. As superior you are often in contact with your confreres, but for the most part these contacts are brief and for purposes of administration. The friendly talk is something quite different; it is an encounter which brings into play the values of Salesian life and the personal life of the confrère. It has to do with his virtues, attitudes, limitations, his successes and failures, his joys and sorrows, and his innermost needs. The friendly talk gives you the opportunity of "knowing your confrères one by one" as Don Bosco put it. We all have certain common traits, "but each person is unique because of his special characteristics and his own rhythm of growth; because of the influences to which he is subject and the abilities he is able to develop; because of the pain and joy that continually mould his character and the unique call which God gives him".90
Without praying, and always respecting the individual's freedom, you are called to enter this inner world, and you should do it with trepidation and confidence. You have to understand both the situation and the way the confrère sees and lives it. You must take into account his age and experience, his interests and his apostolic commitments. Regere animas est multorum servire morbus; wrote St. Benedict.

A generic type of talk with the superior in which what is said could be applied to anybody does more harm than good. God knows us and calls us by name.

· Knowing how to listen so as to reach a correct understanding
253. The rector must be a good listener. By all means help a confrère to express himself fully, but do not interrupt anyone. Find a quiet place where you will not be disturbed, and avoid doing anything else at all while a confrère is confiding in you. Do not cut in thoughtlessly and give the impression of being a person who knows it all and has all the answers ready made.
We read of Blessed Michael Rua that when he received a confrère he would lean towards him respectfully, fully attentive to what he had to say. Don Bosco used to do the same. Just to be able to express himself freely already gives a person a feeling of accomplishment. The craving to react immediately before your confrère has finished what he wants to say makes you run the risk of giving wrong answers because a problem has not been fully expressed.

· Knowing how to empathize with others so as to share their problems.
254. The rector must avoid making the mistake of dialoguing with a confrere on a purely intellectual level only, disregarding the level of feelings which is always much more prevalent. You should not be over-influenced by feelings, but the confrere certainly has a right to expect you to be present to him in a friendly, brotherly, and total way. You can well understand that behind words which betray a certain amount of tension there are needs and generous sentiments which call for understanding and guidance.
· Guiding the confrere
255. Don Bosco says, "In the rendiconto, the rector should become the friend, brother, and father of his subjects; he should give each one all the time he needs to say what he wants to say, to express his needs and his desires."91 It is a matter of putting into practice this procedure indicated by Don Bosco. In terms of the expectations of the confrere, the rector could adopt one of three attitudes:
· He might play the role of expert and reply to the confrere by giving him a definite opinion ("you are right" or "you are wrong") and trying to influence his decisions directly.
· He might refuse the role of expert and take an encouraging attitude, firmly convinced that the confrere can and must reach the point of being able to make his own decision.

· He might refuse the role of expert but collaborate with the confrere in a fraternal way as they explore together the principles on which the decision should be based; these principles will touch on the very meaning of the confrere's vocation.
Which attitude should the rector take? No single answer can be given, for situations vary a great deal. But it is possible to add a few thoughts on the matter:

· The rector cannot abdicate his role as one who directs, but the best way of directing and giving guidance is not necessarily by offering an opinion or advice, or by giving instructions.
· What is important in each specific case is to find a way of working out a practical synthesis between external guidance, the communication of principles, and the interior maturing of the individual.

· From this point of view, the attitude which best reconciles these two needs is one of collaboration, which has several implications:
>lt means being motivated by a genuine desire to understand a confrere's way of speaking, to think in his terms, to discover his world; in other words, to grasp what the situation means to him.

>lt means having a sincere trust in the confrere's ability to make his own decisions. Hence, it means renouncing any attempt of bringing him round to your own way of thinking and imposing your own values on him.

>lt means sincerely collaborating with him to discern what specific demands God is making on him, so that he may fulfill his calling.

This choice coincides with the fundamental points of the preventive system and with the ways in which Don Bosco's fatherliness was expressed. It is the ideal of a "helpful relationship". But on occasion, depending on the need of the one seeking this help and his personal characteristics and circumstances, it is possible to be directive to a greater or lesser extent, but without becoming authoritarian.

D. Topics for the Talk with the Superior

256. In accordance with the fatherly style of Don Bosco, there are certain specific topics to be touched on in the talk with the rector. They are indicated in the Regulations: "the state of his health, how his apostolic activity is proceeding, the difficulties he faces in religious life and fraternal charity, and everything that may contribute to the welfare of the individual members and of the community."92

* Health

257. The health of the confrères is one of the Congregation's most valuable assets, and it is your task to take a direct interest in the matter. Don Bosco did not recommend to us "penance and discipline", but "work, work, and more work",93 but he also said: "work certainly, but only to the extent that your strength will permit."94 And he told the rectors: "Get seven hours rest each night. You can make it longer or shorter by up to an hour when there is some special reason, and this goes for the confrères too."95 "See that the confrères are not over-burdened with work." "Let each one take care of his health ... so that he can do a great deal of work."96
Keep an eye on the confrères, therefore, lest they be imprudent and work to excess, and so become useless in their later life because they have worn themselves out in the earlier part. Always spur them on to work, but do not forget what Vatican II said: the present-day physical and psychological condition of people in general is not what it was.97 Certain concessions, which only a few years ago would have been considered unthinkable, are necessary nowadays for health reasons. It is often impossible too for all the confrères to follow the same rhythmic pattern of apostolic work. Some may have specific requirements in food, rest, or other needs. See that the community understands and accepts these individual requirements, and provide for them.

Take special care of confrères who are sick. Even though it may be inconvenient, go and see them every day if they are in the house, as Don Bosco would wish; and even if they should be in hospital, see to it that they have the consolation of frequent visits. A confrère should never have cause to complain that he received less spiritual care and had less concern shown for him than he would have received in his own family. Don Bosco wrote in his Confidential memoranda: "Be thrifty in everything, but make sure that the sick want for nothing. Nevertheless let all be reminded that we have made a vow of poverty."98

258. * Intellectual needs
In a society in which personal needs are becoming ever more specific and individual, the rector cannot overlook the needs a confrère may have as regards his intellectual life. His intellect should find adequate nourishment in initiatives provided by the provincial and the community. This is a sound and useful investment, while it would render no service at all to God's cause to let a confrere's intelligence atrophy.

In your friendly talks, try to spot needs of this kind and use suitable means to meet them. Try, as far as possible and with a modicum of shrewd foresight, to persuade confrères to take part in updating courses or meetings, and be generous in providing books for them and other aids of a cultural kind that will help them in their work.

259. * Spiritual needs
In religious life conflicts can arise from the presence of different opinions, unrecognized jealousy, differences in age, culture or experience, and even differences in level of virtue. In cases like these, a calm and peaceful discussion inspired by faith can often enlighten minds, remove misunderstandings, and restore peace.

Because of your office you will usually have a more complete overall view of many situations, but do not on that account undervalue the help that can be given you by quite humble confrères. There are some things in the house that only the rector will notice, but there are others that are known only by certain individuals. Listen to them, therefore, with due attention and show that you appreciate the contribution they make.

Difficult situations among a confrère's relatives are often a source of worry to him. The rector should share these anxieties and see what practical help he can provide, referring the matter also to the provincial if necessary.

260. * Needs which are not always obvious

"The rector should always remember to ask: 'Do you find anything in your work that upsets you and that could pose a threat to perseverance in your vocation?'99 This question would seem to indicate that Don Bosco was aware that a confrère might have needs of some importance which nevertheless he could not express very clearly.

In addition to what he has spoken about, you may feel that there are other needs that have not come to the surface: sometimes there is a need just to be himself, despite the kind of strait-jacket imposed by circumstances; the need to understand the reason for certain defensive or aggressive attitudes felt in his life so as to soften their impact and effect; to look on life and live it as something which lets him develop and expand because it puts him at the service of God's plan; to be satisfied in his need to feel himself loved. The rector should be able to divine the presence of such needs and help the confrère to mature in meeting them.

E. Frequency of the Talk with the Superior

261. The Constitutions100 and Regulations101 prescribe that each confrère meet "frequently" with his rector. Don Bosco had already said much the same thing to Don Lazzero in 1884: "Do not keep rigidly to the word 'monthly', but rather feel free to do whatever is productive of most good. In principle these talks could be quite lengthy, but often they turn out to be quite short. Many confrères will need the precision of once a month; for quite a lot of others every two months would suffice, but it should never be left longer than that."102 Chronological time does not always correspond with spiritual needs. An effective talk requires preparation, and this should be kept in mind and provided for. The whole business becomes much easier when the rapport between rector and confrères is marked by trust and esteem.

F. The Talk with the Superior and Asceticism

262. The personal rapport developed during the friendly talk is something which not only enables the confrère to mature and make progress, but does the same also for the rector. Communication brings change in its wake. How often it happens that the good points of his confrères stimulate a rector to do better himself! But the change is also the result of a long and patient ascetical experience which is not infrequently associated with these talks.

There is the type of confrère for whom the very fact of being face to face with his superior leads him to vent on the rector all the hostility he feels for other people; and there are even those who profit by the rector's fatherliness on such occasions for their own selfish purposes. Don Bosco had already regretted that it was possible for ill-feeling and bitterness to arise between rector and confrère, which "although not outwardly evident can continue for months and months".103 In situations like these, the rector "needs vast resources of patience or, better, boundless charity seasoned with St. Francis de Sales' recipe: kindness and meekness".104 Let him suffer in silence and offer the pain to God for the good of the confrère concerned. He should even be prepared to set aside some measure of his authority if by so doing a soul can be gained. 105

Be willing to hear the truth about yourself, even if it be unpalatable. "It may be mortifying to us to hear home truths from the confrères," notes Don Rinaldi; "maybe they seem to be denigrating the superior, but we must have the courage to let them say it, even in public, though it would be better in private. We must have the courage to acknowledge our fault and errors. How much hot blood can be cooled down in this way! How many misunderstandings can be clarified and set right!"106

G. The Talk with the Rector and Fraternal Correction

263. "The friendly talk affords an excellent opportunity for giving corrections, and even severe ones when necessary without giving offence".107 Don Rua and Don Albera are of one mind with Don Bosco on this point. The talk with the rector may indeed present the most favourable conditions for fraternal correction, but more usually it is not the ideal moment for this purpose. According to Don Rinaldi: 'The friendly talk should be a moment of cordial and amicable exchange, leading to better mutual understanding and collaboration."108 Corrections are best given when tempers are cool, "when the moment is opportune, maybe when you are taking a stroll with the confrère concerned; you can get in what you want to say in just a few words, changing the subject immediately afterwards so that it can be seen that as far as you are concerned it is a thing of the past and can be forgotten."109 This is an easy way of doing it, but do it you must.

The main points in which fraternal correction is most often needed are: individualism, a falling off in apostolic zeal, and a growing loss of the sense of vocation.

From prejudice and lack of trust it is easy to pass on to self-centredness, to pessimism, to the refusal of all responsibility, which is precisely individualism.110
There is no longer any serious commitment and we become content with the minimum. It puts an end to all originality and creative expression.
Individualism and the dropping off in enthusiasm bring about a kind of vacuum and sense of dissatisfaction which play havoc with the idea of an offering made to God, and this in turn gives rise to that dangerous lack of observance which obscures the Salesian's identity and can lead him to abandon a vocation which has been progressively emptied of its meaning.

H. Secrecy

264. The very nature of the friendly talk with the rector calls for rigorous secrecy and confidentiality. "Let the rector be careful never to reveal to others the faults a confrere may have, even when they may already know of them through other channels. Let it be obvious to his subjects that he is able to respect the confidentiality of what is entrusted to him. It only takes some small indiscretion to weaken and maybe entirely destroy the confidence they have shown him."111
For reasons inherent in your office, you may be asked by the provincial for your opinion on some confrere or other, and in such a case you have to give the necessary information objectively and responsibly. But it should be based exclusively on the external behaviour of the confrere concerned and on what others may say about him. Confidences that may have been given in private talks are protected by a rigorous secret: nihil, umquam, nulli.

63.2 Personal Spiritual Guidance

265. The Constitutions and Regulations lay great emphasis on the indispensable nature of spiritual direction during the period of initial formation. They make it clear what a big contribution it makes to vocational discernment and the making of mature options in life. In this context, they give details of the role and responsibility of the rector. The FSDB too deals with the same matter at considerable length. You should study these authoritative texts;112
Of more direct and practical concern to your ministry on the other hand are some aspects less comprehensively dealt with elsewhere and it is to these that your thought is directed here. But first, it may be useful to refer briefly to the spiritual direction of adult confreres.

A. Spiritual Direction of Adult confrères

266. The Regulations ask each confrère to maintain » his openness to personal and community spiritual direction.113 But is this to be practiced in the same way with adults and with young confrères? Adults have a mature awareness of personal value and responsibility; they have a greater sense of brotherhood and sharing; they are more easily reached by various forms of animation. On the other hand, one may frequently see in them a widespread need for discernment, for the examination and appraisal of their own vocational experience, since they are living it in a setting which is constantly changing and meeting new challenges. Evident in them too is the need for a deeper interpersonal communication to obviate temptations to internal loneliness.
With these situations in mind, and also because of the requests for clarification in the light of problems that arise from them, we offer you some relevant considerations:

267. a) The old saying, "the object of spiritual direction is to enable those who receive it to do without it", contains a lot of truth. The mature Salesian who observes his rule, who assimilates the community spiritual direction he is regularly offered (through such things as conferences, meetings about spiritual matters, revision of life, readings of different kinds) goes ahead without much difficulty on the road to the perfection proper to his state in life. Except in the case of those beset by chronic uncertainty or scruples, the kind of methodical direction proper to the first phase of formation is no longer appropriate. It should assume the forms and rhythm more suited to religious of this age, and in practice will become identified with the direction received in the sacrament of Reconciliation. At least for us Salesians, this is the legacy left us by Don Bosco and is confirmed by his own regular practice and by our own traditions.
Don Albera, writing to priests (but his exhortation is applicable to all confreres), says that even for priests "spiritual direction is indispensable." Naturally "the confessor who as well as being a judge is also a physician and guide, friend and father, and who knows better than anyone else our spiritual qualities and the whole panorama of our life, is in a good position both in and outside the sacrament to guide us in the path of spiritual perfection, especially when in our case he too is obliged to seek that same perfection and live in the same religious spirit".114 Even today, this kind of direction retains its value,115 and one may add that the talk with the rector, from certain points of view and in certain circumstances, can be a true kind of spiritual direction.116

And so you can see that an older Salesian, sensitive to the promptings of the Spirit and the example of Don Bosco, is not deprived of effective interior help, especially in the inevitable times of trial.

Without causing them annoyance, you should tactfully remind the confreres from time to time of these spiritual facts which are so greatly linked with our perseverance and spiritual enthusiasm. And do your utmost to ensure that all the confreres have easy access to skilled confessors who are really men of God.

268. b) To entrust oneself with simplicity to a spiritual director117 is one of the means indicated by the Constitutions for overcoming inevitable trials and growing in chastity.
Moments of doubt and second thoughts, which need an understanding and enlightening presence, can nevertheless invade the areas of religious life, apostolic commitment and vocational identity itself. Sooner or later, every rector will come across confreres with problems, and they can be both young and old. If he keeps his eyes open in a tactful way, the psychological insight of one who "seeks the good of all and harm to none" will help him to notice the trouble at its beginnings and deal with it, but this is by no means an easy thing to do. A confrere can suffer a crisis for any number of reasons, and behind it all there may be causes related to a delicate psychological balance or a disordered pathological condition. In this kind of trial, the whole community should play a helpful part, but the greatest responsibility falls always on the rector. At such times, you should be a real father and show yourself as such.

Even though the intervention of a specialist may prove necessary, do not think that this absolves you of your own responsibility. You have to use tact and delicacy in arranging the meeting with the specialist and obtaining the consent of the confrere; it would be hardly prudent to appeal to your authority in such a case. You have also to settle the details of the collaboration involved and agree on the extent of the professional secrecy to which the specialist is bound.118

This kind of help can be very valuable, but it must not be confused with spiritual direction: the latter works on a higher level. The responsibility for the choice of a vocation, for example, does not belong to the task or competency of the psychologist. Such a decision comes at the end of a process of discernment on the part of one who has the grace needed for this ministry.

B. Spiritual Direction of Young confreres

269. In presenting the formative process as an experience that must be guided and followed, our Rule of life refers explicitly to the need for spiritual direction when speaking of initial formation in general and the individual phases in particular.119 This codifies what had already been stated by recent General Chapters.

The SGC, in fact, referring back to the decisions of the GC 19, insisted that they be given practical application especially in formation communities and expressed the desire that the figure of the rector as a true spiritual director should be upgraded by the provision of serious preparation for such a mission.120

The GC21, at the request of provincial chapters, reminded rectors of the priority and urgency of their duties in the field of formation,121 and committed them expressly to spiritual direction in the different formative periods.122

Spiritual direction has come back into prominence, thanks to the urging of the Church's documents and concern about formation in seminaries and religious institutes, and especially about the formative process. But this revival is not just a simple return to the past. It stems from deeper analysis and a new understanding of spiritual direction. It is a renewal which concerns content and aims, revealed and transmitted in an experience of faith and witness; it involves a methodology updated by contributions of the human sciences and by the overall vision of the individual in continual development; it includes a style which is that of a friendly talk, respectful of the rights of each person, and of his ability to be creative and make his own decisions.
You are certainly not insensitive to these reminders. They are the fruit of the ongoing action of the Spirit in the Church, and of the innovations he unceasingly introduces by his inspiration and power, so as to renew the Congregation.

270. It may be that your ministry as guide of souls extends to the important and delicate field of personnel in formation; the term includes pre-novices, the temporarily professed, those in the early years of perpetual profession, and priests and brothers in their first years of apostolic work. From the time of Don Bosco, the Congregation has never tired of reminding rectors of their very serious responsibility in this formative task. At the present day, emphasis is rightly placed on the primary responsibility of the young people themselves, and on the paramount role of the formation community. But it is none-the-less true that you are still the obligatory point of reference, the "point of convergence of all orienting and coordinating factors"123 in the spiritual animation of the community and its members. The FSDB has put an end to any confusion in this matter by laying down clear principles and norms.124 You should enter upon this initiative of providing help with a clear awareness of its nature and of the demands involved.

a. Spiritual Direction, the Fundamental Point

271. The authoritative declaration of Paul VI will be enough to convince you of the truth of this. "No vocation can mature without the assistance of a priest. It cannot do so by itself. Very rarely can a young person understand God's call and see where he is going without the help of someone skilled in the discernment of souls and in reading the signs of the times. Spiritual direction is needed."125 It is needed in fact:

-for recognizing God's pointers

272. The environment is an essential factor in formation, but its real role is to provides setting in which the subject is free and open to guidance. What is important is to know whether and to what extent the person in formation is able to absorb and make his own the values and principles which are offered him. All aspects of the Salesian vocation, with their demands and objectives are the objects of spiritual direction, and the role of the confessor or spiritual director is crucial. These are, as it were, the sacramental presence of the Church and the Congregation which in this way aim at guaranteeing the formation of conscience. Their judgement is binding. Anyone deliberately sidetracking mediation of this kind or paying scant attention to the advice he receives in the case of real and serious negative indications, would place himself deliberately in a state of permanent opposition to God's will; a sufficiently adequate knowledge of the individual is obtainable by living together in the same environment and through dialogue and spiritual direction. In this connection, remember that the image of himself offered in the directional context by the one being directed is frequently more ideal than real. In every case, it is to some extent selective and partial, and needs to be completed.

- or trying out the vocation as a personal experience

273. The necessity of spiritual direction at the present day follows also from the principle of the priority of personal experience. If such experience is to be of any value a personal guide is needed who will help the individual to grow in the knowledge of God's designs for him, without giving way to facile expediency or irresponsible inertia. The Founder's charism is an experience of the Spirit transmitted to his own disciples so that they may live it, preserve it, and submit it to continual study and development.

The idea of an "experience" implies living the Gospel of Christ in a new style and with a new spirit. It produces a transformation through an inner impression which makes possible an understanding and assimilation of the ideals of the Salesian religious option. It is a question of continual dialogue, and one which normally requires the guidance and help of a spiritual director.126

Without detriment to the personal freedom of each one, in accordance with the mind of Don Bosco and our traditions, you will see very clearly why it is "eminently fitting" that the spiritual director be a Salesian and (especially for the young confreres in formation) that he be the rector of the formation community.127

· in times of difficulty

274. Theoretically, the formation process should proceed positively and harmoniously. In practice, there can be phases of uncertainty and even crisis, periods of regression, states of weariness and doubt, when a new fillip is needed for the interior life.

Psychology will have taught you the extent to which hidden motivations can influence decisions. And experience will show you that difficulties that had never previously appeared or that were thought to be solved, may suddenly show up at the most unexpected moments, as for instance on the eve of profession or ordination. We live m situations where scant attention is given to legal prescriptions and where different ideologies abound in the cultural and political fields. Whether they want it or not, the young confreres come up against philosophical, psychological, and pedagogical theories that test their faith; they meet life styles which are of little help for the acquiring of a sure Christian sensitivity. Their heads begin to turn under the welter of changes, and they find themselves having to make choices in situations they had never previously thought of, and in which their only possible guide is their conscience. In these cases, it is very difficult for the confreres to get sufficiently far away from themselves and their immediate problems to be able to make an objective assessment of God's will. ,

b. Attitudes and Methods when the Talk Involves Spiritual Direction

275. Spiritual direction is a meeting, human, and spiritual at the same time, with a skilled person which makes use of the means of Christian communication to discern God's will and adhere to it. It has the following implications:

· In you it calls for experience of God and the Salesian charism, a readiness to listen, due theological and psychological preparation, ability for discernment, and humility. You should also be conscious of the fact that what you are doing forms part of the vast picture of the universal mediation of the Church. Because of this, "just as men are usually saved through other men, so God also uses men to lead those who are called to a higher degree of sanctity to that goal".128 When you are engaged in Spiritual direction you are an instrument for discerning God's will, but you are not its repository. You have to seek it jointly with the person you are directing, and your task is really to interpret the signs through which it is made known. Your conclusions can never go beyond a prudent certainty which will always require careful verification.

The person being helped must have the desire to make himself known as he really is or thinks he is, and the willingness to be instructed and helped. He is seeking the aid of an expert because he is aware of the fact that he is not yet able to make a spiritual assessment of his own life, because he has only a confused knowledge of the deeper structure of an individual, and the reasons for acting in certain ways are not clear to him.

- Both you and the confrere you are directing must have a "sacramental" view of the process by means of which a new creature is born according to the Spirit, and divine life is transmitted, In olden days, spiritual guides were rightly called "bearers of the Spirit", and their function "spiritual fatherhood". 'The spirit of the disciple' says St. John of the Cross, "comes down from his spiritual father in an intimate and hidden way."129 To reduce the relationship simply to one of "brotherhood" or "friendship" would be to greatly impoverish it, but it is quite normal, on the other hand, for the relationship to develop into these attitudes without being limited to them.

-Which style of talk should be adopted?

276. Spiritual direction carries with it all the characteristics which derive from the Church's spiritual tradition and of the Salesian style of spiritual animation. This must be kept in mind.

It is neither desirable nor even possible to think of a single kind of encounter. Of the many models available you will choose the one most suited to the situation of the person concerned, to his environment, to the needs you foresee, and to the problems that come up for discussion.

You will naturally take care to avoid any emotional attitudes which could imperil objectivity and would be the anti-thesis of kindness; you will also avoid whatever smacks of authority or rigidity on the one hand, and over-familiarity on the other. But whatever model you adopt, it is essential that you do not pose as a psychologist but just be yourself, an instrument sent by the Church as a herald of the Holy Spirit; a guide, but at the same time, an authentic witness showing forth in your own life the values you speak of; an expert, as far as possible, in matters of the heart and a master of salesianity and holiness.

Avoid anything that smacks of discipline; leave that to your collaborators. Be gracious and welcoming; show trust and confidence, and you will receive the same .from others. Do not be in a hurry. It is quite possible to establish the right kind of rapport at a first meeting, but it may also require both time and effort. Wait and pray until the propitious moment appears. But if you can see that some particular confrere finds a special difficulty about giving you his confidence, do not be upset about it. Take the initiative yourself in persuading him to go to the confessor or some other confrere from whom he may be able to receive what he cannot get from the usual talk with the rector.

- Uncertainties and pitfalls

277. All spiritual direction is accompanied by a certain sense of partnership (two people joining together to seek God's will), a certain growing identification of the disciple with the master, a certain mutual donation of what each one is rather than what he knows or can do. No one can live an experience of this kind at any depth without being profoundly changed by it. And the process is not free from pitfalls and uncertainties. If, for instance, the two people concerned, are looking for mutual gratification (something that can sometimes happen unconsciously), the consequent identification will have purely negative results. The director links the other person to himself at an emotional level and the latter can no longer distinguish between the message itself and the one who is giving it, and he is led to accept it on sympathetic grounds or reject it through ill-feeling or resentment, without regard to its objective value.

Direction is expressed in terms of spiritual fatherhood. There is a certain divine aspect to it, but it also involves affective reactions and even unconscious feelings. Desires can arise from origins that are far from clear, and this can distort everything. A certain obstinate-persistence, certain rigorous interpretations of the Gospel or the rule, certain repeated silences are all indications of this kind of problem. No two spiritual experiences are identical; no two spiritual charismata are alike. But the danger of transferring your own experiences to the one you are directing, with your own tastes and desires, is a very real one.

Unless he can put himself in the other person's shoes, the director will get a distorted view of the situation and the spiritual freedom of the subject will be compromised. In the process of direction, it can happen more frequently than is commonly realized that the one directed unloads on the director emotions, positive and negative, that previously he had inflicted on others. It is important that the director keep his head and not be provoked into a mistaken reaction that would compromise the relationship

itself.

278. Despite these various hazards, remember that there is probably no more exhilarating pastoral experience than spiritual direction. It brings with it the joy of being able to observe the wonders wrought by the Holy Spirit in the hearts of the elect, and the similar joy of being able to help and accompany along their path persons who have given themselves entirely to God and who live in His light; the joy too of seeing them find their own style of evangelical life and live it in depth. But this joy has its price. It demands of you an attitude of continual purification and great humility, a deep spirit of prayer and great docility to the Holy Spirit; it calls for great discretion, sincerity, and patience. The only dialogue that really counts is that with God, and it is this that gives light and strength to the dialogue of spiritual direction.
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CONCLUSION

279. After reading all the foregoing you may feel strengthened on the one hand by the values inherent in the service to which you are called, and somewhat bewildered on the other because of the demands it makes on you.

To bring Don Bosco's fatherliness to life again at the present day and make of this your daily task, to enhance your humanity by a vital union with the virtues which the grace of God offers you in abundance: this is more likely to induce in you an immediate feeling of impossibility than confidence in your ability to succeed.

Your task of service will certainly weigh heavily upon you. You will suffer the tension that exists between the perfect freedom given by the Holy Spirit and the difficulties and limitations of yourself and your confreres. But your efforts at self-mastery will help you to acquire greater availability. You will understand what the Lord is asking of you, and you will be open in your life to the fullest extent that He is ready to grant this to you. This will enable you to help others rather than lord it over them. The discretion you show in dealing with others will prompt the strong to even greater efforts and will encourage the weak not to lose heart.

In this way, you and your confreres will be able each day to reach out anew to the Lord. The certainty that you are traveling with them and with the young towards the same goal, towards Him, will surely bring to your mind the words with which Don Albera closed his Rector's Manual. He had in mind Don Bosco's last message, and wrote: On his deathbed Don Bosco made an appointment with all of us: 'We shall meet again in heaven', he said. That is the souvenir he left us: he wanted all of us to be his sons. And I leave you a souvenir that goes with it: 'Make yourselves worthy sons of Don Bosco'.

7. JURIDICAL ASPECTS AND ADMINISTRATIVE DUTIES IN THE MINISTRY OF THE RECTOR

280. The great principles of charity inherent in the Salesian vocation automatically require juridical and administrative structures. The latter are a concrete setting in which these principles become objectively operative and have the strength which ensures the unity of the Congregation and its spiritual uniformity, which nevertheless can be expressed in different ways in different cultures.

The purpose of this appendix is to provide a schematic essential summary to remind the rector of the juridical aspects and administrative obligations of his ministry which support it and give to it objective authority and efficacy.

The synthesis of the Juridical provisions taken directly from the Code of canon law and from our own particular law will provide a useful compendium for daily practice.1

7.1 The Local Superior According to the Universal Law of the Church

281. It is desirable to keep in mind the essential points laid down by the Code with respect to the local religious superior. We shall first set out the canonical doctrine concerning the authority of the superior, and then the norms which relate to the exercise of this authority.

71.1 The Authority of the Religious Superior, a Gift of God Recognized by the Church

282. A convenient starting point for a consideration of the authority of the religious superior as presented by the universal law of the Church is found in can. 596, 608, and 617-618.

Can.596 occurs in the section which applies to all institutes of consecrated life, and it indicates that authority (of both superiors and chapters) is one of the characteristic and essential elements of every form of religious life. Can.608, speaking of the religious "house" and "community", puts among its essential elements its dependence on the authority of a lawfully designated superior. With this all tradition is in agreement.

Can.596,§1, repeating can.617, says that "Superiors and Chapters of institutes have that authority over the members which is defined in the universal law and in the constitutions."

The remote foundation of religious authority and obedience is the charism of the Founder, since it is from its nature as a society that every religious institute derives its "ius nativum" to its own juridical structure and to its "true autonomy of life and especially of governance".2 With the approval by the Church of the constitutions, the power of the religious superior becomes inserted in the ensemble of ecclesial authority and obedience; and the Church's universal law not only recognizes the power of the religious superior, but also indicates the characteristics and faculties it has for the attainment of the purpose of authority in the Church.

This concept is taken up again in can.617-618 to emphasize some prerogatives of the exercise of authority in the Church, which concern religious authority also.

Can.617 recalls that in the Church all "power" (potestas), including that of governance, is always an office or duty (officium-munus) and never an absolute or arbitrary power (dominium-arbitrium); and so whoever is given "power" or authority (potestas) does not become an autocrat but only an administrator, and an administrator must show fidelity and obedience to whoever has constituted him in office. And since the authority of religious superiors derives simultaneously from the Church and the foundational charism of the institute concerned, they must, says the canon, "fulfill their office and exercise their authority in accordance with the norms of the universal law and of their own law."

Can.618 goes on to say: "The authority which superiors receive from God through the ministry of the Church is to be exercised by them in a spirit of service. "This is in the first place a declaration that authority in the religious life' is a divine gift, i.e. religious authority has an essentially charismatic character; it is born of a gift of the Holy Spirit which calls many brothers to live an evangelical life in obedience to a brother whom they willingly accept as a spiritual teacher and leader; but at the same time it emphasizes that it is a gift recognized by the Church and is conferred by the Church on the superior, which means that the superior's authority is intimately linked with the Churchy ministry. Furthermore, it highlights a particular character of religious authority: it is defined and exercised according to the constitutions ("their own law"); this points to the strict connection between religious authority and the community which has been raised up by the Holy Spirit.

A commentary on these principles can be found in the document "Mutuae relationes".3

283. The second part of can.618, on the other hand, reminds religious superiors of their responsibility in the exercise of authority: "In fulfilling their office they are to be docile to the will of God...," and defines their specific task in a positive manner, "without prejudice however to their authority to decide and to command what is to be done". This expressly applies to religious institutes another fundamental principle or norm of the Church's life, i.e. that in the Church the exercise of power, in so far as it is an "officium-munus", is of its nature a personal responsibility. This is simply because the Church is of God, and it is to God in the last instance that an account must be given of every task in the Church, including that of authority. Consequently every authority in-the Church is of its nature a moral authority, and therefore necessarily personal. The universal law of the Church, in fact, speaks explicitly of the authority entrusted to superiors as physical persons, which they exercise in the name of the institute and of the Church itself. Collective organisms (councils and chapters) exist around superiors but they have precise purposes and limitations: councils assist superiors in the exercise of their authority (by giving their advice and by voting); chapters have specified powers (even supreme power in the case of the General Chapter), but they are limited in competence to matters expressly laid down by the Constitutions.4
Before ending these brief remarks about the superior's power it may be well to point out some other statements made in the can. 596 and can. 622 concerning its nature and extent:

a. In clerical religious institutes of pontifical right, superiors have in addition the ecclesiastical power of governance, for both the external and the internal forum.

b. To this power are to be applied the dispositions of can.131, 133, 137-144; these specify at greater length the manner of exercising the power of governance, and in particular the delegation of such power (can.131,§3); it is of interest to note that the power of the superior belongs also to his vicar (can.131 ,§2) (evidently in accordance with the Constitutions in the case of religious superiors).

c. The power enjoyed by religions superiors is inherent in their particular office, and as such is determined by the specific responsibility given to them by their own law.5
284. 71.2 Particular Characteristics of the Religious Superior's Authority

Can.618 and 619, both of them theological and pastoral in character, describe the essential elements and nature of religious authority and the manner of exercising it. They will well repay a detailed examination.

* Can. 618 states: 'The authority which superiors receive from God through the ministry of the Church is to be exercised by them in a spirit of service. In fulfilling their office, they are to be docile to the will of God, and are to govern those subject to them as children of God. By their reverence for the human person, they are to promote voluntary obedience. They are to listen willingly to their subjects and foster their cooperation for the good of the institute and the Church, without prejudice however to their authority to decide and to command what is to be done.

It will be noticed that a big part of this canon is taken literally from n.14 of the conciliar decree "Perfectae caritatis" The main ideas expressed can be summed up as follows:

· After a brief reference to the charismatic and ecclesial nature of religious authority (as already stated), this authority is immediately placed in the spirit of service, which characterizes all authority in the Church: this evidently refers to Vatican II's insistence on the service of authority after the example of Christ "who came not to be served but to serve".6 In particular, the canon emphasizes some significant elements whose faithful observance will ensure that superiors do not appear autocratic in their use of power, but as truly "docile to the will of God", i.e. in a sincere spirit of faith and love:7
· brotherly fatherliness in the first place: "They are to govern those subject to them as children of God", of whom they themselves are also children; their task therefore is not to lord it over their subjects as masters, nor to substitute themselves for the love of God the Father but, as a brother among brothers, to make visibly alive the love with which God loves his children;

· esteem for the responsibility of his subjects: "By their reverence for the human person they are to promote voluntary obedience"; this is the case when the superior arouses also in his subjects an obedience and adherence "in a spirit of faith and love", and not merely for logical, psychological, or sociological reasons;

· dialogue: "They are to listen willingly to their subjects, and foster their cooperation for the good of the institute and the Church"; it is a matter of a real dialogue, one which is serious and carried out in faith, in the conviction that no one can consider himself the only or special channel linking the community's mission with God's will, but that on the contrary he is able and obliged "to discover and carry out that will in the course of his daily routine by humbly placing himself at the service of all those who are entrusted to his care in the office that has been committed to him and the variety of events that make up his life".8
285. * Can. 619 is closely linked with the preceding one: "Superiors are to devote themselves to their office with diligence. Together with the members entrusted to them, they are to strive to build in Christ a fraternal community, in which God is sought and loved above all. They are, therefore, frequently to nourish their members with the food of God's Word and lead them to the celebration of the liturgy. They are to be an example to the members in cultivating virtue and in observing the laws and traditions proper to the institute. They are to give the members opportune assistance in their personal needs. They are to be solicitous in caring for and visiting the sick; they are to chide the restless, console the faint-hearted and be patient with all."

· Clearly indicated here is the primary purpose of religious authority, which is that of "building a fraternal community in which God is sought and loved above all". In the religious community, authority consists entirely in the function of the fulfillment of the mission entrusted to it by God and in the building of brotherhood: for this reason the governance of the superior, while remaining true governance, is essentially pastoral in nature. Can. 618 had already recalled that superiors must foster the joint collaboration of all for the good of the institute and the Church.

· If authority is founded on faith (the seeking and fulfillment of the will of God), it is clear that both its source and the principal means it uses are based on faith. And so the CIC makes frequent reference to the Word of God and to liturgical celebration: it is in contact with the living Christ that the community and individual religious find the underlying sense of their obedience.

· The last part of can. 619 indicates some elements of the style of exercise of authority, a style which nowadays is appropriately called animation. The CIC reminds superiors in the first place that by their example they are already governing (the apostle Peter warns them that they must be "examples to the flock"). And so they are recommended to take personal care of each confrère in the Lord, and to give special attention to the weak and needy: under this heading come the sick, those who are neglected and unloved, the timid and unstable, and especially the "restless", i.e. those in greater difficulty. Patience is specifically mentioned as an element in the exercise of religious authority.

71.3 The Vice-Superior

286. He is the chief collaborator of the superior in the personal exercise of his power. In accordance with can. 620, the vicars of those who govern an entire institute or a province of a part equivalent to a province (like a vice-province in our case), are also major superiors; hence, with the exception of any limitations that may be laid down by their own particular law, they enjoy habitually the same ordinary power of government as the superiors of whom they are the vicars.9

As far as the vice-rector is concerned, the above principle applies in accordance with what is stated in art. 183 of our Constitutions.

71.4 The Religious Superior Assisted by His Council

287. Can.627, §1 says: "Superiors are to have their own council, in accordance with the Constitutions, and they must make use of it in the exercise of their office."

This confirms a fundamental principle: although it is true that the authority of the superior is personal, he does not exercise it in isolation, but within and at the service of the community and its mission. The whole tradition of religious life has, therefore, considered important the task of a council which assists the superior, helps him in searching for the will of God, and supports him in its faithful fulfillment. The particular law of each institute, integrating the universal law, enumerates the cases in which the dialogue becomes a juridical obligation, and hence the superior cannot act validly until he has asked for the opinion of his council, or obtained its explicit consent in accordance with can. 127.10

71.5 The Appointment of Religious Superiors

288. Since religious superiors are recognized by the authority of the Church, the QC gives some general norms concerning the appointment of superiors at various levels. In particular:

· Can. 623 requires that superiors must be perpetually professed, and with a sufficiently lengthy experience after perpetual profession; but it leaves it to the Constitutions and the institute's own law to determine the number of years of such experience.

· Can. 624 lays down that superiors are to be constituted in office for a fixed period of time, and that the institute's own law is to make suitable provision so that they do not continue in offices of government for too long a period of time without an interval.

· Can. 625,3 requires that when superiors are appointed by the competent major superior, the appointment is to be preceded by suitable consultation: i.e. a responsible participation is asked for in the important business of choosing a superior.

* We may recall too the general principle referred to in Can. 626, which invites superiors in conferring offices, and members in electing to office, to avoid any preference of persons and have before their eyes nothing but God and the good of the institute.

It will be noticed how these norms concerning appointments, which are taken up and made more specific in our own law, have considerable importance for the "religious" exercise of authority and for achieving the purposes of the animation and government of the community.

71.6 Duties and Faculties of Superiors

289. After these fundamental principles a series of other canons describe some duties of the religious superior and some faculties which belong to his office. These evidently cover only some aspects; others, characteristic of the institute, are specified in the latter's own law.

The following is a schematic presentation of the duties and faculties of the local superior:

A. Duties of the superior

The Code records in the first place two obligations which concern the superior with regard to the spirit of faith which must guide him in taking up the office assigned him by obedience, and to the diligence he must show in fulfilling his task by ensuring his presence in the community.

· Can. 833.8 says that the superior, on assuming office, is personally bound to make a profession of faith, according to the formula approved by the Apostolic See.

· Can. 629 reminds superiors that they are to reside each in his own house, and they are not to leave it except in accordance, with the institute's own law.

· Can. 670 declares that "the institute must supply the members with everything that, in accordance with the Constitutions, is necessary to fulfill the purpose of their vocation"; it may not be out of place to point out that this duty revolves upon the one who represents the institute in the community.

A group of canons refer to the specific obligation of superiors to foster the community's mission, according to the institute's spirit. Under this heading fall the following canons:

· Can. 677, §1: Superiors and members are faithfully to hold fast to the mission and works which are proper to their institute.

· Can. 677, §2: Institutes which have associations of Christ's faithful joined to them are to have a special care that these associations are imbued with the genuine spirit of their family.

-Can. 678, §2: In the exercise of an external apostolate, which they cannot undertake without the permission of the superior,11 religious remain subject to their own superiors and must remain faithful to the discipline of the institute, both as regards the observance of their own law and participation in community life. From this follows the superior's duty to be vigilant and facilitate the fulfillment of this obligation.

· Can. 778: Religious superiors ... are to ensure that catechetical formation is diligently given in their churches and schools, and in other works in any way entrusted to their care.

290. There are also some duties of superiors more directly concerned with the ongoing formation of the confreres, who must be provided with adequate means for spiritual growth. Prominent among these are the following:

· Can. 661: Religious are to be diligent in continuing their spiritual, doctrinal, and practical formation throughout their lives. Superiors are to ensure that they have the assistance and time to do this.

Commitment to the ongoing formation of the confreres is one of the important obligations of superiors at every level.

· Can. 592,2: Moderators of each institute are to promote a knowledge of the documents issued by the Holy See which affect the members entrusted to them, and are to ensure that these documents are observed.

291. This is an aspect of the communion with the Apostolic See incumbent on superiors at all levels.

Special reference needs to be made to the sacrament of penance which is of the greatest importance as a help for the spiritual growth of consecrated persons. The canonical doctrine concerning the responsibility of superiors in this regard is based on the decree Dum canonicarum legum, issued by the CRIS on 8 December 1970, which exhorts religious to esteem frequent confession "by which one grows in self-knowledge, Christian humility is developed, spiritual direction of souls is fostered and grace made more abundant".

· In connection with the responsibility of superiors for their subjects in this regard, can. 630 gives a list which is clear and demanding:

Can. 630: 1. While safeguarding the discipline of the institute, superiors are to acknowledge the freedom due to the members concerning the sacrament of penance and the direction of conscience.

2. Superiors are to take care, in accordance with the institute's own law, that the members have suitable confessors available, to whom they may confess frequently.

4. Superiors are not to hear the confessions of their subjects unless the members spontaneously request them to do so.

5. The members are to approach their superiors with trust and be able to open their minds freely and spontaneously to them. Superiors, however, are forbidden in any way to induce the members to make a manifestation of conscience to themselves.

The canon touches clearly on the the question of the freedom of conscience of the individual religious, who are nevertheless invited to open themselves with trust to their own superiors. It should be noted however that the exercise of this right is not absolute but subordinate to religious discipline, and hence to the requirements of community life.

To complete the picture, can. 957 should be noted. It speaks of the right and duty of seeing that Mass obligations are fulfilled, which belong in the case of churches of religious institutes to their superior.

B. Some specific faculties

292. We reproduce those canons in which certain particular faculties are given to religious superiors. Prominent among them are those which concern the ministry of confessions, which are linked with what has been said already about the responsibility of superiors in this area.

a. Concerning the ministry of confessions:
· Can. 968,2: By virtue of their office, the faculty to hear the confessions of their own subjects and of those others who live day and night in the house, belongs to the superiors of religious institutes if they are clerical and of pontifical right, who in accordance with the constitutions have executive power of governance, without prejudice however to the provision of can. 630,4.

-Can. 969,2: The superior of a religious institute mentioned in can. 968,§2 is competent to give to any priests whomsoever the faculty to hear the confessions of his own subjects and of those others who live day and night in the house.

b. Other faculties in liturgical matters:
· Can. 911,1: The duty and right to bring the blessed Eucharist to the sick as Viaticum ... belongs, in respect of all who are in the house, to the community superior in clerical religious institutes.

· Can. 1179: Normally, the funerals of religious ... are to be celebrated in their proper church or oratory by the religious superior if the institute is a clerical one.

c. Some specific faculties for dispensing:
· Can. 1196,2: The following can dispense from private vows, provided the dispensation does not injure the acquired rights of others: ... the superior of a clerical religious institute of pontifical right, in respect of members, novices, and those who reside day and night in a house of the institute.
· Can.1245: The superior of a clerical religious institute of pontifical right can give  dispensation from the obligation of observing a holy day or day of penance, or commute the obligation into some other pious works, in respect of his own subjects and those who reside day and night in a house of the institute.

C. Particular duties of a disciplinary nature

293. In dealing with the superior's duties, we must also include same aspects of a disciplinary nature. Generally, the CIC leaves to major superiors the task of taking steps of a disciplinary nature or of beginning a process of such a kind. But "urgent" cases can arise, in which the Code entrusts to the local superior the task of intervening: these situations are described in can.665 and 703, which we summarize:

· Can.665: 1. Religious are to reside in their own religious house and observe the common life; they are not to stay elsewhere except with the permission of the superior...

2. Members who unlawfully absent themselves from a religious house with the intention of withdrawing from the authority of superiors, are to be carefully sought out and helped to return and to persevere in their vocation.

This canon addresses the delicate problem of religious who find difficulties in community life or for other valid reasons, and leave it.

Paragraph 1, contemplates the possibility of there being valid reasons for absence from the religious house, accepted by the superior. But the CIC states explicitly that if the absence is a lengthy one, explicit permission is required of the major superior with the consent of his council (who can authorize a member to live outside a house of the institute for a period up to one year).

But it is important to note what is said in the second paragraph, which is an invitation to superiors (beginning evidently with the local rector) to concern themselves in a kind way with confrères in difficulties so as to help them to persevere in their vocation.

· Can.703. In a case of grave external scandal, or of extremely grave and imminent harm to the institute, a member can be expelled forthwith from the house by the major superior. If there is danger in delay, this can be done by the local superior with the consent of his council.

This is evidently an extreme case. It should be noticed that the following are necessary:

· "grave external scandal": this exists when a grave crime has already become public knowledge outside the religious house, or has been committed in circumstances such that it cannot be prevented from becoming so.

· "extremely grave and imminent harm to the institute"; this remedy can be used only when the danger of harm is objective and cannot be met by any other means.

It is clear that in a case in which a local superior has to act in accordance with can.703, he must refer the matter at once to the major superior for the further steps that must be taken. In particular, he must draw up an accurate statement of all that has occurred, with the necessary proofs, so that the provincial may proceed with what has to be done.

D. Sanctions to which a gravely negligent rector becomes liable

294. The rector should remember that he too becomes liable to penal sanctions, including deprivation of office, according to law in the following cases:

· if he abuses his authority by gravely culpable acts or omissions (cf. Can. 1389,1);

· if through culpable negligence unlawfully and with harm to another, he performs or omits an act of ecclesiastical power or ministry or office (cf. can. 1389,2);

· if he unlawfully (i.e. contrary to the provisions of the canons or our own law) he engages in trading or business (cf. Can. 1392);

· if he gravely violates the obligation of residence (cf. Can. 629, and 1396).

A sense of responsibility in governing the community, full respect for the persons entrusted to him, the defence and fostering of the rights and duties which arise from religious consecration, are the main points in a service of authority intended to be carried out in accordance with the Gospel of Jesus Christ, our only Lord and Master.

7.2 The Rector in our Own Salesian Law (Constitutions and General Regulations)

295. A glance through the Constitutions and General Regulations (the two main books of the institute's own law) enables us to deduce the features of the rector (the local superior of the Salesian community), and of his authority and the manner in which it is exercised: in their essentials they follow the universal law, but are given life in line with the specific charisma of our Society. Don Bosco is seen as the model given us by the Lord for living the service of authority.

We list here in rapid succession the various points of our own law which concern the Salesian rector. It may be useful, in fact, to have a summary of the main points of the rector's duties and faculties, which have already been amply referred to in earlier parts of this book, but are presented here under their specific juridical aspects.

72.1 Service of Authority of the Salesian Superior

296. For a knowledge in depth of the figure of the Salesian rector, the first things to be kept in mind are the indications given by the Constitutions for all service of authority in the Congregation. They are summed up in the general principles and criteria contained in Chapter 10 of the Constitutions.

Art.120 asserts the canonical principle of the superior's personal authority: "Central, provincial, and local government is exercised with ordinary authority by a superior assisted by his council."12
Art.121: This is a fundamental article (corresponding to can. 618-619 of the CIC) which outlines the function of authority in the Congregation and the specific style in which it is exercised:13

· "In imitation of Christ and in His name, authority in the Congregation is exercised according to the spirit of Don Bosco as a service to brothers for discerning and fulfilling the Father's will.
· "This service is directed to fostering charity, coordinating the efforts of all, animating, orientating, making decisions, giving corrections, so that our mission may be accomplished". The style here described is completed by what is said in art.65 concerning Salesian authority and obedience.
· In the context of the specific nature of authority in the Society and in the light of our tradition, the priestly characteristic which distinguishes the Salesian superior takes on its authentic significance.14
Art. 122: Although authority in the Congregation is entrusted to the responsibility of individuals (with their councils), it derives at every level from the same source which is Don Bosco's charism, fidelity to which is confided in the first place to the Rector Major with his Council. Hence, this article emphasizes the deep communion between every superior and the Rector Major and the single purpose of the service of authority, which is the good of the whole Society. We know how much Don Bosco insisted on this unity.15

Art. 123-124: These two articles present some general principles which shape the exercise of authority at every level (though evidently in different ways): they are the principles of participation and shared responsibility (art.123)16 and of subsidiarity and decentralization (art 124).17

72.2 The Figure of the Rector According to the Constitutions

297. If we want an outline of the figure of the Salesian rector as it appears from the Constitutions, in addition to the texts already referred to which speak in general of the service of authority, we can find a collection of articles which deal specifically with the local superior, and which taken together describe his physiognomy, his duties, and how the duties should be carried out.

- Starting from an overall juridical standpoint, art. 176 says that the rector "is first in order of responsibility for the community's religious life, its apostolic activities and the administration of its goods."18 Art.175, based on can.608 of the CIC, says that the local community is "under the authority of the superior."19

These two articles provide a picture of the superior as the "centre" and "head" of the community, to lead it through its life and activity to the fulfillment of the mission entrusted to it. We know that this was Don Bosco's idea, concerned as he was about unity of spirit and action in his community. The rector is seen as the one who bears the primary responsibility before the Society and the Church for the fidelity and vitality of the Salesian charisma incarnate in the community concerned.

298. * Art.175 and 176 must be read and understood in the light of other articles which indicate more specifically the duties of the rector and how his authority is to be exercised. Of particular interest are art. 55, 44, 65-66 of the Constitutions, which provide guidance for every aspect of the ministry of the rector. They refer precisely to the responsibilities set out by the CIC, and can be summarized as follows:

Art.55: This article, which is fundamental, describes clearly in its five paragraphs the rector's role as "animator":20

· 1 presents the rector as being "at the centre of the community, a brother among brothers";

· 2 says that his first task is to the community, which he must lead in unity and fidelity;

· 3 recalls the rector's specific responsibility in respect of each individual confrere, a point which is taken up again in art.69;

· 4 speaks of his responsibility to the young for whom we work and to our collaborators in the community's mission;

· finally 5 emphasizes the style of animation, which is that of a "father, teacher, and spiritual guide". Here comes in explicitly what we have said about personal and community spiritual direction.

Art.44: This article is strictly linked with art.55 and emphasizes that the Salesian rector, as superior of the community of religious, is also the pastoral leader of a community of educators and apostles: as promoter of dialogue and teamwork he guides "the community in pastoral discernment, so that it may accomplish its apostolic plan in unity and fidelity".21

Art.65-66: These two articles, from the chapter on religious obedience, combine to explain at greater length the rector's characteristics as animator and guide. Art.65 speaks of the "family spirit of love" which is applied to the exercise of authority in concrete ways suggested by the article itself.22 Then art.66 refers to the communal discernment of the will of God, and points out the important role of the superior in the phases of searching, decision, and implementation.23

72.3 The Rector and His Council24

299. As in the case of all superiors, in accordance with the general norms of the CIC, the rector is assisted by a council.

In this connection, the Constitutions provide only the essential norms required by the universal law, in the knowledge that the general principles can throw further light on the nature and functions of the council, which provides important help to the rector in his duties to the community and in view of the mission.

The constitutional articles which speak of the rector's council are:

· Art. 178: this lays down that there shall be a council, and states its general duty, that of collaborating with the rector in animating and governing the community;

· Art. 179-180 state who the members of the council are and specify the role of the provincial in their appointment.25 The involvement of the provincial in the Constitution of the council gives greater emphasis to the latter's responsibility for communion with the entire Congregation and its mission.

· Art. 181 lists the cases in which the rector must have the consent of his council:

· for the approval of the annual programme of the community's life and activities, to be submitted to the provincial for endorsement;

· for proposing to the provincial new experiments and substantial changes in the nature of the work;

· for the approval of the annual financial budget and balance sheet of the community and of the works for which we are responsible;

· for the financial operations envisaged by art. 188 of the Constitutions;

· for deciding on the normal frequency of the council's meetings.

Art. 182 makes the important point that when circumstances require it, the provincial with the consent of his council can modify the ordinary roles and structures within the community, provided that the figure of the rector is safeguarded. Art. 181 of the Regulations requires that where there is no local council the rector must consult the provincial in those cases in which the Constitutions call for the opinion or consent of the said council.

With respect to the council, the rector should also bear in mind what is said in art.180 of the Regulations (concerning the frequency of meetings, advance notice to the members of the agenda, and the keeping of minutes).

72.4 The Vice-Rector26

300. Among the members of the council the vice-rector has a special place. The Constitutions (179, 183) and the Regulations (182, 183) outline his function and duties.

- He is the first collaborator of the rector27

The vice-rector is the alter ego of the rector, whose action he extends and complements, and this calls for a very good understanding between the two. This is what lies behind the phrase in art. 183 of the Regulations which says, when speaking of the appointment of the vice-rector and the economer, the provincial "shall first hear the opinion of the rector." There are two dangers to be avoided: that of depriving the figure of the vice-rector of all meaning by leaving him without any real function other than that of the simple carrying out of orders, and the other danger of introducing a dichotomy in the government of the house, causing a division that would damage unity.

· Some elucidations concerning the powers of the vice-rector
"He takes the place (of the rector) in matters which have been especially entrusted to him and, if the rector is absent or impeded, in everything concerning the ordinary government".28

The vice-rector's power is ordinary, habitual, and vicarious. It is ordinary because it pertains to his office, but vicarious because he does not receive it primarily and principally in his own person nor exercise it in his own name, but in that of the superior. The vice-rector is not a religious ordinary:

his vicarious power is in fact limited, being habitual only in "matters which have been especially entrusted to him",29 while it becomes ordinary and vicarious without limitation "in everything concerning the ordinary government" only in the case of the rector being absent or impeded, as also in the case of the rector's death "until the provincial provides otherwise".30

The vice-rector also has jurisdiction over the confreres and personnel of the house, and for this reason must be a priest.31

If the rector is gravely impeded, the vice-rector (with the previous approval of the provincial) can take his place as a member of the provincial chapter.32

The rector can limit the habitual powers of the vice-rector. By analogy with can.479,1, the rector can reserve to himself personally some tasks of direction and government which he does not think it opportune that the vice-rector should perform. But everything that the rector can do, and has not been made the matter of restriction of this kind, can be done by the vice-rector. And so, for example, the latter can call a confrere to order, give him work to do, make provisions, preside at meetings, take urgent decisions which do not compromise the rector, etc. When the rector is absent or impeded, the vice-rector has all the rights and duties of the rector referred to in art.176, and this in every sector.

· Practical suggestions for the vice-rector's activity
Art. 183 of the Constitutions specifically contemplates that the rector will entrust some "special matter" to his vicar. Reg. 182 sees him as responsible for "one of the principal sectors of the educative and pastoral activity of the community", which shall not ordinarily be that of the economer, and prescribes that "the community should be informed of the special duties of the vice-rector". The figure of the vice-rector offers the rector the possibility of entrusting to him whatever might be an obstacle to him in his fundamental duty or take him away from it.

72.5 Particular Duties and Faculties of the Rector, Specified in the Constitutions 301. The Constitutions include some articles which specify some particular duties of the rector in his responsibility for government and animation. The following is a list of them;

A. In the field of religious obedience, the rector has precise responsibilities to the confreres and to the community:

Art.66: The rector guides the process of communal discernment and "concludes this phase of searching in common by making appropriate decisions".

Art.68: The rector can command under the vow of obedience.

Art.69: The superior, with the help of the community, has a special responsibility for the discernment of the personal gifts of the members, and for promoting their development and right use.

Art.70: The friendly talk of the confrere with his own superior. Reg.49 recalls explicitly the superior's responsibility in this regard.

B. In the field of religious poverty

Art. 74: By the vow of poverty we undertake not to use and not to dispose of material goods without the consent of the lawful superior.

Art.75: The confrere accepts his dependence on the superior and community in the use of temporal goods.

These two articles, although referring directly to the personal commitment of the individual confrere, recall also the rector's responsibility as regards religious poverty. It brings to mind the spirit of charity with which he must fulfil his duty in the community.33

C. Duties in respect of new confreres:

Art.108: The task of the rector with his council to give their opinion concerning the admission of candidates to the novitiate, temporary, and perpetual profession, ministries, and sacred orders.

D. Other duties:

Two constitutional articles refer to the rector's obligations in the province in general and in the building of the community:

Art. 173,5: The right of the rector to take part in the provincial chapter (if he is gravely impeded, the vice-rector may take his place, with the previous approval of the provincial).

Art. 186: The rector convokes and presides over the assembly of the confreres.34 Art. 177 of the Constitutions and the corresponding articles 170-171 of the Regulations should be kept in mind; they deal with the appointment of the rector, his duration in office, and his removability.

302. 72.6 Duties of the rector extracted from the General Regulations

The Regulations refer to the rector's duty of animation in a variety of circumstances with a number of norms or stimuli which touch every sector of the life and mission of the community. They can be listed systematically as follows:

A. Educational and pastoral service

Reg.4: The drawing up of the local plan for directing all initiatives to the task of evangelization.

Reg. 29: In communities which animate a parish and the offices of rector and parish priest are distinct, the rector must see that the unity and Salesian identity of the community is preserved, and he should stimulate the sharing of responsibility of the confreres in the realization of the parish pastoral plan.35

Reg.36: The rector must sensitize the community to discharge its duties in the Salesian Family; in this he is helped by the delegate for the Family.

B. Community life, obedience, and poverty

Reg.42: The annual celebration of the community feast-day, centred on the person of the rector.

Reg.45: A previous understanding with the rector is needed before invitations to meals are given; this is a practical application of the family sense.

Reg.48: Refers to the Salesian tradition of the "good-night" given by the rector to the confreres and youngsters.

Reg. 50: confreres absent from the house should have an understanding with the rector. In the case of prolonged absences the procedure of can.665 of the CIC is necessary.

Reg. 56: Recalls the duty of each one to give an account to the superior of money received for individual needs.

Reg.79: confreres in initial formation should have the friendly talk with the rector once a month.

C. Duties inherent in the office of rector

303. Reg.172: The rector should keep himself free from commitments which could interfere with his fundamental duties of service to the confreres. He should not absent himself from the house for any notable length of time without necessity and without an understanding with the provincial.

Reg. 174: He should ensure that the confreres have opportunities for frequent confession and freedom as regards direction of conscience.

Reg. 175: He will see to it that the official documents of the Church36 and the Congregation are brought to the knowledge of all the confreres (communal spiritual direction).

Reg. 176: He should show special care for confreres still in the period of initial formation, for the sick and the aged, and for those who are in difficulty. He should take an interest also in the parents of confreres, and consider them as united to the community in a special way.

Reg. 177: He is to write the obituary letter of dead confreres.

Reg. 178: He should keep the archives in order and up to date, and see to the compiling of the house chronicle.

Reg. 179: Finally, this article reminds the rector to keep constantly in touch with the provincial and to send him clear and simple information, in the awareness that the house belongs to the Salesian community.

Conclusion

The above is a collection of the general aspects and norms of a juridical nature which regard the figure of the local superior (the rector) and which are found in the CIC and in our own law; this comprehensive panorama of them will prove useful for a deeper reflection on their aspects of a theological and pastoral character, and will also prove useful in daily practice.

7.3 The Administration of Goods

73.1 Characteristics of Administrators

304. "Persons in charge of the administration of religious institutes ought to be prudent, orderly, loyal, conscientious, and diligent in producing regular accounts; their only care for money is in accord with the directions of their own superiors".37 Each of these expressions corresponds to worries arising from not infrequent experiences to which not even our own family is a stranger.38

A. Orderliness

Order is essential as regards both method of working and the systematic filing of all documents, registers, files etc. This is greatly simplified if the office is properly fitted with suitable and functional equipment.

B. Keeping up-to-date

Clear, exact, and daily bookkeeping entries, sincere and complete administrative accounts presented in good time to the superiors: things of this kind are not just formal practices of bureaucracy; they are necessary and indispensable instruments and aids for a sound and serious administration.39

Modern techniques provide rapid and efficient systems for maintaining a clear and up-to-date administration. Every administration office, in proportion to its importance, should be set up along these lines.

C. Completeness

305. This guarantees that the administration fully reflects the reality, which can be checked periodically in its entirety. This in turn involves the integral registration of all financial activity, of accounts, debts and credits; it means keeping a calendar of when accounts fall due, of loans, invoices and bills to be paid; it means knowing what cash is in hand, the value of property held and whether it can be realized or not; and in the case of constructional work, the actual financial position, i.e. the amount due at any particular stage of building and the extent to which it has been paid.

Completeness in administration in a Salesian house would be rendered impossible if any sectors of activity failed to pass their financial affairs through the central office, even though such sectors were quite distinct and concerned with quite different activities.

Reg. 198 is very clear in this regard: "The administration of the goods of each house is entrusted to the local economer, who will act in dependence on the rector and his council. Every financial transaction in any sector of the house, even that of the rector, must be referred back for accounting purposes to the economer's office, which will be organized in a manner proportionate to the importance and complexity of the work involved. Even confreres in charge of works which by statute or agreement have a separate administrative council, must render an account of their administration to the religious superiors. This must be done even when there exist separate administrations for the community and the work concerned".

In this case, too, the deliberations of the provincial chapters of each province should be followed, as provided by Reg. 190.

D. Honesty

While the wisdom and shrewdness proper to every good administrator should always be practised, all unlawful financial speculation must be absolutely avoided. There must be no "cooking the books", subterfuges or tax evasions; no false rigging of situations to obtain tax relief, or to get goods or financial exchange against the law. No matter how good the end in view, it cannot justify any violations of this kind which are morally irreconcilable with natural honesty and opposed to the virtues proper to the religious state. They could compromise the good name of the entire Congregation.

73.2 General aspects of our administration A. Trusteeship.

306. Our administration is fiduciary in nature. This carries with it the obligation of recording regularly and of justifying every financial operation; of asking for the necessary permissions as prescribed by the Constitutions, and of submitting to such controls as are the normal practice in collaboration and help.

B. Decentralization.

Our administration has an autonomous aspect as far as concerns the general running of a house, of a province or even the whole Congregation at the level of the general council; but it has also an aspect of dependence in the sense that it is subject to control; authorizations and permissions are sometimes needed, as for instance in respect of extraordinary income and expenditure, the utilization of real estate, etc.

Hence, centralized administration is excluded, even at provincial level. The provincial, however, in agreement with his council, is not prevented from drawing up an economic plan, keeping prudently in view the financial resources of his province and collecting extraordinary income and money superfluous to the needs of the houses. Such a plan would make it possible to build up gradually an overall constructional project, including the proper equipping of the various works, according to a well studied plan approved by the General Council.

In addition, without prejudice to the principle of decentralization and the administrative autonomy of the different houses, a collective agreement could very well be reached at provincial level (and for certain purposes even at national level) about arrangements for combining to obtain the best conditions, better quality of goods and greater bargaining power in disputes, without infringing the principles of justice.

C. Relevance.

307. Our administration should be limited to what concerns the economic life of our houses. There should be no suggestion of speculation. Consequently there cannot, and must not, be carried on any purely business, commercial, industrial or speculative activity.

Money cannot be lent to private persons with a view to getting a better rate of interest, or simply to show favour to some person or business firm. Still, less is it permitted to issue promissory notes, to use our property to provide sureties, or to engage in speculative trading. It is not allowable to organize a purely industrial or commercial business concern, or a farm with the sole purpose of making a profit from it; one may not invest money in property solely to ensure a fixed income, nor in stocks and shares, debentures or securities with the same object. In the case of income linked with Mass obligations, welfare services, student burses, annuities, and a convenient and temporary depositing of funds destined to be used for the realization of Salesian works, the conditions set out in the relevant permissions must be adhered to. Any irregular or unlawful operations are generally associated with most serious financial and moral difficulties for the houses or provinces.

73.3 The Keeping and Disposal of Goods

308. All real estate that we acquire by purchase or through charity is either kept for the use of our works or disposed of by sale. An up-to-date register must be kept of all such property with the relevant deeds of ownership, transfer documents, maps, certificates of registration, possible easements or mortgages, fiscal encumbrances etc.

A. The keeping of property

This should never be held in the name of individuals, unless the law of the country does not allow of any other possibility. It is not possible to give a single universal norm for the registration of property. In each country, a study must be made to determine the method allowed by law which offers the safest means, with the least taxation difficulties and least interference on the part of the state.

In general, ownership of property should be by corporate bodies with a juridical personality recognized by the state. They should be charitable foundations or joint-stock holding companies for real estate etc. But in all cases, such bodies should be under the control of the provincial, provincial economer, and provincial council, and not only of local superiors.

In countries where the juridical personality of religious bodies is recognized, it will be well to have the province recognized as such, as well as the individual houses.

When confreres inherit or acquire property in their own name, it should be transferred as soon as possible' and in whatever way seems best to the Society or to one of our own corporate bodies, and in no case should transfer of property be made to other individuals.

The entire property of a house should be in the name of a single corporate body and fragmentation should be avoided, because it creates difficulties in administration and leads to taxation problems. One of the objectives to be achieved is precisely a clear and well documented centralized ownership. In addition, all the goods of a province should be transferred if necessary so that they belong to corporate bodies of that same province.

When there is question of a parish which is a corporate entity being confided to the Congregation ad nutum Sanctae Sedis, or in the case of a moral entity managed by the Salesian house or in whose rented property we are working, the necessary agreements, contracts and statement of mutual obligations should be carefully and clearly drawn up.

B. The disposal of property

309. Property to be sold (i.e. whatever will serve no useful purpose for our work) should be disposed of as soon as possible. The appropriate moment should be decided case by case in the different countries. In reaching a decision the following principles should be kept in mind:

· If the proceeds of the sale are going to be used immediately to meet the cost of constructional work, equipment, or furnishing, the fact that the value might rise or fall is of no concern. Any possible increase in the value of the property to be sold will be more or less offset by a similar increase in the costs to be met for construction etc., and by the advantage of having the cash available earlier for our apostolic work.

· In the case of real estate in an area destined for future development, it is better to wait, since in this case the increase in value is intrinsic and absolute rather than relative. But it pays to be awake to possible legislation or decisions by civil authorities which might negate any possible increase in value, and there may be moreover a certain risk in delay.

Within the limits of the legislation of the different countries, that form of disposal should be chosen which best avoids the payment of excessive taxes.

In accordance with the Constitutions and the canons, for any selling operation which exceeds the value limits within which the provincial with his council is competent to grant authorization, that of the Rector Major with the consent of the General Council is required. The request for such authorization should be made in good time by the provincial, who will include also the extract from the minutes of the provincial council referring to the matter. If the sale concerns some particular house, the rector will first study the question with his council and will send a copy of the minutes to the provincial, who will then proceed as above.

C. The acquiring of property

310. It may be necessary at times to acquire further property either to provide further space, independence, or adequate possibility of development for a work already existing, or for starting a new one. In this case, the greatest care and prudence should be used and after a careful examination of the need and an accurate assessment of the value, made by professionals, the whole matter will be studied in the provincial council, and the request will then be sent on to the general council for the necessary authorization. The latter, in addition to giving the necessary permission, will have to make the decision also about the possible opening of a new work.

The same procedure must be followed in the case of gifts, legacies, or bequests; authorization for acceptance must be sought from the general council when there are obligations attached. When no obligations are attached, it is sufficient merely to send notification; without prejudice to the need to obtain permission from the Holy See when this is needed.

Sometimes a charitable donation is tied to a serious obligation, e.g. the opening of a new work, and the decision as regards the latter belongs to the general council.

It goes without saying that the buying or selling of personal or moveable property of notable value cannot be left to the decision of the local rector and economer. Such matters should be considered in the local council and then submitted to the provincial and his council for the necessary permission.

If exceptional purchases are involved (e.g. complex machinery or costly and important technical installations), the matter must be referred to the provincial and his council.

D. Money

311. Without prejudice to what has been said above, to avoid difficulties that can easily arise and infringements of the vow of poverty, the one in charge of administration at any level must take care that money be safely deposited in banks; the latter should be chosen so as to obtain the best terms of interest, and all deposits should be made to the credit of the house, the province or a specific corporate body. Only sufficient petty cash should be kept in the house to meet ordinary day to day needs. In the case of parishes, all income should be banked with an indication of its purpose, whether it be income administered by the parish priest or that available for the use of the house, or for other purposes.

Stocks and shares may be acquired only for the purpose of establishing a fund for meeting obligations arising from legacies, annuities, etc. and always with the necessary permissions.40

The provincial must not fail to keep a watchful eye on this sector, with all the authority given to him by the Code and the Constitutions. He can take steps to avoid a situation in which one house has a credit balance on which it is gaining a modest interest, while another is paying a high interest on a debit balance, may be at the same bank.

To take out a loan, the permission of the general council is needed, and when the loan exceeds a certain sum also the approval of the Holy See, obtained through the Rector Major. The procedure to be observed is that already outlined: local council, provincial council, general council.

When a large sum is involved an indication should also be given of the possibility and method of repayment, with the best interest conditions available. The frequency of the repayment installments should be kept in mind.

A grave duty of every administrator is care in paying accounts. This is a matter of justice and sometimes also of gratitude, and it should be fulfilled punctually even in respect of other Salesian institutions (houses, provinces, and the economer general). A loan should be contracted only when there are no other possibilities available, but the debt should not be left unpaid indefinitely; this often causes serious difficulties to the creditor.

E. Building operations

312. These include extensions, reconstruction, or modifications to a house already existing, or the realization of a new work. It is never lawful to undertake such operations without due permission of the general council, even when the necessary funds are available.

Permission is obtained through the usual channels: local council (if an existing house is involved), provincial council, general council. To the latter must be sent a copy of the minutes of the provincial council with a general description of the project and detailed plans showing the relative sitings, measurements, technical details, and architects drawings; there should also be a clear statement of the cost estimates and how it is proposed to meet them.

It goes without saying that work cannot begin before authorization has been received and the project been approved, to act in any other way would be a violation of religious discipline and a serious fault with repercussions on all the confreres.

Even when a building project is realized entirely at the expense of benefactors, public bodies or the state itself, the general council must be brought in as already indicated. In approving the new work or project attention must obviously be paid to conditions laid down by those providing finance. It is the task of the general council to ensure that these are not at variance with our own criteria.

When permission is received, the terms of the approval must be adhered to in respect of the details of the project and costs, and in the execution of the work any suggestions and advice contained in the document of approval should be kept in mind as regards modifications and limitations.

F. Administrative report

313. The drawing up of a financial report is one of the important duties of every administrator. It should be exact and ready by the prescribed date, otherwise it loses much of its value.

Provincials should see to it that their economers make regular checks on the administration of the individual houses, and provide them with all the help and advice useful for their proper administration. In addition, provincials should lay down well ahead of time certain dates by which they want financial returns from the houses, so that they and their councils are well informed on the administration of the province and its individual houses. In this way, they can also ensure that the administrative report of the province is sent punctually to the economer general.

An accurate knowledge of the economic situation of each house will enable the provincial to decide on the appropriate contribution or quota to be made by the house to the maintenance of the province as a sign of the acceptance of solidarity with the Congregation. If it is sent in regular installments throughout the year, there is less danger of a house being unable to pay it.

Permission given to a house to carry out certain works or to make extraordinary expenses does not absolve from paying the quota.

73.4 Brief Summary of Administrative Obligations

314. For non-Salesian employees, the legislation of the country must be followed in regard to the documentation needed on taking up or leaving employment, social welfare and insurance or charitable contributions, and the payment of a just wage.41
It is also the task of administration to keep an up-to-date inventory of the furniture and equipment of the house; to attend to maintenance, good order and cleanliness; to take out with reliable companies and keep up-to-date insurance policies against damage to property or harm to persons, to the extent that may be advisable or necessary. Finally, the administration will provide whatever is needed in the line of supplies and equipment, maintaining a proper balance between price and quality.

The rector "the first in order of responsibility for the administration of (the community's) goods",42 "The economer is the one immediately responsible for the administration of the temporal goods of the temporal goods of the religious house, in dependence on the rector with his council. He carries out his service in a spirit of charity and poverty.43

In matters of greater importance the rector should call his council together and not make any decisions without its consent;44 if he has no council he should consult the provincial.45

* He will take care that any legacies for religious or charitable purposes are made preferably to the provincial.

315. * In the archives of the house he will keep the following, among other things:

· deeds of purchase or sale of moveable or real estate, with maps, plans, and documents relating to them;
· the authorization of the superiors for the acquisition or alienation of land and the construction of buildings etc., with the relevant plans;

· powers of attorney of members of the house;

· a register of obligations (masses, free places, services to be rendered to the parish priest or to others) in which the origin and nature of such obligations are noted;

· the registers of current accounts and of fees, classified year by year;

· a copy of all administrative reports.

· He will provide a written account of the temporal administration of his house for the provincial every year, and whenever he is asked for it.46
· He will obtain the consent of the provincial before making any modifications to buildings etc.47 He will take care to satisfy in a prompt and filial manner his financial obligations to the provincial, and will transfer to him for the needs of the province any surplus remaining at the end of the financial year.48
· He will see to it that any money exceeding the day to day needs of the house is deposited in a bank. Bank accounts shall normally be in the name of the house and operated by the signatures of the rector and the economer, either together or separately.

He should keep an accurate record of his own income and expenses and pass it each month to the economer for inclusion in the unified accounts of the house. He should check that the latter are kept with diligence.49

N.B.The rector can make gifts from the resources and property of the community for charitable or other just purposes, provided that no real estate or objects of considerable value are involved, and they do not exceed the economic possibilities of the community. Unlawful gifts are automatically invalid and call for restitution.

· He will see that the interior decoration of the house, its furniture and equipment are functional, and consistent with religious poverty. They should never give an impression of wealth or luxury. Even in the church, where everything should certainly be fitting and decorous, exaggerations should be avoided.

· He should take care that due limits be placed on postal, telegraphic, and telephone expenses.

· He should establish norms for the use of the community's means of transport. All cars etc., must belong to the house and be used only to meet its needs.
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