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Cor ad cor loquitur
Fr. George Ayyaneth OIC

G. K. Chesterton, ‘aman of colossal genius’ participated inthe 31st International Eucharistic
Congress held in Dublin from 22—-26 June 1932. He made atelling presentation of Archbishop
Mar lvanios OIC who was also a participant of the event, in one of hiswritings: “ By the look of
him he might have walked that moment out of any Hindu temple covered with bulbous
imagery, or any Persian mosgue scrawled with a fantastic script. He wore a sort of tall
turban for a mitre: his keen and vigilant face looked browner behind his grey luxuriant
beard; hisvestmentswer e of a cut and pattern new to all the Western world... thedignified
Indian gentleman who represented this triumph (re-union) in the Orient...” [Gibbons,
Margaret, Mar Ivanios, Archbishop of Trivandrum: The Sory of a Great Conversion, Clonmore
& Reynolds, Dublin, 1962, p.75]. Chesterton cherishes the memory of his meeting with Mar
Ivanios: “ ...(he) was so maghanimousasto ask meto be photographed with him on the steps
of theVice-regal lodge...”. It washewho introduced Mar Ivaniosas‘The Newman of India’
at the Eucharistic Congress and later on it has become an epithet of his great personality.

A journey through the avenuesof Mar Ivanios' lifewill bring usto the very plane of Cardinal
John Henry Newman's motto: Cor ad cor loquitur —heart speaks unto heart. Let me make a
portrait showing the extent of the making of two personalities great and the virtue of Newman
which made the motto dear to hisheart and the life and vision of Mar Ivaions which made him the
Newman of India.

They believed and lived on the conviction that personal influence and theimpact of genuine
human interaction alone can win the hearts. Newman claims that no one can be won for Jesus
Christ and His Church merely by means of argumentation. Credible witnesses are more important
than words. Newman writes: “ The truth of the Gospel down through the centuries has been
upheld not as a system, not by books, not by argument, nor by temporal power, but by the
personal influence of such men..., who are at once teachers and the patterns of it” (Fifteen
Sermons Preached Before the University of Oxford Between 1826 and 1843, Sermon 11, p. 40).
That next to the power and force of supernatural grace, the greatest influence over the human
heart is the example of goodness and virtue in another person (Grammar of Assent). Those who
have had the biggest impact and influence in our lives are those people who have truly loved us
and have spoken to our heart through their lives and their example — our parents, our siblings, our
friends, our teachers, our co-workers, so much so that we have wanted to be like them, we were
inspired to be a better person because of their good example. People who live with conviction
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because the love of Christ compelsthem, make adifference on other people’slives and they make
adifference in the world.

The Guru concept and tradition of India exhibit extraordinarily the truth behind the above
teaching and the corresponding life of Newman. Mar Ivanios was in every respect a great Guru
who spoke to the hearts and touched the hearts by transmitting his spiritual solidness (Guru in
Sanskrit literally means heavy, weighty or solid) to the natural human relationship. Here takes
place the incarnation of the word of God in the human hearts. For Mar Ivanios, imitation of
Christ or evangelization or ecclesia life is not confined merely and primarily to some cultic
actions or some dogmatic principles, but it is the act of dedicating oneself totally to God and to
humanity. He says, “ Evangelization is to be done not through mere exercise of words, but
through virtuous actions and charity mingled with love.” (Giridegpam, Auto Biography of
Mar lvanios, pp.59-60). Christ isthe perfect model for such alife. Though hewas God, he fully
identified himself with humanity and dedicated himself for its every cause. Mar Ivanios naming
the religious congregation he founded after Christ (Order of the Imitation of Christ) shows the
tremendous inspiration he drew from the person of Christ as his Guru who integrated humanity
with divinity in a supreme way. Not only the world leaders, writers, kings, emperors, pope,
cardinalsand presidents, but al so the poor and the powerless, the needy and the neglected, the last
and theleast, all found in him agreat |ndian Guru who followed the foot steps of his great master
— Christ. Cardinal Newman and Mar Ivaions believed and lived in themotto: Cor ad cor loquitur.
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L eader ship And Culturein Bethany:
Towards A Framework for Effective Life and Ministry

Fr. Mathew Manaluvila OIC
1. Introduction

Itisessential to create and uphold acertain culturefor an organisation in order to accomplish
the aim for which it was formed. The culture of any institution has an unseen force. It is
largely invisibleto the membersjust asthe seaisinvisibleto thefish swimmingit. Although
itisacomplex and abstract phenomenon, an organization’s culture does diverse functions
guiding the members and the organisation as awhole. First of al, culture has a boundary
defining role, that hel psto distinguish one organi sation from other, similar to the personality
of an individual, which distinguishes one person from others. Second, it gives a sense of
identity for organizational members and it provides some insightsinto why individualsin
organisationsthink, interact, and behavein different or similar ways. Third, an organisation’s
culture enhances stability by playing asignificant role in an organization’s effectiveness.
Fourth, strong cultures can replace rules and regulationsto function asacontrol mechanism
to manage members behaviour. Fifth, culture helps organisational growth by facilitating
the membersto commit themselvesto alarger cause than mere self-interestst. The purpose
of thisarticleisto provide readerswith abetter understanding of the organisational cultures
of religious congregations in general and Bethany Ashram as a religious congregation in
particular, inthelight of thefive key characteristicsthat were mentioned above, as adapted
from the studies of organisational psychology and behaviour.

2. What is organisational culture?

Let mefirst define the perspective from which the study isframed before wetalk about the
cultural factors affecting religious groups. | would prefer the viewpoint of Edgar Schein,
the principal proponent of the theory of organisational culture, who defined organisational
culture asapattern of shared basic assumptions|earned by agroup asit resolved itsissues
with external adaptation and internal integration and that have proven to bereliable enough
to be passed down to new members as the proper manner to perceive, think, and feel in
relation to those problems?. According to this definition, culture is the knowledge that a
group acquires over time asit worksto overcomeits challengesto internal integration and
survival initsenvironment. Behavioural, cognitive, and emotional processesall coexistin
thistype of learning. Cultureiscreated over along period of timeand isfounded on firmly
held beliefs to which members are devoted. Members in organisations develop an overall
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subjective perception throughout the course of their lifetimes, and this perception forms
the culture of the organisation.

For our purposes, it is sufficient to state that any identifiable group with a common past
can have a culture, and that there can consequently be numerous subcultures inside an
organisation. There will be ageneral organisational cultureif the organisation as awhole
has shared experiences. However, it isentirely feasibleto have culturesthat are autonomous
and even at odds with one another. The leadership of any organisation, including religious
congregations where a culture of divine inspiration is encouraged, is responsible for
determining how the organisation should handle problems with external adaptation and
internal integration. This may be done by articulating the mission, selecting the best
ministriesand contextsfor service, determining themembers' core competencies, and putting
the proper policies and structuresin place.

3. Why does organizational culture matter in Bethany Ashram?

First of all, culture has a boundary defining role, that helps to distinguish one
organisation from other, similar to the personality of an individual, which distinguishes
one person from others. There are numerous religious groups affiliated with the Christian
faith, each having a unique mission and organisational culture. There are other for-profit or
non-profit organisationsin India, with comparable social and legal standing like religious
institutions. Like the majority of the religious organisations in the Church, which are
commonly called religious congregations, Bethany Ashram is a Catholic religious
congregation that receives divineinspiration. Spreading the good news of Jesus Christ was
the divineinspiration (charism), the unique mission,provided to this congregation through
its founder, Archbishop Mar Ivanios, and transmitted through its senior members. The
members engage in this mission mandate by following Christ’s life of prayer and service
incommunities, and witness this mission mandate by living a life of chastity, obedience,
and poverty imbibing aspects of eastern monastic and Indian ascetic ideals. The defining
feature that sets Bethany Ashram apart from other religious or non-religious organisations
should be a culture that supports this charism of evangelization. Creating a culture that
promotes the evangelising charismiscrucia for acongregation that was founded to foster
this charism. In fact, this guiding principle ought to be the centre of all other different
apostolates. This does not imply that the current value can never be changed. Still, it is
important to keep in mind that it is challenging to alter or disregard the values, even when
they seem unsuitable or unnecessary, because authority structuresin religious congregations
are largely built on the notion of divine inspiration.
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There has been, however, long term inherent discrepancies in the life and witnessing of
this traditional missionary focus in Bethany Ashram. Due to the numerous apostolic
initiatives, members are unsure of the key focus, and they hold a variety of opinions on
what constitutes authentic goals. On the kinds of activities, the congregation ought to do,
the members have different perspectives. The leadership has also found it challenging to
establish priorities because of the numerous goalsthat are currently in place (according to
the various apostolates). In the process of achieving standards of excellence in different
apostolic endeavours the dominant value has been overlooked. Another area of debate is
whether to prioritise the needs of the congregation’sown membersor those of theinstitution
or community it serves. A crucia first step in resolving these challengeswould beto reaffirm
its core cultural values.

Second, it gives a sense of identity for organizational members and it provides some
insightsinto why individualsin organisationsthink, interact, and behavein different or
similar ways. During the training period (formation) the membersin Bethany Ashram are
primarily taught to discern the divine inspiration in their lives and to cooperate with that
divine experience in their life and ministry. Yet, there islack of a‘sense of identity’ and
thereisambiguity inthelifeand status of religiousin their witnesses even after the constant
emphasis on discernment during formation. There are members who, think, interact, and
act differently in relation to the dominant value of the congregation. There may be many
reasons for not following the dominant value. Members find it difficult to endorse the
fundamental values due to the diverse ministerial focus, ministerial demands and
administrative complexities. Because, the members are expected to perform their traditional
functions and, at the sametime, to exhibit knowledge of the secular world and conform to
itsnorms, especially while administering institutionswhere majority of thereligiousin our
congregation isinvolved. The growth of administrative complexity and formation givenin
priestly/ religioustraining may also produce different living and working patterns. In addition
to trying to meet these many competing expectations, there is disappointment in the roles
played by many religious astheserolesare against the personal preferences. Few religious
are filled with a vocational guilt for spending majority of the time in activities such as
administrators, managers instead of preachers of the word of God, essential to the prime
aim of our congregation. However, few othersfeel that their personal abilities make them
more competent to perform some tasks rather than others and they present themselves
authentic representations of religiouslife. A congregational culture built on core principles
and supported by the leadership may be crucial in assisting the members in determining
their main responsibility while carrying out various ministries, duties, and tasks. It might
influence the group members to behave, engage, and think in line with the core value.
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Fig: 1: Leadership process in Bethany Ashram to maintain the culture of divine inspiration and
discernment; Source: HR: 217-219, pp.147-149

Third, an organisation’sculture hasthe potential to makethe organisation stablethrough
constant evaluations of effectiveness. There is little clarity surrounding the matter of
evaluation and there are no practical methodol ogiesto assess the effectiveness of religious
congregations. As of now, they are unresolved problems. There have been attempts to
conduct periodical surveys, interviews, and discussions at Bethany Ashram to evaluate the
effectiveness. Formal evaluation takes place on forumsincluding council meetings, family
gatherings, cluster meetings, and canonical visits. But are we certain about what hasto be
assessed? Should we assess the values of personal discernment and divine experience, or
the servicesrendered by the membersindividually or collectively? Should we assessvalues
with adivine origin or values with asocial, cultural, and legal foundation?

Clarity in the authority of congregational structure and leadership styles are also required
to assess effectiveness. Religious congregations usually follow a hierarchical structure.
But at times the authorities prefer to be either bureaucratic, organic or democratic while
maintaining the hierarchical structurein addressing issuesand taking decisions. With regard
to theleadership styles, thereisalso aconcern about the way of dealing things, about lines
of responsibility, about unnecessary expenditure on physical fabric or buildings, and about
voting as ameans of reaching decisions. It isalso matter of debate whether the leadersare
amenable to criticism, or do they respond to it by belittling the members and launching
personal attacks?
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Comparisons between religious organi sations or with non-profit NGOs should not be made
during the evaluation of effectiveness. Even though there are few similarities, it is out of
place because there may be significant differences. Although most religious groupsin the
Catholic Church are led by divine inspiration, there may be differencesin culture among
them as well. Though religious congregations are al so registered as trusts or societies, are
referred to as non-profits, and are exempt from paying income tax, their cultures differ
significantly from those of non-profit NGOs. Therefore, in order to turn a religious
congregation’s culture into a potential asset, the leadership must be attentive to establish
evaluation criteria based on the fundamental culture before evaluating organisational
effectiveness.

Fourth, strong cultures can take the place of laws and rules as a sense-making and
control mechanism that directsand mouldsthe attitudes and behaviour of the members.
By establishing suitable standards for what members should say and do, organisational
cultures serve as asocial glue that keeps the organisation together instead of monotonous
rules and regulations.

Fifth, culture encourages peopleto dedicate themselvesto a goal greater than their own
self-interests, which supportsorganisational growth. Founder’s missionary consciousness
was the essential value of Bethany Ashram, and if the congregations’ |eadership wants to
restore and prioritiseit, it can do so by adopting some of the methods he promoted for its
spread. Incorporating laypeople into our apostolic activities through Bethany
Thritheeyashram, emphasising gospel preaching through Bethany Suvishesha Sangham,
social responsibility through Bethany Sannadha Seva Sangham, and highlighting the
distinctive Bethanian culture in institutions are all aspects of Bethanian culture, as the
founder of the organisation did the samething acentury earlier. During change and growth,
the congregation may face external challengesalso. Theseexternal influencesare occasioned
by the linkage of the religious congregation to the larger social and ecclesial system. The
particular Church with which the religious organisation is affiliated, the local community
inwhich the organisationislocated, the statutory bodieswith which the different institutions
of organisations are affiliated, and the work force as well as beneficiaries associated with
theinstitutions all can exert influences. Therefore, leadership should uphold the founding
values by putting aside personal interests and being conscious of the pressures from the
external context in order to build and preserve the Bethany Ashram’sfundamental culture.

4. Who can influence the culturein an organisation?

According to Edgar Schein, “the only thing of real importance that leaders do in an
organisation isto create and manage culture; that the unique talent of leadersistheir ability
to understand and work with culture (Schein, 2004). In any organizations, founding
leadership exert a magjor influence on their organizational culture. Founders resolve
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uncertainty and ambiguity by imparting and implementing the strategy and structure needed
to successfully adapt to the external environment and integrate internal processes. The
founder’s vision is regarded as the key element in determining the effective growth and
stability of the organisation. Members are encouraged to identify with the founder’s
behaviour as arole model, internalising their beliefs, ideals, and assumptions as a result.
However, it isal so possible that founders val ues|ose influence when organi sations expand
and evolve as aresult of complex organisational structures and several subcultures®. The
culture of an organisation is said to be strong when more members demonstrate the common
features more frequently and with more devotion. A weak culture suggeststhat thereisno
alignment between the top leadership values and those of the organization’s members.
WEell, many experts concur that building aconsi stent, strong culturefor the entire organisation
may not bethe best ideaasit expands. Sub cultures areimportant in such areas. Because at
times subcultures need to be promoted, especially when a single organizational culture
which is broad and ambiguous, fail to provide clear instructions to guide members
behaviour. In other words, subcultures are created within the parameters of an organization’'s
culture as amore specific set of means to achieve effectiveness'.

Religious congregations are divinely inspired but the inspiration iscommunicated through
afounder and foundersplay key roles. Religiouscongregationscan also have strong cultures,
weak cultures and subcultures according to regions, ministries, clusters and provinces. In
Bethany Ashram, the maintenance of the dominant values, the balancing of strong and
weak cultures and managing of the subcultures are ultimately the responsibility of major
superiors with their general councils and provincial councils. Mg or superiors can make
use of two crucia social mechanisms, “ shared experiences and community interaction” to
preserve the foundation of integration and benefit from the diversity of differentiation in
ministries. Sharing and highlighting the ‘shared experiences in creative community
interactions promote harmony and lessen the prominence of organisational subculture
disparities. Local communities, for instance, may develop separate subunits with distinct
subcultures depending on the distinctions in the various ministries, such as education,
charity, social service, mission, pastoral activities, and retreats. The major superior
|eaderships should synthesi se and align the numerous subgroups within the organisation to
realise benefitsfrom the differentiated groups’ complementary efforts, despite the fact that
subculturesin provinces, clusters, or communities tend to interpret ambiguous situations
distinctly, thereby reinforcing group differences.

5. What isthe best leader ship styleto promote a culture for congregations of divine
Inspiration?

Thereisno oneideal leadership fit for divinely inspired religious communities. Different
leadership philosophies are required according to various situations and contexts, which
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may increase the congregation’s effectiveness. In Bethany Ashram, transformational
leadership appears to be the most appropriate |eadership approach at present for current
administrations when the cultural gaps mentioned above are taken into account. Bethany
Ashram today lacks the fundamental cultural content or the foundational shared value
‘missionary consciousness of the founder, the basic assumption on which it is founded.
Therefore, in order tofulfil the divinely inspired mission of Bethany Ashram, major superiors
maly adopt transformational |eadership stylewhich will help themto revisit the foundational
charism of the congregation. Hence, Bethanian leadership at present should return to the
different cultural elements that protected the missionary consciousness of the founder.
This leadership style influence organizational culture in four instrumental ways’. First,
they make significant decisionsthat affect the organization’s apostolic activities, structure,
and ministerial landscape. Second, they formulate or reiterate the compelling vision content
and charismatically communicate the vision, thus inspiring followers to transcend self-
interest and to identify with the organization’s mission and goals. They do this by
understanding the organization’s history and proj ecting future behaviour that will be needed
to achieve a desired level of performance. They also connect the vision with the
organizations' past glories and contrast it with the organizations' past failures. Followers
thusfeel asense of identification and commitment to the organization and perform beyond
expectations. Third, transformational |eaders pay attention to organizational effectiveness
and aimsand link it to the cultural values. They highlight and celebrate achievementsasa
means to reinforce the values, beliefs, and behaviours to their followers. Finally, leaders
identify and appreciate members who successfully exemplify the cultural values. These
members serve as role models who reinforce the organizational values and beliefs and
their link with effective outcomes.

6. How can an effective or ganisational culture be sustained?
a. Rolemodelling

In order to maintain the organisational culturein Bethany Ashram asareligious congregation,
rolemodelling inthelife of prayer and action while upholding the virtues of simplicity and
interiority isan effective approach. Thisisdone by usually the seniors, formators, leaders
and more experienced in the organi sation who guide, support and even mentor thejuniors.
When they lead by example, the new members and juniors can follow those actions with
clarity and greater conviction.

b. Sense of community

Sense of community is enhanced through a sense of identity; the defining characteristic of
organisational culture. The leadership must be aware of increasing this crucial aspect in
religious organisations. It will assist the members in internalising the organization's
principles and ideas. As aresult, when the organi sation val ues behaviour that is consistent
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with its principles, normative commitment among the members grows. To maintain the
culture that was transferred, Bethany’s leadership must be vigilant so as not to overlook
this fundamental principle of a sense of community.

c.Articulation

Thefounding cultural values, which typically come from the founder or the leader, should
beclearly articulated by different meansin order to be understood by others. If thisdoesn’t
happen, we witness the organi sation functioning very well under the founding leaders and
then declining in effectiveness oncethey are no more. The sharing of stories, rituals, tangible
symbols, and language are frequent practices in organisations and should be followed to
maintain the culture. These practices can a so hel p religious communities passforth culture
to future generations. Many of the practices in the formation houses at Bethany Ashram
need to be articulated and continued in all the communities. For instance, reading about
Bethany’s history and having discussions about it.

d. Artifacts

Artifacts are powerful tools through which the leaders can create bridges between values
that are articulated, communicated and shared. Artifactsin religious congregationsinclude
written statements about the congregations vision, charism, mission and philosophy, the
layout of the physical space and buildings, the leadership style, appointments, transfers
and personal development, rites and rituals, inspiring stories about founders and members
and events, past appreciation customs, eval uation standards, and the formal organisational
structure. More effective promotion of the culturally significant artifacts should be done
by Bethany’sleadership.

e. Reinforcement

Religious congregations must have a system of appreciation for achievements, completion
of different stagesin life, to support and highlight the foundational values those members
upheld.

f. Vocation promotion and formation

The vocation promotion and formation process of the religious congregations can be
designed in such away that there is a greater possibility of attracting vocations with real
motivations.

g. Penetration

L eadership in religious congregations should ensure that the culture permeates thoroughly
among the members on various levels, including sociological, psychological, historical,
spiritual, and through artefacts.
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h. Consistency

The different elements of culture at various levels of visibility, articulation, manifestation
and consciousness should be consistent among themselves and coherent as a set.

7. Conclusion

Thecurrent scenario in religious congregationsin general and Bethany Ashram in particular,
callsfor theimportance of shared values, shared presumptions, and community interactions,
inspired by attentive leadership, which constitute the culture of the congregation. From the
perspective of a member in areligious congregation, organisational culture is beneficial
since it lessens uncertainty and improves and sense of identity and meaning. It explains
how things are done and what matters in an organisation. The above-discussed ideas are
related to general, accepted theoriesin the studies on organisational behaviour, organi sational
psychology and culture. In order to cometo aconsensus onthemost vital factorsinfluencing
organisational culture in Bethany Ashram and to help the congregation get ahead of the
difficulties of thetime, more discussions and dialogue on this subject are therefore crucial.
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