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Introduction and Disclaimer 
 

What is the role of the laity in the mission of the Roman Catholic Church?  What is the 
mission of the Roman Catholic Church anyway?  How are lay women and men called to serve? 
How are they empowered to serve?  What does this mean for a Church that finds herself 
ministering in a world with a pluralism of religions and philosophies?  What does lay leadership 
mean for a Church that finds herself ministering and evangelizing in the midst of a global 
pandemic?  These questions are as timely today as they were over 50 years ago as the Second 
Vatican Council convened.  They are as timely as they were when the early Church began 2,000 
years ago. 
 

In late 2019, the We Are The Church (WATCH) committee of St. Thomas of Villanova 
Parish ascertained that I was taking a class called “Lay Leadership of Prayer and Preaching” as 
part of my preparation for Ordination to the Diaconate and Priesthood.  They asked if I could 
present some of the contents of my class.  Through the course of several discussions with the 
committee, I agreed to utilize the content of several of my classes to prepare and present a 
three-part series on the Second Vatican Council vision of the lay apostolate and ways the 
Church empowers lay men and women as part of its mission today.  This document contains the 
contents of what will be presented in this series.  
 

Included within are selections I felt most pertinent to the objectives of the committee 
from a larger work I am in the process of authoring on a related topic.  This document is 
intended to be brief and is based off of numerous sources I have studied on this topic, various 
graded reflections I have written on the topic over the years, along with some commentary on 
the discussion points I have had with the WATCH committee.  Further, it is not provided to 
provide any definitive answers or solutions to the questions that raised the need for this 
dialogue.  It rather is intended to provide a framework through which ongoing dialogue can 
continue. 
 

 The summary format of this document necessarily implies that it is not intended in  any 
way to be comprehensive. Each of the topics contained herein could easily be a chapter in 
themselves.  Further, there may be additional sources that would contribute to this discussion. 
It is also not intended to be authoritative in any manner.  
 

This document is intended only to provide summary level information for the purposes 
of generating a discussion among the members of St. Thomas of Villanova parish about the 
future of the lay apostolate and is NOT authorized for duplication or distribution outside of 

those registered to participate in the series. 
 

While the majority of the document simply summarizes Church teaching and other 
authoritative content, I do offer various anecdotes and reflections throughout to share my own 
personal reflection and integration of these sources.  These are offered only for the purposes of 
helping to generate discussion.  When my personal opinion or viewpoint are offered, I usually 
preface it with one of the following:  “I posit,” “I proffer,” “I argue,” or “I submit.”  Further, 
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when I reflect through personal experience, I color code the text as blue in the event that the 
reader only desires to scan the academic content.   Further, I offer specific questions for 
personal and communal reflection which are color coded in red. 
 

Last, you will notice I also incorporate a lot of content from other academic disciplines 
including business and organizational  leadership.  While the specific request of the WATCH 
committee asked for content specific to my theology classes, as John Paul XXIII exhorted the 
Second Vatican Council to do when he asked the Council to “read the signs of the times” (to 
inspire the Council to first look to see what the world can teach the Church before the Church 
attempts to teach the world), I posit that theology can only be done in dialogue with the world 
and with other academic disciplines.  
 

I therefore cannot speak to theology for the sake of theology alone.  When discussing 
the Second Vatican Council, I feel it is only appropriate to follow its example and speak to how I 
propose the theological training I have received may dialogue with other areas of my life to 
include the other academic disciplines I am trained in.  The specific academic discipline I am 
most familiar with and qualified to speak about in addition to theology is business, 
organizational  leadership, and technology.  As you read these reflections, I invite you to reflect 
on how they relate to your concrete life experience. 
 

But who am I to write this, who are you, and why do you care? 
 
I write these reflections as someone who has spent over 20 years contemplating the 

meaning of my own Baptism (since the age of 17).  What did my Baptismal commitments mean 
as a new 17-year old member of the Body of Christ in the Southern Baptist Church?  What did 
my Baptismal commitments mean when I was a college student?  What was the meaning of my 
Baptismal commitments as a professional technologist, organizational change leader, and civil 
servant in the U.S. Army?  What was the meaning of my Baptismal commitments when I was 
received into the Catholic Church as a neophyte?  What was the meaning of my Baptism as a 
fully initiated lay member of the Catholic Church?  What was the meaning of my Baptism when 
I transitioned from the lay state to the consecrated religious life by taking the vows of poverty, 
chastity, and obedience?  What is the meaning of my Baptismal commitments today as I 
prepare for Ordination to the Priesthood?  

 
Further I write these perspectives from my own social location.  Someone who was 

raised by lower middle class working-class parents; as someone who worked full time through 
both undergrad and graduate studies; as someone who has studied math, technology, business, 
philosophy, and theology; as someone who built a successful career and climbed the career as a 
project manager, acquisition specialist; as someone who climbed the career ladder and 
occupied several senior leader positions within the Department of Defense responsible for 
managing organizations with several hundred employees across the globe. 

 
I say all this not only to provide transparency on the perspective from which I write 

these reflections.  More importantly, I do so to encourage all who read this document to ask 
themselves, “who am I?”  In the spirit of the Second Vatican Council, I propose that “Visioning 
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the Lay Apostolate Of Tomorrow” in an Augustinian fashion is dependent on each member of 
the Body of Christ having an appreciation and awareness of who they are and who they are 
becoming through the work of Christ in their lives.  As St. Augustine prayed towards the end of 
his Confessions, “Lord, let me know myself.  Let me know you,”   I acknowledge is through 1

knowledge of ourselves (our dreams, our passions, our experiences, etc) that we come to 
knowledge of God and begin to hear more clearly where God is calling us from the very place 
we find ourselves.  It is when we know who we are that we can then discern how God may be 
calling us to use the unique gifts and talents of “who we are”  to announce the Gospel wherever 
we may find ourselves. 

 
My hope and prayer is that as you read this document, you will be able to replace the 

Blue text (which contains reflections on how I relate Church teaching to who I am) with text 
that indicates how you relate Church teaching to who you are.  

 
 

  

1 St. Augustine, Confessions, Chapter X, para 1. 
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An Opening Anecdote 
 
Speaking of blue text, allow me to open this series with a personal reflection that you 

may or may not relate to, which “God-cidentally” happened just as I was beginning to prepare 
the content of this series. 
 

A few months ago, I had the opportunity to preach at an ecumenical service in a 
protestant Church.  I was introduced as Brother Jeremy and as an Augustinian Friar.  I was also 
introduced as a seminarian studying for ordination to the priesthood.  
 

After the service, a lady (who happened to be Catholic) approached me to share a story 
about her life.  Somewhere in the middle of the story came a couple of expletives.  Almost as 
soon as they came out she covered her mouth and apologized as a look of shame covered her 
face.  “Oh my God, I’m so sorry.”  I quickly told her that it was ok and I was not offended at all. 
She then replied, “oh never mind, you aren’t ordained, you aren’t anybody yet!” 
 

I wasn’t “anybody” yet?!?  I could hardly believe my ears!  I wasn’t anybody … yet? 
Who exactly am I to become if and when I am ordained?  I could almost immediately feel my 
anger begin to rage inside.  Several thoughts began to race through my mind.  Here I was, 
someone who gave up a house, my life savings, my career, the chance to be one of the 
youngest and most successful executives in Government service, all my belongings, and my 
right to see my family more than just a couple of times a year and to be there for them in times 
of sickness and death … in order to devote my entire life to the Church.  And I wasn’t anybody 
… yet?  

 
I said to myself, “Is ordination all that counts in this Church?”  Not only am I a 

seminarian, I am already a consecrated religious.  I am an Augustinian Friar.  Further, I am an 
educated man in my late 30s, rose out of poverty by putting myself through college, built a 
successful career before joining the Order.  I have risked my life in service to my country in 
Afghanistan in order to help defend our right to practice our faith, all of which I firmly believe 
provides gifts I can offer to my ministry in the Church.  

 
 “All that has to count for SOMETHING!” I told myself.  
 
Just as my wounded ego began to heal a few minutes later, I became even more 

saddened as I realized that through her words, not only had she reduced me to nothing, but she 
had reduced all those who were not ordained (religious and laypersons alike) to nothing, 
including herself!  As if she herself was not called to holiness.  As if she herself was not a 
dignified member of the mystical Body of Christ.  As if I will become any more of a Christian 
when I am ordained and go from Br. Jeremy to Fr. Jeremy.  As if I became any more Christian 
when I took the vows of poverty, chastity, and obedience and transitioned from Mr. Jeremy 
Hiers to Br. Jeremy Hiers, O.S.A.  As if the ONE common Baptism that ordained, religious, and 
laypersons alike share in Christ is not sufficient for all us to be treated with equal dignity and 
respect.  Unfortunately, I have experienced similar situations many times since I became a 
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Roman Catholic in 2010 and as I began to reflect on this and other experiences in the context of 
this series, I began to wonder if somehow this underlying attitude that led to the comment that 
I (and by implication others who are not ordained are nothing) relates in any way to Pope 
Franics’  comment in 2013 that “clear awareness of the responsibility of the laity, grounded in 
their Baptism and Confirmation, does not appear in the same way and in all places.”  2

 
Why do I tell this story?  I tell it because I believe many of those who are not ordained 

can in some way relate.  The more people I talk to, the more people I discover who have at 
some point in their Catholic lives been made to feel that their unique gifts and contributions to 
the mission of the Church were appreciated less by fellow Catholics than those of the ordained.  

 
I write all that follows from one basic premise.  The more I study the vision of the 

Second Vatican Council and the writings of Pope Francis and other recent Popes, the more 
convinced I become that the Church Hierarchy that has been in place since the Second Vatican 
Council wanted to eliminate comments just like what the lady in my story made.  I see it in all 
the writings I have read that have been written by the Hierarchy since the Second Vatican 
Council.  The Second Vatican Council wanted to promote and recognize the indispensable role 
the laity have in the mission of the Church and the complementarity that exists between the 
ordained, religious, and lay members of the Body of Christ.  People like my sister in Christ that I 
mention in my story and those other brothers and sisters I have come in contact with who have 
made similar statements (either through words or actions) illustrate one very important point: 
the dialogue on how to promote and empower the lay apostolate must continue.  This series 
is designed to facilitate just that.  To promote a way to continue the dialogue between 
ordained, religious, and laypersons on how to discern where God is calling the lay apostolate in 
the mission of the Church today and tomorrow. 

 
One of the first books I read after I began my civil service with the U.S. Army and was 

completing my foundational leadership development courses was How to Win Friends and 
Influence People by Dale Carnegie.  This timeless classic earns a place on every bookshelf, 
especially the bookshelf of anyone in a leadership position.  Carnegie posits that one of the 
strongest drivers of human behavior is the desire to be appreciated by others. 

 
“The desire for a feeling of importance is one of the chief distinguishing 

differences between mankind and animals.”  3

 
Certainly the need to be recognized and appreciated was at the heart of my internal fury 

at the comment that I, as a non-ordained member of the Roman Catholic Church wasn’t 
“anybody yet.”  Yet, one cannot give what they do not have.  I’m sure the lady meant no harm 
at all and probably would not have made the comment if she had thought about it.  Further, I 
can make no credible assumptions about what her real intention was, what her level of 
familiarity with the vision the Second Vatican Council was, or how she truly viewed herself as a 
member of the Body of Christ.  
 

2 Evangelii Gaudium, no. 102. 
3 Dale Carnegie, How to Win Friends and Influence People (SIMON and SCHUSTER, 2010), 42.  
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I do wonder, however, when the last time she herself was affirmed by someone in the 
Church?  If she herself did not feel affirmed and appreciated as someone called to live her 
Baptismal vows though Holy Matrimony, how was she to give another member of the faithful 
affirmation that they too are a valuable and essential contributor to the mission of the Church?  
 

I wonder if her comment would have been different if she had recently reflected on the 
vision the Second Vatican Council gave with respect to the indispensable role of the laity and 
the future of the lay apostolate (which we will cover in Session 1)?  Second, I wonder if she 
herself has ever been invited to full, active, and conscious participation in the liturgical life of 
the Church (which we will cover in Session 2)?  Last, I wonder if she had ever been invited to 
take a prominent leadership role in the life and mission of the parish she is a member of (which 
we will reflect on in Session 3)?  
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SESSION 1 
 
 

The Lay Apostolate of the Second Vatican Council and Today 
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A New Chapter of Evangelization 
 

At the Ascension, Jesus instructed his followers to “go and make disciples of all nations, 
baptizing them in the name of the Father, and of the Son, and of the Holy Spirit” and to teach 
them to observe all that he had “commanded them” (Mt. 28:19-20).  With this commission the 
early Church began to spread through the missionary activity of Christians traveling throughout 
the Mediterranean region.  Nearly two thousand years later, the Second Vatican Council issued 
Ad Gentes in which it affirmed that the Church still has a “gigantic missionary task” to 
accomplish.   Among some of the key principles the Council gives to guide this missionary task 4

are proximity to the cultures and social lives of the people the Church is attempting to reach.  5

In this same document, the Council affirmed the essential role of the laity in the missionary task 
of the Church: 

 
“... worthy of special attention are the Christian laity: namely, those who have 

been incorporated into Christ and live in the world. For it is up to them, imbued 

with the spirit of Christ, to be a leaven working on the temporal order from 

within, to dispose it always in accordance with Christ.  6

 
In other words, the Church recognizes the proximity the laity have in their day to day life 

to those the Church is attempting to reach.  In Lumen Gentium the Council further defines the 
laity as “all the faithful except those in Holy Orders and those in a state of religious life 
specifically approved by the Church”  In Apostolicam Actuositatem, the Church affirmed that 7

the laity share in the “Apostolate” of the Church: 
 

“The Church was founded for the purpose of spreading the kingdom of Christ 

throughout the earth for the glory of God the Father, to enable all men to share 

in His saving redemption, and that through them the whole world might enter 

into a relationship with Christ. All activity of the Mystical Body directed to the 

attainment of this goal is called the apostolate, which the Church carries on in 

various ways through all her members. For the Christian vocation by its very 

nature is also a vocation to the apostolate. No part of the structure of a living 

body is merely passive but has a share in the functions as well as life of the body: 

so, too, in the body of Christ, which is the Church, ‘the whole body . . . in keeping 

4 Second Vatican Council, Ad Gentes (1965), no. 10, 
http://www.vatican.va/archive/hist_councils/ii_vatican_council/documents/vat-ii_decree_19651207_ad-ge
ntes_en.html. 
5 Ibid, no. 19. 
6 Ibid., 15. 
7 Pope Paul VI, Lumen Gentium (1964). 
http://www.vatican.va/archive/hist_councils/ii_vatican_council/documents/vat-ii_const_19641121_lumen-g
entium_en.html, no. 31. 
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with the proper activity of each part, derives its increase from its own internal 

development’ (Eph. 4:16).”  8

 
Accordingly, this same document called for the lay apostolate to be “broadened and 

intensified.”   9

 
In what ways have we seen the lay apostolate “broadened and intensified” 

since the Second Vatican Council? 
 

Two thousand years later, Pope Francis issued Evangelii Gaudium through which he 
encourages all Christians to embark upon a “new chapter” of evangelization.  A “new chapter” 
that points out “new paths” for the Church’s journey to come.   Pope Francis names this 10

missionary task “paradigmatic” of all Church activity in that this missionary impulse must 
pervade all aspects of Church life and ministry (emphasis added).   In the same document, 11

Pope Francis recognizes that the role and function of the laity remains unclear in many areas: 
 
“clear awareness of the responsibility of the laity, grounded in their Baptism and 
Confirmation, does not appear in the same way and in all places.”  12

 
From the time of the Decree on the Lay Apostolate (Apostolicam Actuositatem) and 

2013, the Church recognizes there is much work left to be done to recognize and promote the 
role of the laity in the mission of the Church.  This leaves us with two key points of reflection as 
we embark on this series: 
 

What does the “new chapter” of evangelization look like today at St. Thomas 
of Villanova and how do the lay members of the parish fit into this new 

chapter?  
 

 
 
 
 
 
 
 
 

8 Pope Paul VI, Apostolicam Actuositatem (1965), no. 2, 
http://www.vatican.va/archive/hist_councils/ii_vatican_council/documents/vat-ii_decree_19651118_aposto
licam-actuositatem_en.html. 
9 Ibid, no. 1. 
10 Pope Francis, Evangelii Gaudium (2013), no. 1, 
http://w2.vatican.va/content/francesco/en/apost_exhortations/documents/papa-francesco_esortazione-ap
_20131124_evangelii-gaudium.html 
11 Ibid., no. 15. 
12 Ibid., no. 102. 
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Every Christian Is Part of the New Chapter of Evangelization 

 
Pope Francis emphasizes that every Christian is a “missionary disciple” to the extent that 

he or she has encountered the love of God in Christ Jesus.  Every Christian is therefore called to 
find ways to communicate Jesus wherever they are.   The Pope asks us to consider the first 13

disciples who immediately went forth to proclaim they have found the Messiah after 
encountering the gaze of Jesus (Jn 1:41).  Similarly, the Samarian woman became a missionary 
immediately after speaking with Jesus as many Samaritans came to believe in Him (Jn. 4:39).14

The essential foundation of evangelization is therefore the “unceasing interplay” of the Gospel 
and concrete life, both personal and social.  It encompasses all dimensions, all individuals, all 
areas of community life, and all people.  As the Pope says, “nothing is alien to it.”  15

 
 

Lay Priests, Prophets, and Kings for the New Chapter of Evangelization 
 

Thus, the Second Vatican Council and current Code of Canon Law affirms all Christians 
are called to share in the three-fold office of Christ as Priest, Prophet, and King.  Those 
incorporated in Christ through Baptism are called to exercise their priestly, prophetic, and royal 
calling in “accord with the condition proper to each.”   How any one Christian shares in the 16

Priestly, Prophetic, and Royal office of Christ is unique by virtue of the specific gifts, talents, and 
state of life they find themselves in.  It is through consideration of the fact that every member 
of the Body of Christ is unique and has something unique to contribute that one can begin to 
explore the role of the lay apostolate. 
 

As stated earlier, the Second Vatican Council defined the laity as “all the faithful except 
those in Holy Orders and those in a state of religious life specifically approved by the Church.”  17

The laity are distinct from those in Holy Orders and those in religious vows by virtue of their 
presence and engagement in the secular realms of the world (e.g., family life, professions, civic 
engagements, etc).  Though it is widely recognized that the clergy and those in religious orders 
actively engage what the Church defines as the “secular realm,” through their own states of life, 
the laity are recognized as having a fuller and more consistent presence.  They therefore share 
in the priestly, prophetic, and royal functions of Christ by engaging with the “temporal affairs” 
of the world, “throwing light upon these affairs,” and ordering them according to the plan of 
God.   18

 
In the Church there is a diversity of ministry but a oneness of mission. Christ 

conferred on the Apostles and their successors the duty of teaching, sanctifying, 

and ruling in His name and power. But the laity likewise share in the priestly, 

13 Ibid., no. 120. 
14 Ibid., no. 120. 
15 Ibid., no. 181. 
16 Code of Canon Law, c. 204, § 1, in Code of Canon Law: Latin-English Edition 
17 Pope Francis, Lumen Gentium, no. 31. 
18 Ibid., no. 31. 
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prophetic, and royal office of Christ and therefore have their own share in the 

mission of the whole people of God in the Church and in the world.  They 

exercise the apostolate in fact by their activity directed to the evangelization and 

sanctification of men and to the penetrating and perfecting of the temporal 

order through the spirit of the Gospel. In this way, their temporal activity openly 

bears witness to Christ and promotes the salvation of men.  19

 
The laity therefore share in the apostolate of the Church and work for the sanctification 

of the world “from within” as leaven does for bread.   The laity are called in “a special way” to 20

make the Church present and operative in those places and circumstances where only through 
them it can become “salt of the earth.”  Accordingly, the Catechism notes that the laity are the 
“front line” of Church life.   I posit that this “front line” position provides an image from 21

which we can contemplate and discern the priestly, prophetic, and royal functions of the lay 
apostolate today. 

 
How do the priests, deacons, religious, and the laity of St. Thomas of Villanova 

live the priestly, prophetic, and royal functions of Christ today?  
 

 
The Priesthood of the Laity 

 
The Catechism notes how the works, prayers, apostolic undertakings, married life, 

family life, and daily work all become “spiritual sacrifices acceptable to God through Jesus 
Christ.”  It is by worshipping “everywhere” through their holy actions that the laity “consecrate 
the world itself to God.”   One prayer, one act of charity, one daily routine dedicated to God at 22

a time.  
 

What are concrete ways that the laity exercise their lay priesthood at home, 
work, school, in their neighborhoods, and in the parish?  

 
In my former career, I began to understand this more clearly when I observed those 

who would use their lunch break to organize Bible studies once or twice a week.  This was not 
only a powerful way to integrate Scripture and faith sharing into their day to day work 
experience, but also a way to evangelize as such Bible studies had visibility throughout the 
office.  Further, as a kid I would observe my Catholic coach exercising his priesthood when he 
would invite those who were interested to join him in a group prayer before the game (I was 
educated in the public school system so prayer was not a regular part of our sporting events). 
Lastly, before I entered the Catholic Church my roommate during undergraduate studies was 
Catholic and would consistently invite me to the dinner that his family would have together 

19 Pope Paul VI, Apostolicam Actuositatem, no. 2. 
20 AA, no. 2; EG, nos. 75, 114, and 237. 
21 Catechism of the Catholic Church, 2nd ed. (Washington, DC: United States Catholic Conference, 
2000), 899. 
22 Ibid., 901. 
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every Sunday (my family had no such tradition).  They would pray and often make the Sunday 
homily a topic of discussion at their dinner table and invite me (a non-Catholic) to give my 
perspective from a Southern Baptist point of view.  These are some of the many ways I have 
personally experienced Catholic lay women and men exercising their priesthood.  

 
As a non-ordained religious, I also exercise my priesthood (not unlike the lay priesthood) 

whenever I enter a jail or prison and conduct a Liturgy of the Word service utilizing the readings 
of the day or upcoming Sunday and relate the message of the homily I heard to those who are 
unable to come to Church.  Likewise I exercise my priesthood when I bring communion to the 
sick using the same Liturgy of the Word format I use in the prisons.  I exercise my priesthood 
when I lead Liturgy of the Hours for my Augustinian community. 

 
How have you experienced Catholics exercising their priesthood and are there 

opportunities to expand use of these practices at St. Thomas of Villanova? 
 

 
Lay Prophets 

 
The laity fulfill their prophetic mission through evangelization in the “ordinary” 

circumstances of the world.  As the Catechism states, the laity are on the “look out” for 
occasions and opportunities to announce Christ by word.   In Theology for Ministry: An 23

Introduction for Lay Ministers, Edward P. Hahnenberg notes Jesus was not just calling on the 
disciples to baptize new believers.  He was calling on them to follow all that he “commanded” 
or taught them.  This includes helping others recognize the “good news” of God’s presence in 
the world around us by challenging injustices, speaking words of hope to the helpless, and 
offering love and attention to those who need it most.   24

 
We see this in the many ways the laity are often on the “front line” of denouncing social 

injustices that take place in our neighborhoods, workplaces, schools, local governments, etc. 
We see it as they organize public awareness events, speak at events such as Theology on Tap, 
and publish literature.  Likewise, social media has become a major platform for the laity to 
exercise their prophetic functions by speaking words of truth, justice, and peace.  It is no 
surprise that courses on the theology of social media are popping up in seminaries and schools 
of theology; there is no doubt in my mind that social media will become a tremendous tool of 
evangelization in the future. 

 
As an example, I exercise my prophetic ministry whenever I give talks to increase 

awareness of the injustices of mass incarceration, tying the facts about who is incarcerated in 
the United States with Catholic Social Teaching and Scripture.  I exercise my prophetic task 
anytime I observe with others a celebrity or political trial on TV and proclaim that the judge 
should emphasize rehabilitation rather than retribution in the sentence.  I also exercise my 
prophetic ministry anytime that I write to an incarcerated person and offer them Scripture 

23 Ibid., no. 905. 
24 Edward P. Hahnenberg, Theology for Ministry (Collegeville, MN: Liturgical Press, 2014), 64. 
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passages and reflections on the many ways that God loves them and is present to them, even if 
society has tried to discard them. 

 
Who in the neighborhoods, workplaces, and schools that surround our 

parish have not heard the good news of the Gospel?  Are there acts of 
oppression happening in our own backyard that should be called out and 

exposed in light of the Gospel?  How might the laity of our parish use their 
“front line” position to announce good news to these unreached populations? 

 
 

Lay Kings 

The Catechism notes that the laity are called to unite “their forces” to remedy the 
institutions and conditions of the world.   We see this in the plethora of charities, advocacy 25

movements, church groups, and other social actions led by lay women and men.  An increasing 
number of lay men and women are assuming top leadership positions within these types of 
Catholic organizations.  As an example, over the past few years the Augustinians recently 
appointed three laypersons to lead three of its institutions that work and advocate for peace 
and justice: St. Rita’s Shrine, the Augustininan Volunteer program, and the Augustinian 
Defenders of the Rights of the Poor (A.D.R.O.P).  Until recently these positions were 
traditionally only held by Augustinian Friars.  Further, at the annual Catholic Social Ministry 
Gathering I am always inspired by the number of lay men and women the USCCB has put into 
key leadership positions involving efforts to speak out and work against various forms of 
oppression. 

I personally share in the kingship of Christ anytime I sign a petition, attend a rally, or 
conduct another form of advocacy for those who are denied social justice in our country.  I have 
advocated for fairer sentencing guidelines, a less racially biased criminal justice system, and a 
more restorative re-entry process for those released from jail.  I do this from the perspective of 
someone who has accompanied a younger brother through the horrors of incarcerated life 
(hence my proximity and “front line” position on this issue).  I further exercise my royal function 
anytime I recruit others to join me in these efforts.  Further, when I was the director of a large 
military organization, I exercised my royal functions as a lay Catholic anytime there were 
staffing cuts or reorganizations and I advocated and partnered with other senior decision 
makers to ensure we were doing all we can to avoid cuts, including cutting additional 
non-essential expenses in order to preserve the most number of jobs possible.  I do this from 
the perspective of someone who grew up with the financial and psychological impacts of having 
my own parents experience lay offs from their jobs. 

What are you passionate about?   What opportunities exist at St. 
Thomas of Villanova to unite various people, groups, interests, and skillsets to 

“remedy” the institutions and conditions of the world?  

25 CCC, no. 909. 
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I do not think anyone would disagree when I say that there are so many in existence 
today at our parish.  However, it never hurts to ask:  

Are there more opportunities?  Who in lay apostolate at St. Thomas of 
Villanova Parish are positioned to create and lead the next one? 

Lay Cooperation with the Hierarchy 

The Second Vatican Council recognized that some laity are called to a more direct form 
of cooperation in the apostolate of the Hierarchy, in the same way that certain women and 
men assisted Paul the Apostle.   In 1995, on the 30th anniversary of the Second Vatican 26

Council’s Decree on the Apostolate of the Laity (Apostolicam Actuositatem), the U.S. Bishops 
issued Called and Gifted for the Third Millennium to encourage continued dialogue between the 
laity, religious, and ordained members of the faithful.  In this document the Bishops 
acknowledge that evangelization will become a reality only if ordained and lay members of the 
faithful see their roles as “complementary” and “their purposes joined to the one mission of 
Jesus Christ.”  27

Further, in 2005, the U.S. Bishops released Co-Workers in the Vineyard of the Lord to 
address the reality of an increasing number of  lay women and men assuming leadership roles 
within the Church.  In this document, the Bishops once again recognize that while the laity are 
distinctly positioned to engage the world in a way that brings “the secular order into conformity 
with God’s plan,” they also are equipped with gifts and graces to build up the Church “within,” 
in “cooperation with the hierarchy and under its direction.”   28

Accordingly, they identify a specific form of lay ministry called lay ecclesial ministers. 
These are people who possess explicit authorization by the hierarchy to serve publicly in the 
Church and who have received adequate training exercise leadership over a particular area of 
ministry in mutual collaboration with deacons, priests, and bishops.   The adoption of lay 29

ecclesial ministry has varied across dioceses.  

What is the status of Lay Ecclesial Ministry in the Archdiocese of Philadelphia? 
What might this look  like at St. Thomas of Villanova? 

However, along these same lines and in the context of lay participation in the kingship 
of Christ, the Catechism also notes how some lay women and men may also be called to 
“cooperate with their pastors in the service of the ecclesial community” for the sake of its 
growth and life.   This includes the exercise of various ministries and in certain circumstances 30

(where permitted by law), in the exercise of power (governance).  This governance includes 

26 Pope Francis, Lumen Gentium, no. 33. 
27 United States Conference of Catholic Bishops, Called and Gifted for the Third Millennium, (Washington, 
DC: United States Conference of Catholic Bishops, 2006). 
28 United States Conference of Catholic Bishops, Co-Workers in the Vineyard of the Lord:  A Resource for 
Guiding the Development of Lay Ecclesial Ministry (Washington, DC: United States Conference of 
Catholic Bishops, 2005), 12.  
29 Co-Workers in the Vineyard of the Lord 10. 
30 CCC, no. 914. 
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presence at particular councils, diocesan synods, pastoral councils, exercise of pastoral care of a 
parish, collaboration in finance committees, ecclesiastical tribunals, etc.   31

What do these functions look like at St. Thomas of Villanova? 

Through this the laity are uniquely positioned to not only exercise their rights and duties 
as members of the Church, but also to unite them with their unique position in secular society. 
We see this as professionals share their expertise with various Church councils (such as an 
accountant sharing their financial expertise with the Parish finance council, or a nurse sharing 
their expertise with the parish ministry to the sick and homebound).  In the same way we see it 
when a member of a parish council learns how to adopt the Christ based practices of making 
tough decisions within a parish into their management practices in their secular profession 
(similar to my aforementioned experience of handling job cuts in my organization). 

In the context of evangelization, we see this as lay women and men identify an 
underserved population in the parish boundaries and work with their pastor to identify and 
implement new opportunities to serve them.  Examples of this include programs that provide 
outreach to the poor, those suffering from addictions, programs intended to attract youth to 
the faith, etc.  Recently I was organizing a ministry to write letters to the incarcerated.  A 
layperson approached me afterwards and asked if we could expand this to writing letters to the 
homebound.  A perfect example of a layperson on the “look out” for new opportunities to 
proclaim the Good News of Christ! 

In many parishes we also see this in homily preparation groups where laypersons are 
appointed to meet and advise the priests and deacons about what sorts of topics and interests 
are on the minds of the congregation as it relates to current events and the scripture passages 
of the upcoming Sunday.  Likewise, we see it as the laity participate in planning liturgies (if not 
leading those liturgies where allowed by canon law) in a way to help the liturgies meet the 
needs of specific populations of people.  This specific point will be covered in more depth in the 
second session. 

I posit that as the vision for where a particular parish is called to evangelize becomes 
more refined, so will identification of opportunities for recognizing the complementary roles 
between the ordained members of the hierarchy, religious, and laity. 

 

 

 

 

 

31 CCC, no. 911. 

18 



 

 

 

 

Two Key Ingredients to Understanding and Appreciating the Lay Apostolate 

Consequently, as the Second Vatican Council and Pope Francis rightly acknowledge, 
opening the “new chapter” of evangelization and practicing ministry in the modern world 
requires a solid understanding and appreciation of the lay apostolate.  I proffer that promotion 
of such an understanding and appreciation has at least two main ingredients. 

The first ingredient is communal acknowledgement of the unique gifts that only the 
laity, through their particular and diverse states of life, can offer.  As Pope Francis noted in 
2013, the role of the laity is still not consistently understood or appreciated across the universal 
Church.   Such an awareness and appreciation must exist within the ordained, religious, and lay 32

communities. 

In what ways are the laity integrated into the mission of St. Thomas of 
Villanova parish?  What opportunities exist to increase awareness of and 

promote involvement and empowerment of the laity in the parish mission? 

Before I became Catholic I was baptized in and joined a Southern Baptist Church at the 
age of 17.  One of the requirements after I joined was to take a spiritual gift inventory test (not 
unlike what we have seen with the Myers-Briggs type indicator).  The test helped me to identify 
what my spiritual gifts might be so that I and the Church could discern how I might be called to 
get involved.  The expectation was that after taking the test, I would get involved in an area of 
the Church where my unique gifts were needed.  At this particular Church, it was not possible 
to join and be a “passive” participant.  As the pastor remarked, “We don’t need more members. 
We need more disciples.  Son, if you want to attend Church here, you will get involved.”  

Taking the test and having the follow-up discussion with the Pastor not only gave me a 
clear vision of where I fit into the mission of the church, but also where I fit into the community 
of the Church.  There was both a personal and a communal acknowledgement and 
accountability for me to share my gifts.  However, such an acknowledgement would not have 
been possible if the Church lacked a vision of where it was headed and what gifts it needed 
among its members to carry out that vision.  It would not have been possible if it was just 
assumed that the Pastor was going to take ownership and leadership of every function of the 
Parish.  Likewise, it would not have been possible if it was not clear (personally and 
communally) that the role of the non-Ordained was to complement that of the Pastor.  

32 Pope Francis, Evangelii Gaudium, no. 102. 
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I think St. Augustine summarized such a complementarity perfectly when he told his 
followers “For you I am a Bishop, but with you I am a Christian.” 

The second ingredient I therefore propose is a vision of where the Church is called to go 
next.  As previously stated, Pope Francis reminds us that the missionary impulse of the Church 
is paradigmatic of all Church activity.  Everything the Church is called to do should be in 
support of its mission.  This requires the entire Body of Christ to continually ask questions such 
as the following:  

Who is not involved in the Church that we would like to invite to become 
involved?  Who in our back yard has not been reached by one of our ministries?  

As I will discuss in more detail in Session 3, most Churches have an inspiring mission 
statement which states why the Parish exists or what it does.  However, my experience shows 
few have a vision statement as you see fairly consistently in secular institutions.  As one mentor 
told me when I was assuming leadership of an organization in the midst of a major 
reorganization and had noticed that I had failed to publish a vision statement:  A mission 
without vision is maintenance.  

Where is St. Thomas of Villanova Parish called to go next and how do the lay 
men and women of our parish fit into the next steps it is called to take? 

In 1992, the U.S. Bishops released the document GO AND MAKE DISCIPLES:  A National 
Plan and Strategy for Catholic Evangelization in the United States, which outlines three specific 
and concrete goals for evangelization that are helpful in discerning what a vision for a particular 
parish might include: 

Goal 1:  Bring about in all Catholics such an enthusiasm for their faith, that in 
living their faith in Jesus, they freely share it with others.   33

Goal 2:  Invite all people in the United States, whatever their social or cultural 
background, to hear the message of salvation in Jesus Christ so that they may come to 
join us in the fullness of the Catholic faith.   34

Goal 3:  Foster gospel values in our society, promoting the dignity of the human 
person, the importance of the family, and the common good of our society, so that our 
nation may continue to be transformed by the saving power of Jesus Christ.   35

How is continual renewal taking place within our parish (Goal 1)?  How are we 
inviting others to share the fruits of our Catholic faith and our parish life (Goal 

2)?  How are we fostering Gospel values in our workplaces, surrounding 

33 United States Conference of Catholic Bishops, Go and Make Disciples:  A National Plan and Strategy 
for Catholic Evangelization in the United States, (Washington, DC: United States Conference of Catholic 
Bishops, 2002), nos. 46-52. 
34 Go and Make Disciples, nos. 53-55. 
35 Go and Make Disciples, nos. 56-60. 
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neighborhoods, schools, etc (Goal 3)?   Is there individual and communal 
acknowledgement of the role of the laity in all three? 

I think of the family of my college roommate who invited me to dinner on Sundays. 
They were, perhaps without even knowing it, working towards these goals.  They were 
renewing themselves by discussing their faith every Sunday as a family (Goal 1).  They were 
inviting me to share in the fruits of their Catholic faith (Goal 2).  They were fostering Catholic 
values by discussing together how to live the message of Christ they found in their faith (Goal 
3).  

Are there opportunities at St. Thomas of Villanova to increase awareness of and efforts 
towards these goals? 

The specifics of these goals will be discussed in more detail in Session 3.  However, it is 
important to note here that this document, like many of the others we have seen, affirms the 
complementary roles of the ordained, religious and lay members of the faithful in carrying out 
these goals: 

“Evangelization in the parish should be seen as a collaborative effort that springs 
from a partnership between the clergy and laity.  Priests have a special 
leadership role in carrying out this plan, but they should not feel isolated, 
overburdened, or frustrated in implementing it.”  36

 I proffer the laity, through their “front line” position in the secular affairs of the world, 
are uniquely positioned to complement those in Holy Orders to craft the vision for any parish 
on how these goals can be implemented.  

  

36 Go and Make Disciples, no. 86. 
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Crossing New Boundaries through Pioneering Pastoral Practices 
 

When one considers the Great Commission, Pope Francis’ concept of a “new chapter” of 
evangelization, the three goals of evangelization provided to us by the U.S. Bishops, and the 
unique “front line” position of the laity, one cannot help but reflect on where such an 
expansion takes place in our world today.  Globalization and expansion of internet connectivity 
can lead one to ask if there are any “ends of the world” which have not yet heard the Gospel? 
 

For context, it is helpful to consider a little history and where the first major expansion 
of the Church’s evangelization took place almost 2,000 years ago.  In The Church According to 
the New Testament, theologian Daniel J. Harrington notes that while the Jesus movement was 
more of a renewal within Judaism, it was Paul who led the effort to bring the Gospel of Jesus 
Christ to non-Jews.   With this expansion came the challenge of incorporating the Gentiles (and 37

their culture) into what had been previously limited as a movement within Judaism.  The central 
issue was circumcision and whether or not to impose the traditional Jewish requirement for 
circumcision onto the non-Jewish (Gentile) population that Paul was trying to reach.  Was the 
traditional Jewish requirement for circumcision applicable and relevant to non-Jewish 
Christians?   Circumcision after all was deeply embedded in the Jewish culture and tradition. 
However, not so with the non-Jewish populations that the Christians were seeking to reach. 
Ultimately what followed was a solution that accounted for both cultures, Jewish-Christians 
could retain circumcision as an important part of their tradition and identity without imposing 
such a burden on the Gentiles who did not see it as necessary for salvation.  38

 
Thus, Harrington names Paul the “pioneering pastoral theologian.”   I posit that this 39

“pioneering” pastoral approach can serve as a model for the church of today; a church faced 
with the challenge of remaining faithful to Tradition, remaining faithful to its universality across 
so many different cultures throughout the world; a church faced with making the good news of 
the Gospel relevant in new and fresh ways to the modern world.  

 
What are the “circumcision” type questions of our day in our own backyards 

that might shed light on the “new paths” that Pope Francis calls for in the new 
chapter of evangelization?  40

 
This shift of mission from a renewal within Judaism to expansion of Christianity to the 

Gentiles represents what the Second Vatican Council theologian Karl Rahner calls the “second 
epoch” of Church history.  This is when “the Church ceased to be the Church of the Jews and 
became the Church of the Gentiles”  by crossing not only geographical boundaries, but also a 41

major cultural boundary.  What followed was the expansion of Christianity to many lands that 

37 Daniel J. Harrington, The Church: According to the New Testament (Lanham, MD: Sheed & Ward, 
2001) , 84. 
38 Rahner, Karl. Concern for the Church. Theological Investigations, volume 20. Trans. Edward Quinn. 
NY: Crossroad, 1981, 84-85. 
39 Harrington, The Church, 58. 
40 Pope Francis, Evangelii Gaudium, no. 1. 
41 Rahner, Concern for the Church, 85. 
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were previously considered outside the “Church of the Jews.”  Yet, this expansion still retained 
a largely Hellenistic/European influence, which remains even today.  Two Thousand years later, 
the Second Vatican Council acknowledged it still has the same mandate to carry the Gospel “to 
the very ends of the earth” that “the entire world may become the People of God.”  42

 
Just as Paul discovered a new boundary to cross (i.e., the cultural gap between the Jews 

and the Hellenistic culture of the Gentiles), the Church of today has discovered a calling to cross 
new cultural boundaries.  During the Second Vatican Council, for the first time in the history of 
the Church Bishops outside Europe had a significant voice in shaping the future of the Church. 
Consequently, the consciousness of the Church expanded beyond the “Eurocentric” culture it 
had promulgated since the early Church.   The Second Vatican Council recognized the Church of 
Jesus Christ as a “world Church,” creating what Rahner labels as the “third” epoch of Church 
history.   43

 
Thus, through the Second Vatican Council, the Church has become expressly aware of its 

responsibility for the future history of all humankind, specifically in its acknowledgement of the 
Third Word as part of the Church, its positive appraisal of the great world-religions (see Nostra 
Aetate, 1965), and its affirmation of the universal salvific will of God.   With the Second Vatican 44

Council we see the Church recognize “going to the ends of the earth” entails much more than 
crossing geographical boundaries with a Eurocentric influence, but also crossing additional 
boundaries to become a true “world church” rather than what Rahner calls a “European church 
with Christian exports.”   45

 
Some New Boundaries to Cross 

 
What might these additional boundaries look like?  I propose that across each of the 

three aforementioned goals the Bishops have called the faithful to implement, there are three 
key “boundaries” that exist in the communities surrounding St. Thomas of Villanova parish (and 
any parish in the modern world for that matter).  I proffer that the laity are uniquely positioned 
to lead the Church (in cooperation with and as a complement to the Hierarchy) across these 
boundaries. 
 

The Cultural Boundary 
 
The first of these boundaries is cultural, a continuation of the cultural boundary the 

Church began to cross with the Gentiles and continued during the Second Vatican Council.  How 
will the Church incorporate the many local norms and customs of the people it evangelizes 
today? Are there norms and customs of populations of people within the boundaries of St. 
Thomas of Villanova parish that are not incorporated into its parish life that may cause 
someone to feel unwelcome? 

 

42 Pope Paul VI, Gaudium et Spes, no. 7. 
43 Rahner, Concern for the Church, 81-83. 
44 Rahner, Concern for the Church, 81. 
45 Rahner, Concern for the Church, 110-111. 
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One of the most obvious thoughts that come to mind when parishes consider this 
boundary is language.  Many parishes have adopted bi-lingual liturgies to meet the needs of 
parishioners whose first language is other than English (bi-lingual liturgies are discussed further 
towards the end of this section).  However, I posit that exploration of crossing cultural 
boundaries goes much deeper than whether or not to offer English/Spanish liturgies.  What 
about millennial culture?  How is the Church adopting its liturgies and activities to 
accommodate the culture and unique needs of millennials who are passionate about social 
issues?  What about the up and coming generation that will follow the Millennials? 

 
What about those of other socioeconomic cultures?  In the book Bridges Out of Poverty: 

Strategies for Professionals and Communities, Ruby K. Payne, Philip E. DeVol, and Terie Dreussi 
Smith discuss differences between what they call “hidden rules” among various socioeconomic 
classes and their cultures.  As an example, when it comes to the primary life focus of people in 
each of these socioeconomic classes, the authors state that people in poverty tend to focus on 
survival, relationships, and entertainment; the middle class tends to focus on work and 
achievement; people of the upper class tend to focus on financial, political, and social 
connections.   When it comes to someone’s “worldview,” those in poverty tend to focus on the 
local community; people in the middle class tend to see the world from a national perspective; 
those of the upper class tend to see the world from an international viewpoint.  In terms of how 
one views destiny, those in poverty tend to believe more in fate; whereas those in the middle 
class are more likely to emphasize personal choice leading to one’s fate; those of wealth are 
more likely to see it from the perspective of “noblesse oblige.”  Even from something as simple 
as food preferences, there are differences.  According to the authors, those in poverty are more 
likely to value quantity in food; someone in the middle class is more likely to look for quality. 
Someone in the upper class is more likely to focus on how food is presented.  The authors go on 
to discuss similar differences in perspectives across other categories such as possessions, 
personality, clothing, time, education, family structure, world view, love, and humor.  46

 
Not one of these categories would fully encompass any one parishioner or any one 

person the Church is attempting to reach.  However, I present the perspective of these authors 
to state that crossing cultural boundaries as it relates to evangelization entails more than just 
accomodation of language.  There are a host of worldviews and perspectives that shape how 
the Church is to reach others and it impacts everything from the choice of music in liturgy, to 
the message of the homily/reflection, to how we organize food and entertainment for 
hospitality events. 

 
How might someone’s socioeconomic status impact how they view the 

literature, the liturgy, the environment, the advertising, etc. of St. Thomas of 
Villanova parish?  Does it account for the various socioeconomic groups that St. 

Thomas of Villanova is trying to reach? 
 
 

46 Ruby K. Payne, Philip DeVol, and Terie Dreussi Smith, Bridges out of Poverty: Strategies for 
Professionals and Communities (2001), Kindle Loc 645-646. 
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As someone who grew up in the lower middle class, when I plan food for events I tend 
to be more focused on quantity than presentation.  My natural assumption is that if there is 
enough, people will be happy with whatever you make.  I am therefore not automatically 
inclined to focus on details such as fancy napkins and other “presentation” techniques.  When I 
moved to D.C., bought a house, began to climb the socioeconomic ladder, and began hosting 
colleagues and friends who grew up in a wealthier socioeconomic status than I,  I had to learn 
the art of presentation.  Quantity (and even quality  were not enough).  I had to have fancy 
napkins, plates, and food that was presented well in order to impress my guests.  Having 
enough was not enough. 

 
Likewise, as I have ministered to people across numerous socioeconomic boundaries 

(Fairfax County vs. downtown Washington DC, Chicago vs. Villanova, etc), I have learned that I 
had to prepare conversation topics differently.  With those of lower income I have found 
deeper connection when talking about what was going on in the local community and ways we 
can bring the good news of Christ to a dangerous and complex world.  When encountering 
those of wealthier classes, I find the productive conversations tend to be more focused on what 
is going on in the larger world (and the larger Church) and how that relates to service at a local 
level.  

 
How might the hospitality practices of St. Thomas of Villanova cause someone 
of a particular socioeconomic class feel unwelcome based on how it structures 
its language, decorum, discussion topics, food, etc. in its liturgies and events? 
Are there laypeople in our parish whose life experience may help the parish 

cross the next cultural barrier? 
 

 
The Psychological Boundary 

 
The second boundary I propose is psychological.  The Second Vatican Council 

acknowledged the emergence of information from history, science, and philosophy that 
demand “new theological investigations” in order to reevaluate how to communicate the faith 
and deploy adequate pastoral care in the modern world.   Even since Vatican II, the amount of 47

knowledge the world has gained with respect to mental illnesses such as addiction, the 
psychology of sexuality, and even emotional intelligence among many other areas has been 
significant. Mental Health First Aid training is growing in popularity among those preparing for 
ministry to help ministers recognize and prepare encounters with people who suffer from a 
number of mental health ailments ranging from anxiety to schizophrenia. 

 
Further, the Church must consider the life stage of the people they are trying to reach, 

specifically the stage of psychological and/or psychosocial development that a particular 
demographic finds themselves in.  There are many theories and academic disciplines that cover 
this area and I am not qualified to speak much on this topic.  Further, my experience has been 
that research on the relationship between the stages of psychological and psychosocial 

47 Pope Paul VI, Gaudium et Spes, no. 62. 
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development and spirituality is limited.   Here I mention it only as one of the many factors to be 
considered in this boundary.  For example, regardless of which psychological theory is applied, 
one can generally conclude that someone in their 20s will naturally have a need for identity 
development and validation in order to support healthy ego development; whereas someone in 
their 30s and 40s will have a need to integrate their spirituality into their chosen life path and 
profession; while someone in their 60s and 70s will need to experience validation of their life 
experience and opportunity to share their acquired wisdom with those of younger generations.  

 
To add to the complexity of this boundary, research into Emotional Intelligence and 

Personality Theory can shed fresh more insights into how people of different personality types 
pray, process mystery, and even react to liturgy.  For example, someone who registers as a 
sensate on the Myers-Briggs personality type indicator is much more likely to find inspiration in 
the sights, sounds, and smells conducive to the mood of the message in the “here and now.” 
Conversely, someone who registers as a strong intuitive type would likely be less focused on 
sights, sounds, and smells of the here and now in the liturgy and more on how the environment 
and message of the homily/reflection connects with the bigger picture of the faith and their 
future (or whatever else is on their mind).  Those who are sensates tend to focus more on what 
is currently happening or what has happened and get bored with discussion on theoretical and 
abstract concepts; whereas those who register more strongly on the intuitive scale would get 
bored quickly and gloss over details of the here and now and become more interested in 
discussion about metaphor and what things symbolize with respect to the future.  

 
Again, this is an overly simplistic generalization, especially given that most people have a 

mixture of sensate and intuitive tendences.  This therefore doesn't cover the full scope of 
emotional intelligence or personality theories such as the Myers-Briggs and Enneagram.  I 
however use it to emphasize that crossing the psychological boundary involves much more than 
consideration of modern mental health challenges. 

 
The question becomes how to incorporate these findings into the norms and 

pastoral practices of the Church in order to reach people who otherwise would 
not be able to reach the Church?  Further, who is better positioned to 

participate in these “theological investigations” than the very people who work 
with, live with, and in many cases professionally interact with people who are 
the subjects of this new knowledge?  To what degree are the lay members of 
the parish integrated into planning how the Church ministers with the various 

groups of people?  To what degree are such planning efforts composed of a 
mixture of personality types?  Do we have both sensate and intuitive types in 

our liturgy planning meetings?  
 
A quick Google search or just about any modern book containing case studies on 

organizational leadership will show you how secular institutions, especially companies in the 
Top 500 are using these considerations as an essential ingredient behind their competitive 
strategies for optimizing their workforces, capturing new market segments, and product 
lifecycle management.  However, are the methods modern companies use to capture the 
hearts of consumers in any way related to the methods the Church uses to win hearts for 
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Christ?  Are the methods modern companies use to motivate employees to innovate related in 
any way to how the Church motivates its faithful to respond to the unique needs of those the 
Church is called to serve?  

 
I propose they are not the same, as Christ and our faith are not a product for consumer 

purchase.  However, they are not unrelated to the Church's mission of evangelization.  They 
have a lot to teach us as we attempt to interpret here in 2020 what John Paul XXIII declared at 
the convocation of the Second VAtican Council as the need for the Church to read the “signs of 
the times” so that it can first learn from it before deciding how respond to it.   They 48

demonstrate how history, science, and philosophy demand “new theological investigations” in 
order to reevaluate how to communicate the faith and deploy adequate pastoral care in the 
modern world.   For an excellent book on this perspective, I recommend reading Rebuilt: 49

Awakening the Faithful, Reaching the Lost, and Making Church Matter by Michael White and 
Tom Corcoran.  
 

Are there other opportunities at the local parish level for the laity to be the 
“leaven” within their neighborhoods, schools, and workplaces by leading the 

Church across such psychological boundaries? 
 

The Spiritual Boundary 
 

The third boundary I propose is spiritual.  The Second Vatican Council affirmed a rise in 
secularism and plurality of religions and philosophies (not unlike that of today) which impact 
how the Church evangelizes.  Rahner posits that in such a secularized world, we cannot simply 
assume that people will understand or accept anything with a Christian foundation.   The 50

traditional theological starting point of identifying and defending abstract claims about God will 
no longer suffice in our modern world.  As the world continues to experience the spread of 
universal education and a pluralism of intellectual philosophies and religions, faith has to be 
grounded in the real life of its practitioners prior to attempting any rational explanation for 
God.  This requires us to move beyond assuming people will simply accept traditional notions of 
God.  Thus, the Christian of the future will be a “mystic or not a Christian at all.”   51

 
This obviously involves crossing the aforementioned cultural and psychological 

boundaries.  Yet, within each of these boundaries is a spiritual boundary.  How does the Church 
evangelize populations of people who have grown up in secular families and societies that lack 
even a basic recognition of a need for God?  How does the Church evangelize populations of 
people who are “spiritual but not religious,” who perhaps have grown up with a deep 
relationship with God but not with any particular religion?  How might this become even 
further differentiated as we consider how the spiritual boundary for someone raised in poverty 

48 Humanae Salutis 
(http://www.vatican.va/content/john-xxiii/la/apost_constitutions/1961/documents/hf_j-xxiii_apc_19611225_
humanae-salutis.html) 
49 Pope Paul VI, Gaudium et Spes, no. 62. 
50 Rahner, Concern for the Church, 110. 
51 Rahner, Concern for the Church, 149. 
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and is focused more on survival might differ from someone raised in wealth and focused more 
on social connection?  How might this spiritual boundary differ for someone who is a sensate 
and will likely be largely attracted to the sights, sounds, and smells of a liturgy than someone 
who would be more attracted to abstract concepts and metaphor in the homily? 

 
Rahner posits that up until the Second Vatican Council the Church had been largely 

reactionary on this front.   Rahner asserts that in such a world, the ultimate decision of faith 52

will come not from a “pedagogical indoctrination” as in the past, but from one’s own 
experience of God (which I posit is completely tied to the particular cultural, psychological and 
spiritual starting point the person finds themselves in).  We must therefore evangelize from the 
perspective of where people are at today.  

 
What are the simple ways we can help people understand the tenets of our 

faith, the Sacraments, and the teachings of the Magisterium in a language that 
they can not only understand, but relate to according to their cultural, 

psychological, and spiritual starting point?  
 
Moreso, along the lines of the spirit of the “new chapter” Pope Francis calls for, how do 

we communicate in a meaningful way the joy our faith brings to our lives in a way that is 
relatable to theirs? 
 

Gender Boundary 
 

I would be remiss if I did not mention gender.  I posit that not only is the Church of our 
generation charged with expanding beyond the traditional Eurocentric cultural, psychological, 
spiritual starting points in its evangelical mission, it is also charged with expanding beyond the 
traditional Eurocentric MALE influence.  Even our synods today consist primarily of male voices. 
I therefore posit that within each of the aforementioned cultural, psychological, and spiritual 
boundaries is consideration of the starting point for each gender.  
 

How might gender influence how the Church approaches the aforementioned 
cultural, psychological, and spiritual boundaries the Church is called to cross in 
the New Chapter of Evangelization?  How might increased awareness of gender 

differences in terms of needs and preferences influence how the Church 
ministers to various populations of peoples?  

 
 

 
 
 
 
 
  

52 Rahner, Concern for the Church, 153. 
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Ministry that Crosses New Boundaries 
 

 In his book The Meaning Revolution, Fred Kofman provides an explanation for why 
these factors are so essential.  Kofman posits that the pursuit of happiness and meaning are the 
two central motivations in everyone’s life.  Consequently, salary and benefits comprise of less 
than 15 percent of employee motivation.   The other 85 percent are respect, care, integrity, a 53

feeling of belonging, a sense of achievement, a noble purpose, and ethical principles.   I posit 54

that evangelization is just as reliant on these basic truths as a manager who “evangelizes” the 
workplace mission in an institution. 

 
When I was the director of a 400 employee organization, I had to be an “evangelizer” of 

the mission I was charged to lead.  I had to help people see why the “mission” was important to 
the meaning they seek in their work.  I had to help them see why the mission was important 
enough to take the place of personal ambition and therefore worthy to avoid abandoning 
during difficult times.  Otherwise I would only have passive employees, people who would do 
just enough to get by, but not the extra effort needed to help me bring the mission to the next 
level (or in the language of this discussion on evangelism, the next frontier). 

 
In all this, I found having a basic understanding of these same cultural, psychological, 

and spiritual boundaries to be an essential ingredient to an optimized workforce.  For example, 
understanding various cultures informed how each employee viewed the concept of time in 
terms of deadlines and how meetings should be structured; awareness of culture was essential 
to determining the type of breakroom environment that would be conducive to the need for 
employees to rest and socialize.  Further, the stages of psychological development and 
personality theory were critical in not only deciding how to compose teams across a diversity of 
life stages and personality types; but also in helping people of these different personalities and 
stages of life find meaning in their work (someone in their 20s would be motivated by different 
factors than someone closer to retirement).  Further, as much as “religious talk” was prohibited 
in the secular workplace, understanding one’s religious background was helpful in finding ways 
to relate the workplace and organizational mission and values to the “higher values” that the 
employees believed in. 

 
As I believe this demonstrates, evangelization today is primarily relational and is 

oriented around meeting people’s basic needs for happiness and meaning;  happiness and 
meaning found in religion and spirituality is different for everyone but largely influenced by 
their cultural, psychological, and spiritual starting points.  I posit that it is therefore only 
through relationships that the Church will develop the empathy and compassion needed to 
understand the cultural, psychological, and spiritual starting point of those the Church is 
attempting to reach and serve.  It is therefore only through relationship that the Church will 
adopt the “pioneering pastoral approach” that Harrington attributes to St. Paul to 
evangelization in our modern world.  

 

53 Fred Kofman,The Meaning Revolution: The Power of Transcendent Leadership (New York, NY: 
Currency, 2018), 20. 
54 Kofman,The Meaning Revolution,  20. 
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Accordingly, as Hahnenbenberg attests, “ministry is as much about presence as it is 
about proclamation.”   A spirituality of presence is meant to suggest a basic stance – an 55

attitude of empathy and compassion – that frees us to recognize how God is already at work in 
those we are called to serve” (emphasis added).   How God is already at work at the cultural, 56

psychological, and spiritual starting points we find people we are attempting to reach at.  As 
Hellwig so clearly articulates: 
 

“The wisdom that Jesus taught about human relationships included the 
following.  People are always more important than things.  When enemies are 
treated as friends it makes it very difficult for them to keep behaving as enemies. 
There is no progress in human relationships without forgiveness, and forgiveness 
rests in a compassionate understanding of the social and psychological traps that 
hold people in destructive behavior” (emphasis added).   57

 
Solidarity, mutuality, and presence with those who are served is at the heart of ministry. 

This includes presence at the cultural, psychological, and spiritual starting point of the people 
the Church is trying to reach.  The Gospels repeatedly demonstrate how Jesus walked with, 
talked with, ate with, laughed with, cried with, forgave, and healed all those who came to him, 
in spite of their walk of life or what their personal history entailed.  

 
This is how one serves “as Jesus did” and I use this to argue that the proximity of the 

laity to those whom Jesus would be present to today is at the heart of the lay apostolate.  Who 
is better positioned to understand the cultural, psychological, and spiritual starting points of the 
people the Church seeks to reach than the lay Christians who live and work among them in the 
world?  
 

As a perfect example of this, Hellwig asserts that at the foundation of the development 
of Catholic Social Teaching was the involvement of lay people who were in close proximity to 
those the Church intended to reach: 

 
“It is largely through the expertise of lay people, both scholars and people of 
experience in the professions and in public life, that the Church has formulated a 
comprehensive social teaching by which Catholics and others can judge what is 
happening in their societies.”  58

 
Given that evangelization is beginning to cross boundaries or new frontiers that it has 

not crossed previously, and the unique “front line” position the laity are called to occupy, the 
laity are uniquely positioned to be this presence in ways the Church has never seen before.  

55 Hahnenberg, Theology for Ministry, 24. 
56 Ibid., 126. 
57 Hellwig, Monika. “The Reign of God is Among You: Biblical and Theological Themes for Lay  
Leadership.” Called and Chosen: Toward a Spirituality for Lay Leaders. Ed. Zeni Fox and Regina Bechtle. 
Lanham, MD: Rowen and Littlefield Publishers, Inc, 2005., 51. 
 
58 Hellwig, The Reign of God, 47. 
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Four Areas of Ministry that Crosses Boundaries 
 

I therefore wish to expand this thought into consideration of how the call to cross new 
cultural, psychological, and spiritual boundaries and the front line position of the laity might 
relate to four key ministerial scenarios. 

 
Ministry of Caring 

 
The ministry of caring encompasses a variety of roles.  From being an understanding 

presence to someone facing tragedy, to providing for one’s material needs, to providing 
counseling based on one’s own ability to relate through life experience, to making referrals the 
ministry of caring involves a spirit of hospitality towards the unique situation of those one 
ministers with; a hospitality that takes facts such as one’s socioeconomic status and the 
associated world-view into consideration.  It involves an awareness of the life circumstances 
(cultural, psychological, and spiritual) and an openness to meeting them where they are at. 
This demands a theology and ministerial structure that empowers the right individuals to be 
present at the right time to those whom God is calling us to minister with. 
 

Who in our neighborhoods are we currently not present to and what cultural, 
psychological, and spiritual boundaries might be preventing us from being 
present to them?    What sorts of life circumstances are they facing in which 
members of the lay apostolate may be able to announce the good news?  Is 
there good news for the person facing illness?  What is the good news for 
someone facing illness and focused on survival due to material poverty than 
someone who is facing an illness without the concern about how to keep a roof 
over their head?  Who is better than the one who has been through such an 
illness themself and integrated that experience into their spirituality?  Is there 
good news for the person facing loss of a loved one?  Is there good news for the 
successful professional weighed down by the mundaneness of everyday 
professional and family life? 

 
I sometimes wonder what it would be like if every member of our parish took one day a 

week to visit and bring communion to a member of the parish who is homebound due to illness 
or physical ailments.  It would be even better if this person was matched to the one they would 
visit based on their ministerial experience as well as experience with a similar cultural, 
psychological, and spiritual starting point.  What if every family who just suffered a loss was 
visited at least once through the week by someone who has journeyed through a similar loss 
and offered something to help make day-to-day life a little easier as they journeyed through 
grief and funeral preparation (such as a prepared meal)?  

 
As an example I often relate this point to when my Mom became terminally ill and was 

facing the danger of losing her life.  My mother was very poor and her illness wiped what was 
left of her life savings away the minute she set foot in the ER.  Therefore her journey through 
illness involved not just worry about her recovery, but also worry about losing everything and 
becoming homeless or unable to receive treatment due to medical bills.  As a son, this added to 
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the complexity of what I faced.  I had to not only face the difficulty of potentially losing my 
Mom, but also the potential of having to plan the possibility of long term care should she live 
without having any resources to work from (when I myself was limited to the amount of help I 
could provide due to my vow of poverty). 

 
Most of the people who came to me in my time of concern had experienced a dying 

parent, but not the financial difficulty that my family had to sort out.  What I needed in my time 
of distress was not just someone who could help me pray for my mother’s recovery and trust 
God through the ups and downs of her treatment, but also someone who could help me 
navigate the uncertainty of the financial future of her and my family (both from a material and 
spiritual perspective).  

 
Conversely, most of my ministry to those who are ill and homebound involves people 

who do not share the same financial concern and therefore face a different circumstance than 
my experience of journeying through my mother's illness.  I have to be cognizant of the fact 
that they have different cultural, psychological, and spiritual needs than I did with my Mom.  

 
In the ministry of caring for those facing illness, I therefore cannot rely solely on my own 

experience and have to adapt my methods of ministry to the specific circumstances of those I 
meet.  

 
Ministry of Leading Worship 

 
Second, worship (which will be treated more extensively in Session 2 of this series) not 

only calls us to actively and consciously participate in the Mass, but to also extend the fruits of 
the Mass into the secular affairs of the world.  I posit that this necessarily includes extending 
the fruits of the Mass across the cultural, psychological, and spiritual boundaries.  There are 
numerous ways to do this, including but not limited to praying the Liturgy of the Hours, bringing 
communion to the sick and homebound, blessings, and celebrating communion services where 
Mass is not able to be offered.  The more I personally study liturgy, the more I become aware of 
the tremendous flexibility the Church provides to adapt liturgy to the cultural, psychological, 
and spiritual starting points of those who share in it.  These liturgies will be treated in more 
depth in Session 2. 

 
However, it suffices to say for now that any liturgical event cannot be separated from 

the cultural, psychological, and spiritual realities in which they arise.  As an example, the 
complexity of this is seen in the rise of bilingual liturgies in the U.S.  As Jorge Presmanes points 
out, while bilingual liturgies enable a more integrated worship experience across cultures, 
employment of bilingual liturgies has to be balanced with the fact that such liturgies can inhibit 
a monolingual person from being fully present to the liturgy and therefore should be used 
sparingly.   Further, how might homilies be adapted to relate to youth, millennials, etc.  How 59

might liturgies be adapted to accommodate people of different socioeconomic backgrounds? 
 

59 Presmanes, Jorge L. “Bilingual Liturgy: A U.S. Latino Perspective,” Liturgical Ministry 16 (2007): 145. 
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The laity are uniquely positioned to offer counsel on how to help plan (and often lead) 
liturgies in a way that meets people where they are at and helps advance the Church’s mission 
across cultural, psychological, and spiritual boundaries. 

 
To build off of my previous example, what would it be like if every member of our parish 

not only took one day a week to visit and bring communion to a member of our parish who is 
homebound, but also lead a Liturgy of the Word using the readings of the day, offering a short 
reflection based on the homily that was provided and designed it in a way that was consistent 
with the cultural, spiritual, and psychological starting point of the person they are visiting? 

 
Ministry of Teaching 

 
The third area of ministry to consider is teaching.  Teaching presents the relevance of 

the truths of our faith to the concrete situations people find themselves in.   It is about 60

expressing “our Christian convictions in terms that speak to people living their faith in different 
cultural worlds.”   There is perhaps no other area of ministry where the laity have been more 61

fully incorporated since the Second Vatican Council than in Teaching. 
 
Yet, crossing some of the emerging cultural, psychological, and spiritual boundaries 

requires the Church to continually examine such questions as who in our own backyard is 
missing from our Church because they have never had the teachings of our faith explained to 
them in a way that is relevant to their life and is relevant to their cultural, psychological, and 
spiritual state of life? As an example of this point, Recinos offers a reflection on youth culture in 
the United States.  Concerned that the Church understands too little about the lives of youth 
today,  he posits that a study of rap and hip-hop culture will enable theological leaders to find 62

a way to understand the social and political issues that are on the minds of youth.   Who better 63

to study rap and hip-hop culture of youth and engage reflection on how to reach youth than 
those presently engaged with youth as parents, teachers, mentors, etc? 

 
In what ways can members of the lay apostolate lend life experience, expertise in their 

various professional fields, and experience in the secular affairs of the world in order to create 
innovative and creative ways of presenting the teachings of our faith in a manner that is 
understandable and relevant to those outside the Church walls?  

 
 
 
 
 
 

60 Ospino, “Catechesis, Diversity, and Culture,” 14. 
61 Ospino, “Catechesis, Diversity, and Culture,” 8. 
62 Harold J. Recinos, “Loud Shouts Count,” Date Unknown, 
http://www.ptsem.edu/lectures/?action=tei&id=youth-2006-07, 70. 
63 Harold J. Recinos, “Loud Shouts Count,” Date Unknown, 
http://www.ptsem.edu/lectures/?action=tei&id=youth-2006-07, 79. 
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Ministry of Leadership 
 
The final area of ministry to consider is leadership.  What I have personally learned 

through my own leadership (official and non-official) experience over the years is to operate off 
the maxim, “every leader is a good manager; not every manager is a leader.”  Leadership entails 
more than management or exercise of power.  Leadership involves influence and 
accompaniment of those you are leading.  Leadership takes place both with and without official 
titles and canonical powers.  In fact, I think one can reasonably argue some of the most 
inspirational and influential leaders of the Church and our faith tradition have been members of 
the faithful who did not have a title until they were canonized (or in the case of God, Jesus 
Christ Himself!) 

 
This is because leadership involves much more than bossing people around in an 

attempt to overcome obstacles and get the job done.  Good leadership is continually “on the 
lookout” for opportunities within the obstacles themselves.  Good leaders find opportunities 
within the declining numbers of the Church.  They find opportunities within the cultural, 
psychological, and spiritual boundaries any Church that attempts to evangelize finds 
themselves facing.  They find opportunities to announce the good news within a secular culture 
that is becoming increasingly hostile towards any notion of faith or religious (let alone Catholic) 
values.  In my personal experience, some of the most innovative and forward thinking people I 
have seen point out “opportunities” within these obstacles across all four of the 
aforementioned areas of ministry have been the laity. 

 
Good leaders influence others to see beyond their present circumstances.  They craft 

the vision of the next frontier and motivate others to enter into and persevere through the 
obstacles in front of them that they would not have otherwise faced themselves.  They 
empower the right people at the right time to take responsibility for the mission with their own 
gifts.  I propose that the “front line” position the Catechism places the laity in positions them 
perfectly for this form of leadership.  However, the precise reason not every manager is a 
leader is because leadership requires empowerment (even if without a title) and training.  We 
will treat this sense of empowerment and training in Session 3 of this series.  

 
Who has leadership potential at St. Thomas of Villanova?  How has their 

influence enabled the Church to expand beyond some of the aforementioned 
cultural, psychological, and spiritual boundaries?  Who might have leadership 
potential today to lend to helping our Church continue to move forward across 

new boundaries? 
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Conclusion 
 

In this first section, we have explored how the Church defines the lay apostolate and 
how the Church continues to call lay men and women to be the “front line” of the Church’s 
mission.  We explored how this calling is rooted in the vision of the Second Vatican Council and 
continues to be an essential part of the “new chapter of evangelization” that Pope Francis calls 
for today.  Further, we have contemplated opportunities to cross three modern barriers that 
this evangelization can seek to cross:  cultural, psychological, and spiritual.  We briefly 
contemplated how the laity are uniquely positioned to bring the knowledge and innovation 
needed to lead the evangelical mission of the Church across these barriers in four key areas of 
ministry:  caring, worship, teaching, and leading.  

 
In the next session, we will explore in more detail the role of the laity in worship.  Since 

the Mass is the source and summit of our faith, and all we do as Catholics in the world, it bears 
merit to explore how the laity are called to be not only active participants in the Mass, but also 
extensions of the fruits of the Mass into the world around us. 
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SESSION 2 
 

Lay Leadership of Prayer and Worship 
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Liturgy for the New Evangelization 
 

At the time of the Second Vatican Council, in his Decree on the Lay Apostolate 
(Apostolicam Actuositatem), Pope Paul VI noted that the success of the lay apostolate depends 
upon the laity’s living union with Christ.   Union is sustained through the laity’s active 64

participation in the liturgy which in turn enables them to sustain this union in the fulfillment of 
their “secular duties” in the “ordinary conditions of life.”  65

 
“For it is only by the light of faith and by meditation on the word of God can one 
always and everywhere recognize God in Whom ‘we live, and move, and have 
our being’ (Acts 17:28), seek His will in every event, see Christ in everyone 
whether he be a relative or a stranger, and make correct judgements about the true 
meaning and value of temporal things both in themselves and in their relation to 
man’s final goal.”  66

 
What does this “active participation” look like today in the context of the 
“front line” position of the laity in the  “new chapter” of evangelization that 
Pope Francis calls for?  What might it look like in the numerous cultural, 
psychological, and spiritual boundaries that were discussed in Chapter 1? 
How might liturgy look in the four areas of ministry:  caring, worship, 
teaching, and leadership?  With the declining numbers of priests and 
deacons, what role will lay men and women play in the future of the liturgy 
of the Church? 
 

Evangelization and Lay Leadership of Prayer and Worship 
 

In 1996 the Bishops of Europe issued Documentation Catgolique, in which they decreed 
that since the Sacraments lead to a rediscovery of faith and its place in life, they are themselves 
moments of evangelization and commitment to mission.  While priests remain the principle 
officially appointed ministers of baptism, marriage, and funerals and must not neglect their 
pastoral role, the whole assembly are called to actively take their part in planning and assisting 
with the liturgies.   I posit that liturgy is a key area where the complementarity of the ordained 67

and lay and non-ordained religious members of the faithful can see immediate growth and 
benefit to the new chapter of evangelization. 

 
 
 
 
 
 

64 Pope Paul VI, Apostolicam Actuositatem, no. 4. 
65 Ibid, no. 4. 
66 Ibid, no. 4. 
67 David Noel Power, Mission, Ministry, Order:  Reading the Tradition in the Present Context (New York, 
NY: The Continuum International Publishing Group, Inc., 2008), 50. 
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In Lay Presiding: The Art of Leading Prayer, Kathleen Hughes highlights this 

complementarity: 
 

“There are many gifts; there are many ways to pray.  Ordained and lay leadership 
of prayer are complementary in nature, both enriching the life and growth of the 
community of faith.  Lay leadership of prayer may be regarded as a threat only by 
those who do not believe the Spirit in every age moves freely, offering gifts for 
the building up of the Church in faith and love”  (emphasis added). 68

 
She further posits that 
 

“Lay presiders prompt a new look at the way we structure our prayer, the way we 
appropriate the traditional symbols, and the way we acknowledge the presence of 
the Holy One in our midst.”   69

 
This concept is not new, it dates back to the Second Vatican Council who affirmed that 
 

“The hierarchy entrusts to the laity certain functions which are more closely 
connected with pastoral duties, such as the teaching of Christian doctrine, certain 
liturgical actions and the care of souls.”  70

 
I therefore propose that an essential ingredient to evangelization is active lay participation 

in planning, assisting (and where allowed by law) presiding over with liturgies.  There are 
numerous liturgies that can be led by lay women and men (and non-ordained religious for that 
matter) in the absence of a priest or deacon.  These include, but are not limited to communion 
services; Liturgy of the Hours; Liturgies of the Word; numerous rituals involving the care of the 
sick; and blessings.  

 
When examining these liturgies from the perspective of the three goals the U.S. Bishops 

gave in GO AND MAKE DISCIPLES, each of these liturgies have the potential to extend the 
fruits of the Mass into the day to day lives of the lay faithful (Goal 1), the secular affairs of the 
world by connecting those who would otherwise not be able to attend Mass to the liturgical life 
of the Church (Goal 2), and provide a powerful witness to the Catholic faith (Goal 3).  

 
Each liturgy has their proper time and place and each contains certain guidelines for lay 

women and men.  Further, many dioceses have guidelines that stipulate what type of 
authorization and training is needed for lay women and men to lead such liturgies that vary too 
greatly to summarize here.  However, we can examine the tremendous potential for lay men and 
women to take a more active role in four key areas of liturgy.  

68 Kathleen Hughes, Lay Presiding: The Art of Leading Prayer (Collegeville, MN:  The Pastoral Press, 
1988), 7. 
69 Ibid., 3 
70 Pope Paul VI, Ad Gentes, no. 24. 
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Lector and Acolyte 

 
It is unfortunate that the ministry of Lector and Acolyte have all too often been perceived 

and/or treated as mere “assistants” or add-ons to the liturgical life of the Church.  Just think of 
how often you hear the presider thank concelebrants, any special guests, the choir, and the lectors 
at the end of a Mass and completely neglect thanking the altar servers/acolytes tucked away 
behind the altar; even though they are the ones closest (second only to the deacon) to assisting 
the priest with the high point of the Mass, the Eucharist!  

 
A healthy and accurate understanding of the deep significance of each part of the Mass 

necessarily includes a healthy understanding of not just the role of the priest, the deacon, the 
lectors, the choir, and the eucharistic ministers, but also the important role of the one who assists 
the priest and deacon:  the acolyte.  The acolyte after all has the privileged role of leading the 
procession to and from the altar, setting the table (i.e., preparing the altar) for the heavenly 
banquet, conducting the very solemn and symbolic action of washing the hands of the priest as 
he prepares to lead the community in transitioning to the high points of the Mass, and assisting 
the priest with the reception of the offerings/gifts of the community, etc.  

 
Recognizing the solemn nature of the responsibilities associated with the roles of lector 

and acolyte, for many centuries the role of lector and acolyte were conferred only through 
Ordination to Minor Orders and therefore reserved solely for those preparing for Ordination to 
the Priesthood.  One would be ordained to the ministry of Lector, and then after additional 
training and preparation to the ministry of acolyte.  It is only in recent history that these 
privileged positions in the liturgy were opened up to the lay faithful. 

 
In Ministeria Quaedam, Pope Paul VI opened the door for the rest of the faithful to share 

in these ministries as part of the universal priesthood of the faithful.   Yet, as Powell notes, 71

Pope Paul VI upheld the primary importance of these ministries in the liturgical life of the 
Church by retaining their canonical status.  This status therefore continues to merit a special 
installation or institution.   While eligibility for “installation” remains limited to men preparing 72

for the Priesthood, Paul VI added that these ministries may be assigned to lay Christians.  73

Accordingly, rituals exist today for blessings of the laity to the ministry of acolyte and lector. 
In addition, in 1973 the Congregation for the Discipline of Sacraments issued Immensae 
Caritatas which allowed some men and women to be installed as extraordinary ministers of 
communion to exercise this ministry as a “complement” to that of priests, deacons, acolytes, and 
lectors.   74

 

71 Powell, Mission, Ministry, and Order, 13. 
72 Ibid., 13 
73 Pope Paul VI, Ministeria Quaedam (1972), no. 3, 
http://www.vatican.va/content/paul-vi/la/motu_proprio/documents/hf_p-vi_motu-proprio_19720815_minist
eria-quaedam.html 
74 Powell, Mission, Ministry, and Order, 14. 
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Ministeria Quaedam clearly delineates specific responsibilities for both the ministry of 
reader and acolyte that should enhance appreciation of an participation in these ministries by the 
lay faithful.  

 
For lectors, in addition to proclaiming the readings (other than the Gospel), reciting the 

Psalms between the readings when there is no cantor, and presenting the intentions of the people 
in the absence of a deacon at Mass, the office of lector is called to these same functions at other 
“sacred celebrations.”   It follows that someone instituted as a lector would be the primary 75

person called upon to proclaim the readings at other liturgies such as Blessings, Liturgy of the 
Hours, Liturgies of the Word, and perhaps even as part of the rituals for the other Sacraments 
such as Baptisms and Anointings.  Furthermore, the reader is to “instruct the faithful for the 
worthy reception of the sacraments” and to prepare the faithful who are appointed on a 
“temporary” basis to read the Scriptures in liturgical celebrations.   I posit that this indicates a 76

Lectors (with the proper training) should be among the primary group called upon to provide 
catechesis and sacramental preparation. 

 
Ministeria Quaedam further noted that along with these duties come the responsibility of 

assiduously meditating on the Scripture, making every effort and employing every suitable 
means to make every effort and employ suitable means to increasingly warm and living love and 
knowledge of Scripture.   There is a higher calling and standard for those entrusted with the 77

responsibility of proclaiming the readings at Mass. 
 

Yet, Ministeria Quaedam also upholds the dignity and importance of the ministry of 
acolyte by indicating that the acolyte is “set aside in a special way”  for service at the altar and 78

specifically appointed to aid the deacon and to minister to the priest.  As most are accustomed, it 
is the duty of an acolyte to attend to the service at the altar and assist the priest and deacon at the 
Mass along with other liturgical celebrations.  79

 
However, in the day when the ministry of acolyte was reserved solely for those preparing 

for Priesthood Ordination, it was conferred only after one had served a suitable time in lower 
roles, inclusive of the role of lector and porter.  Accordingly, the General Instruction of the 
Roman Missal still recognizes this order of ministries in the Mass.  It states that when there are 
numerous ministers assisting the priest or deacon with the Mass, the acolyte is to perform “the 
most important duties”  giving installed acolytes a primary role in service at the altar.   This 80

includes a primary place in distribution of communion as a special minister.   The General 81

Instruction of the Roman Missal designates acolytes as the primary ministers of communion 
when there are not enough priests, followed by other “extraordinary ministers.”   82

75 Pope Paul VI, Ministeria Quaedam, no. 5. 
76 Ibid., no. 5. 
77 Ibid., 5. 
78 Ibid., 6. 
79 Ibid., 6. 
80 Catholic Church. 2010. General instruction of the Roman missal. Washington, D.C.: Office of Pub. 
Services, United States Catholic Conference, no. 187. 
81 Pope Paul VI, Ministeria Quaedam, no. 5. 
82 General Instruction on the Roman Missal, no. 162. 
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Further, in the absence of a priest or deacon, the acolyte may be entrusted with exposing 

the Blessed Sacrament for adoration by the faithful and afterward replacing it (but without the 
blessing reserved to a priest and deacon).   Further, as with the lector, the acolyte instructs the 83

faithful who on a temporary basis are appointed to assist the priest or deacon in liturgical 
celebrations such as carrying the missal, cross, candles, etc.  

 
With these duties comes the solemn responsibility to participate in the Eucharist with 

increasingly fervent devotion and deepening one’s knowledge about it.  The acolyte is to learn all 
matters concerning public divine worship and strive to grasp their inner spiritual meaning. 

 
Why do I emphasize the role of the lector and acolyte and their primary place of service 

at the altar?  It is certainly not to emphasize some ministries as more important than others, but 
to emphasize the fact that these ministries are essential, not just to the Mass as the source and 
summit of the Christian life, but also to the life in the Church through other ministries and 
liturgies.  In my opinion they cannot be treated as simply “who wants to be an altar server today” 
or “just give it to a young person.”  These are important ministerial opportunities that the 
Church calls the laity and non-ordained religious alike to participate in as an integral part of 
the Mass and other areas of Church life.  Ever since Ministeria Quaedam and the incorporation 
of rituals to institute lay men and women into similar roles, the Church has called for these 
important functions to be present in roles in addition to the Mass. 

 
In what ways are installed/instituted lectors and acolytes publically 
incorporated into the mission of St. Thomas of Villanova Parish?  What is 
the communal perception and attitude towards these roles? 
 
Given the important role of liturgy in evangelization, I argue that a Church culture that 

empowers lay men and women in the mission of evangelization will rightly call and empower 
installed and instituted lectors and acolytes into the various other functions of the Church 
mission (e.g., Catechesis, Sacrament Prep, liturgy planning, etc).  For example, the Book of 
Blessings (discussed below) gives preference to lectors and acolytes in providing blessings in the 
absence of a priest or deacon.   Further, I propose that it logically follows that if the Mass is the 84

“source and summit of the Christian life,” and all ecclesiastical ministries and works of the 
apostolate are bound up with the Eucharist and oriented toward it,  service in a prominent 85

position within the Mass would ideally be a key qualifier for not only exercising active lay 
participation in the Mass, but also leading other liturgies that flow from and into the Mass itself. 

 
Could a public recognition of the leadership  role of lay lectors and acolytes 
increase recognition and appreciation of lay leadership in other forms of 
liturgy in addition to the Mass? 
 

83 Pope Paul VI, Ministeria Quaedam, no. 5. 
84 Catholic Church. 1990. Book of blessings: general introduction and introductions to each of the orders 
of blessing, no. 18. 
85 CCC 1324. 

42 

http://www.vatican.va/content/paul-vi/la/motu_proprio/documents/hf_p-vi_motu-proprio_19720815_ministeria-quaedam.html


With this thought I would now like to turn to a discussion on lay-led liturgies involving 
the Liturgy of the Hours, Care of the Sick, and Blessings. 

 
Liturgy of the Hours 

 
The General Instruction of the Liturgy of the Hours states that the laity have an 

opportunity to make a significant contribution to the salvation of the whole world through public 
prayer and worship.   The Liturgy of the Hours provides a structure for praying our experience 86

of God with the Universal Church in the everydayness of our everyday routine.  There is perhaps 
no other liturgy more closely connected with the daily and Sunday Masses than the Liturgy of 
the Hours.  In The Everyday Catholic’s Guide to the Liturgy  of the Hours, Daria Sockey states 

 
 “the Mass is the precious jewel, and the Liturgy of the Hours is the golden 

setting.”  87

 
The psalms, readings, and chosen prayers for the Liturgy of the Hours follows and 

complements the themes of the Church calendar along with its seasons, solemnities, and feasts. 
This is perhaps why the Liturgy of the Hours is the preferred format for lay-led communion 
services.  Further, I propose that there are at least four ways in which the Liturgy of the Hours 
provides an exceptional opportunity for the laity to exercise their priesthood.  

 
First, the Liturgy of the Hours unites the Universal Church.  As in the Mass, the Liturgy 

of the Hours prays the same prayers as the Pope and millions of clergy and religious worldwide. 
This facilitates awareness of belonging to and sharing in the life of the entire Church.  Second, it 
contains the very prayers of Jesus Himself.  From the very earliest times, God’s faithful had a 
daily rhythm of prayer that involved the Psalms and the Scriptures.  The Psalms were the prayers 
and hymns of Israel, prayed at morning, noon, and night.  Jesus would have learned these 
prayers.  Jesus used many of them throughout His mission.  Third, it is Scriptural.  The Liturgy 
of the Hours combines prayer and Scripture into one.  As the day goes on it helps us to praise, 
thank, repent, petition, and lament.  Fourth, three of our most recent Popes have exhorted the 
laity to engage in regular prayer using the Liturgy of the Hours.  In 1974, Pope Paul VI instituted 
directives to incorporate lay use of the Liturgy of the Hours.  In 2001, Pope Saint John Paul II 
declared that the Liturgy of the Hours is uniquely situated to bring liturgical prayer into daily 
lives.  He went on to establish a catechesis for the Liturgy of the Hours.   Pope Benedict XVI 88

went on to continue the work on establishing catechesis.  In 2011 he stated the following:  
 
“I would live to renew my call to everyone to pray the Psalms, to become 
accustomed to the Liturgy of the Hours, Lauds, Vespers, and Compline.”  89

 

86 Catholic Church. 1971. General instruction on the liturgy of the hours: with an introduction and survey. 
Washington, D.C.: National Conference of Catholic Bishops, Bishops' Committee on the Liturgy, no. 27. 
87 Daria Sockey, The Everyday Catholics Guide to the Liturgy of the Hours (Cincinnati, OH: Servant 
Books, 2013), 20. 
88 Sockey, Everyday Catholics Guide, 38. 
89 Ibid., 52. 
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Are there opportunities for the laity to increase the practice of praying the Liturgy of the 
Hours?  How might lay leadership in Liturgy of the Hours be a way to fulfill one’s call to 

share in the priestly, prophetic, and royal functions of Christ?  How might lay leadership of 
the Liturgy of the Hours enhance the evangelical mission of St. Thomas of Villanova? 

 
 

Care of the Sick 
 

The Catholic Church recognizes that suffering and illness have always been among the 
greatest problems that trouble the human spirit.   The Church teaches that the vocation of the 90

sick person in the Church is to be a reminder to others of the “essential or higher” things.  They 91

are called to be a prophetic witness of God in times of illness and hardship.  As Power notes, the 
sick person discovers God in a particular way as they unite with God in their illness and then 
shares that discovery as a contribution to the community of faith.   When the Church cares for 92

the sick, it therefore serves Christ Himself in the suffering members of His mystical body.  If one 
member suffers, all the members suffer with them (1 Cor. 12:26).  Thus, all Christians are called 
to do “all that they can” to help the sick person return to health and to the community, including 
acts of love and celebrating the sacraments with them.  93

 
While non-ordained members of the faithful are not able to offer the Sacrament of 

Anointing, there are numerous rituals in which a non-Ordained minister may celebrate in the 
absence of a priest or deacon.  Much as the Liturgy of the Hours extends the fruit of the Mass, 
these rituals can help extend the fruits of the Sacrament of Anointing, Viaticum, and 
Reconciliation into the lives of the sick, their loved ones, and their caregivers.  These rites 
include visits to the sick , visits to a sick child, bringing communion to the sick , visits to a sick 94 95

child , attending to the dying , prayers for the dead , and a variety of readings and prayers that 96 97 98

can be provided in a number of contexts.   While these do not take the place of the Sacrament of 99

Anointing, they do help nourish the faith of the sick and their loved ones, empower the 
community to participate more fully in the care of the sick, and ensure the sick remain connected 
to the community of faith.  

 
Further, while the laity cannot offer the Sacrament of Anointing, they can assist the priest 

with sacramental preparation of the person to receive the Sacrament, planning a Liturgy of the 
Word service that is meaningful to the recipient and their loved ones, and perhaps serve as the 
Master of Ceremonies of such a Sacrament.  What a powerful way for a layperson to take up 

90 Catholic Church. 1983. Pastoral care of the sick: rites of anointing and viaticum. Collegeville, Minn: 
Liturgical Press, no. 1. 
91 Ibid, no. 3. 
92 Power, 249. 
93 Catholic Church, Pastoral Care of the Sick, no. 33. 
94 Ibid., nos. 57-61 
95 Ibid., nos. 71-96. 
96 Ibid., nos. 62-70. 
97 Ibid., nos. 212-222. 
98 Ibid., nos. 223-231. 
99 Ibid., nos. 297-298. 
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their “front line” position to help bring the Sacrament across cultural, psychological, and 
spiritual boundaries! 

 
As an example of this, shortly after I completed my class on the Sacrament of Anointing, 

someone shared with me that they had just been diagnosed with a life threatening disease.  One 
of the recommendations I made was for them to receive the Sacrament of Anointing.  At first the 
person was unaware of what the Sacrament involved and why they would receive it.  They were 
under the impression, as many are, that the Sacrament is reserved for when you are near death. 
After giving them a brief explanation of the Sacrament and how I felt that they and their family 
would benefit, they asked if the service could be held in their home with their family.  I 
explained that was perfectly reasonable as the Sacrament does not have to be offered in a Church 
building.  

 
As I was working to schedule a time for a priest to visit, I began to imagine how 

wonderful it would have been if something like this had happened for my family when my 
mother was first diagnosed with her illness.  Aware of this, I approached the priest who would be 
offering the Sacrament and asked him if I could help plan a liturgy using the experience of my 
Mom and my academic training on liturgy. Thankfully, he agreed.  

 
I proceeded to plan a Liturgy of the Word services using my imagination of what I would 

have liked the celebration of the Sacrament of Anointing to have looked like for my Mom, had 
one been offered.  Since the ritual recommends that  family and friends be involved in planning 
such a celebration (including choice of prayers and readings)  I reached out to the family and 100

made several recommendations on how we could celebrate this Sacrament in their home. I 
invited them to take a part in the liturgy, including choosing the readings and the music that 
would be meaningful for them.  They chose a Scripture passage that the family often relied on 
during difficult times and a song sung by a contemporary Christian music artist.  

 
Using the guidance of the family, I then put together a presiders script based on their 

preferences and feedback.  On the day of the visit, the family gathered in a circle in the family 
room of their house around the relative who was sick.  While I was not the priest offering the 
Sacrament, I played in an integral role in planning and leading the liturgy using my proximity to 
the cultural, psychological, and spiritual starting point of the family.  A proximity granted 
through my own recent concrete experience of journeying with a family member through an 
initial diagnosis. 
 

I tell this story because I cannot think of a better example to show the complementarity 
between the clergy and a non-ordained person.  While I had some academic preparation that 
most do not, there is nothing about what I contributed that cannot be replicated by any other 
non-ordained person with a little training and life experience.  While I had the credibility of 
someone in religious vows and a seminarian, a broader awareness of the lay apostolate could 
open people to the possibility of lay men and women fulfilling this role.  This is because I feel 
my biggest qualification to step into that role was my life experience, my “proximity” and “front 

100 Ibid., no. 55. 
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line” position to those suffering from the tragic news this person and their family had received. 
While grief and suffering are not the same for any two people, my own experience with scary 
diagnoses and the impact on the person and a family was close enough that I was able to help 
bring the Sacrament across a few cultural, psychological, and spiritual boundaries that I would 
not have been able to without that experience.  I’m thankful the priest allowed me to be part of 
celebrating that Sacrament as it has happened numerous times since. 

 
In what ways have we seen these principles implemented in the robust 
ministry to the sick and homebound that exists at St. Thomas of Villanova? 
 

Liturgy of the Word 
 

In Dei Verbum, Pope Paul VI proclaimed that “the Church has always venerated the 
divine Scriptures just as she venerates the body of the Lord, since, especially in the sacred 
liturgy, she unceasingly receives and offers to the faithful the bread of life from the table of both 
God’s Word and of Christ’s body.”   Accordingly, easy access to Scripture should be provided 101

to all the faithful, and Christians should “see to the wise distribution” of these Scriptures.   As 102

stated earlier, installed/instituted lectors are especially responsible for carrying out this duty. 
The Church today can provide easy access to the Scriptures in a variety of life circumstances 
through a Liturgy of the Word service, as it provides a key way to introduce and communally 
reflect on the Sacred scriptures in a specific context.  This would cover a number of scenarios, 
including distribution of communion outside of Mass, care of the sick, blessings, 
commissionings, meetings, etc.  

 
A Liturgy of the Word led by a layperson could include the following: 

 
Opening song 

 
Greeting by the presider 

 
A penitential act 

 
A collect (opening prayer) 

 
Readings chosen from the Mass of the Day or readings that apply to the occasion, including where appropriate a 

responsorial psalm 
 

A reflection in accord with local diocesan and/or parish guidelines 
 

A profession of faith followed by prayer of the faithful 
 

Concluding prayer 
 

Blessings / Dismissal 

101 Pope Paul VI, Dei Verbum (1965), no. 21, 
https://www.vatican.va/archive/hist_councils/ii_vatican_council/documents/vat-ii_const_19651118_dei-ver
bum_en.html. 
102 Ibid., nos. 22-25. 
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If the Liturgy of the Word involves the distribution of communion, this typically follows 
the profession of faith (see the ritual for Eucharist Outside of Mass or Care of the Sick).  As with 
the Anointing of the Sick, the rituals provide tremendous flexibility to adapt the liturgy based on 
cultural, psychological, and spiritual starting points of those who will be part of the liturgy. 

 
There are numerous Bible studies that take place throughout the year, and I always 

wonder why they are not done in the context of a Liturgy of the Word.  Such a liturgy would 
connect the study of Scripture to prayer, which could further connect the liturgy to the fruits of 
the Mass by following the liturgical calendar in prayer selection in a way similar to praying the 
Liturgy of the Hours.  In an ideal situation, the faith sharing that takes place in a Bible study in 
response to the chosen readings could take the place of a “reflection” part of the ritual.  Last, the 
profession of faith could help renew a sense of unity among the faithful who had just 
contemplated the Word of God in a manner similar to how the profession of faith unites the 
faithful after hearing the readings and the homily. 
 

Blessings 
 

One commonly overlooked book in the liturgical life of the Church is the Book of 
Blessings.  This contains rituals for offering blessings that cover numerous life circumstances, 
including blessing of a new home to a blessing of someone who suffers from addictions.  To 
explain the prominent position of blessings in the liturgical life of the Church, here are a few 
quotes directly from the introduction: 
 

“The God from whom all blessings flow favored many persons - particularly the 
patriarchs, kings, priests, Levites, and parents, by allowing them to offer blessings 
in praise of his name and to invoke his name, so that other persons or the works of 
creation would be showered with divine blessings”  103

 
“Whether God blessed the people himself or through the ministry of those who 
acted in his name, his blessing was always a promise of divine help, a 
proclamation of his favor, a reassurance of his faithfulness to the covenant he has 
made with his people.”  104

 
“The blessings instituted by the Church are included among those signs 
perceptible to the senses by which human sanctification in Christ and the 
glorification of God are ‘signified and brought about in ways proper to each of 
these signs.’  Human sanctification and God’s glorification are the ends toward 
which all the Church’s other activities are directed.  105

 
“Whoever blesses others in God’s name invokes the divine help upon individuals 
or upon an assembled people.”  106

103 Cathoic Church, Book of Blessings, no. 6. 
104 Ibid., no. 6. 
105 Ibid., no. 9. 
106 Ibid., no. 6. 
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“The celebration of a blessing, then, prepares us to receive the chief effect of the 
sacraments and makes holy the various situations of human life.”  107

 
The ministry of blessing involves a particular exercise of the priesthood of the faithful.  108

While preference is given to a Bishop, Priest, Deacon, Acolyte, and Lector in the blessings, lay 
men and women, by virtue of the universal priesthood, may celebrate certain blessings by use of 
the rites and formularies designated for a lay minister.  109

 
Anytime I read the introduction to the Book of Blessings, my mind begins to fill with 

innovative ideas on how to extend this beautiful liturgy into the concrete experiences of people 
seeking to sense and experience the presence of God in their concrete life circumstances. 
Blessings can be part of just about any ministry I can think of.  Some scenarios where I have 
seen them successfully implemented by lay men and women in the absence of a priest or deacon 
include the following: 
 

Blessing for a sports game. 
 

Blessing of a new home. 
 

Blessing as part of a routine visit to the sick and homebound. 
 

Blessing for someone coming out of a recovery center for addition and beginning a “new phase” of their journey. 
 

Blessing for inmates at the end of a Bible study inside a jail or prison. 
 

The possibilities are endless, and Scripture and theology underline the importance of this 
important form of liturgy. 
 

What are some opportunities for blessings to be incorporated into the liturgical and 
ministerial life of St. Thomas of Villanova parish?  Are there missed opportunities due to 

an unavailability  of a priest or deacon that could be delegated to a lector or acolyte? 
 

 
 
 
 
 
 
 
 
 

107 Ibid., no. 14. 
108 Ibid., no. 18. 
109 Ibid., no. 18. 
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Some General Guidelines 

 
The rituals for each of the aforementioned liturgies provide specific guidelines for 

gestures, words, and actions reserved solely for a priest or deacon. However, I provide a few 
general guidelines that tend to be universally present among them. 
 

First, while non-ordained presiders may be vested in an alb or in clothing appropriate to 
their role, there should be nothing that confuses them as a priest or deacon.  

 
Non-ordained presiders do not use the greeting “The Lord be with you” and do not use 

the priestly or diaconal forms of blessings (the rituals usually specify an alternative blessing and 
prayer for non-ordained ministers). 

 
Last, the presiders chair should not be used by a non-Ordained person (or a Deacon for 

that matter).  A lay presider normally positions their chair in front of the altar in close proximity 
to the assembly. 
  

49 



Conclusion 
 

If the Mass is the source and summit of our Christian life, the Church provides a number 
of liturgies that extend the fruits of the Mass in the concrete circumstances of everyday life.  I 
argue that such liturgies can make a substantial contribution to the “new chapter” of 
evangelization by extending the fruits of the mass across cultural, psychological, and spiritual 
boundaries to the three populations outlined by the Bishops in GO AND MAKE DISCIPLES: 
 

Goal 1:  They can be used for renewal within the Church itself (Goal 1) 
 
Goal 2:  They can be used to join in prayer with non-Catholic Christians. 
 
Goal 3:  They can be utilized to invoke God’s presence and provide a witness of 
such presence in times of injustice, oppression, and reconciliation. 

 
Many of these liturgies can be lawfully planned and led by lay men and women as part of 

their lay priesthood as long as it is done in coordination with the Hierarchy (as stated before, 
every diocese and parish has different guidelines on lay leadership of prayer and worship).  Yet, 
my personal perception is that such liturgies remain relatively unnoticed and underutilized within 
our Catholic Church. Why is this?  Is it lack of awareness and training?  Are the laity empowered 
to plan and/or preside over such liturgies? Are the faithful (ordained, religious, and lay alike) 
ready for lay led liturgies? 

 
I posit that there is not sufficient awareness, training, and empowerment to enable the 

laity to lead such liturgies, which has hindered the readiness of ordained, religious, and lay men 
and women to create and empower such opportunities for lay leadership of prayer.  In session 3 
we will explore some ideas on how to create such a culture in a parish.  

50 

http://www.usccb.org/beliefs-and-teachings/how-we-teach/evangelization/go-and-make-disciples/go-and-make-disciples-a-national-plan-and-strategy-for-catholic-evangelization-in-the-united-states.cfm


 
 
 
 

Page Intentionally Left Blank  

51 



SESSION 3 
 

Building a Culture of Lay Leadership 
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Introduction and Quick Review 
 

I hope that the aforementioned references to Church teaching, commentary, and 
anecdotes have inspired thoughts about your own vocation and generated ideas on ways you may 
be called and empowered to become ever increasingly involved in supporting the fundamental 
mission of the Church:  to go and make disciples of all nations.  The question from here 
becomes, how do we foster a culture that truly embraces the Second Vatican Council vision and 
subsequently embraces the call to “broaden and intensify” the lay apostolate? 

 
A while back I was attending an event that consisted of both Augustinian Friars (brothers 

and priests alike) and lay men and women.  A man came up to me, noticed my name tag said 
“Br. Jeremy” and proceeded to tell me how much he admired religious brothers.  He noted that 
like all the priests, brothers have to make all the same sacrifices such as giving up marriage and a 
house.  He said unlike priests, brothers simply work in the background for the priests and go 
without any of the honors and privileges.  

 
I suppose he is partly right.  I do make all the same sacrifices that my brother 

Augustinians who happen to be priests do as my vows are no different than theirs.  We do often 
take more of the background positions when it comes to liturgy and ministry (brothers cannot be 
Pastors, brothers cannot preside at Mass, brothers cannot be Provincials, etc).  However, I don’t 
necessarily see myself as less than or working “for” the priests.   Sure, I am subject to the 
authority of my Provincial (which Canon Law restricts to Priests), I am subject to the authority 
of the superior of the community that I live in (who is more often than not a Priest), and just like 
all the member of a parish (including the priests who work there) I am subject to the authority 
Pastor. 

 
However, I never feel I’m working “for a priest” when I  serve in my ministries.  I 

ultimately work for those I minister with.  I see my ministries rather as exercising my calling to 
be a priest, prophet, and king.  I work under the authority of my superiors more from the 
perspective of aligning my tasks and goals with the direction of the larger community and to 
include the wisdom that my elders (i.e.,the elderly generation of Friars, not just Priests, have to 
bestow on a younger Friar like myself) can give to me to benefit those I am called to serve in my 
ministries.  

 
This is at the very heart of the Rule of St. Augustine that we Augustinian Friars (brothers 

and priests alike) follow.  Following the Rule of Augustine, my title Brother is not to indicate 
someone of lower rank, or someone who is higher or more special than lay men and women.  It 
indicates someone who serves in the capacity of a brother, using the freedom generated when 
one takes the vows of poverty, chastity, and obedience to dedicate themselves fully to ministry, 
albeit non non-sacramental ministry.  I borrow the phrase of Augustine, “For you I am a 
consecrated religious brother, with you I am a Christian.” 

 
Why do I include this story in the context of lay leadership?  As with the story at the 

beginning of this booklet, I restate that I cannot judge what is going through a person’s mind, I 
can only perceive what they say through my own experience.  However, through the lens of my 
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own life experience, the encounter made me wonder if the man’s perception was that my 
ministries were somehow “inferior” to that of a priest.  If somehow my place in the Church was 
of less significance?  If I wasn’t entitled to a level of equality and dignity by virtue of my 
Baptism and Confirmation.  If the answer to any of those questions was yes, then does that same 
perception carry over to the ministries of lay men and women?  

 
As we saw in Session 1, the Second Vatican Council recognized the important role of the 

lay apostolate in support of the mission of the Church.  In Lumen Gentium Pope Paul VI 
recognized that all ministers share a “true equality” with regard to “the dignity and to the activity 
common to all the faithful for the building up of the Body of Christ.”   Likewise, he notes that 110

the “distinction” which the Lord made between “sacred ministers” (i.e., ordained ministers) and 
the rest of the People of God bears a “certain union since pastors and the other faithful are bound 
to each other by a mutual need” and should therefore “minister to one another” (emphasis added)

  111

In Session 1 we also noted how the Second Vatican Council called for a broadening and 
intensification of the lay apostolate.   Further, we saw in Session 1 how the U.S. Bishops in the 112

1980s and 1990s emphasized the complementarity between the laity and clergy:  
 
The “new evangelization will become a reality only if ordained and lay members 
of Christ’s faithful understand their roles and ministries as complementary and 
their purpose joined to the one mission and ministry of Jesus Christ” (emphasis 
added).   113

 
Yet, nearly 50 years later Pope Francis observes an inconsistency on understanding the 

role of the laity within the Church.   It is worth noting that this observation could also be 114

increasingly extended to non-ordained religious sisters and brothers who are mentioned as 
distinct from the lay apostolate and as set apart in a “special way” in Canon law, but otherwise 
mentioned only briefly in the Second Vatican Council and the many other documents we have 
discussed.  This need is evidenced when two years after the release of Evangelii Gaudium, in 
2015 Pope Francis issued Identity and Mission of the Religious Brother in the Church in which 
he identifies a need to further promote the vocation and unique contributions of religious 
brothers (and sisters) in the local Church. 

 
Hence, any discussion on “broadening and intensifying” the lay apostolate necessarily 

includes a discussion on how the laity can take part in sharing a “true equality” and receive a 
certain “dignity” for their unique and specific role in building up the Body of Christ that Pope 
Paul VI called for.  115

 
  

110 Pope Paul VI, Lumen Gentium, no. 195. 
111 Ibid., no. 195. 
112 Pope Paul VI, Apostolicam Actuositatem, no. 1. 
113 USCCB, Called and Gifted, 18. 
114 Pope Francis, Evangelii Gaudium, no. 102. 
115 Pope Paul VI, Lumen Gentium, no. 195. 
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Saint Paul and the Nature of Institutions 
 

When I personally read the numerous documents I have referenced throughout this 
booklet, I perceive the need for some order that takes inventory of the mission at hand, what 
skills and competencies are needed to support that mission, who is best positioned to provide 
those skills and competencies, and how those positioned to provide skills and competencies are 
empowered to do so.  Good order depends not just on understanding the tremendous gift and 
important role of the clergy in the life and mission of the Church, but also that of lay women, lay 
men, religious sisters, and religious brothers as they share in a “true equality” and “dignity” in 
doing their part to build up the Body of Christ.   As the Church continues to contemplate what 116

this looks like on a global scale, it merits consideration of what such “good order” looks like at 
the local parish level.  

 
I therefore propose that just as St. Paul’s leadership of the Church across a major cultural 

boundary can provide insights into how the local Church can cross new boundaries today (see 
Session 1), reflection on how St. Paul envisioned the promotion, utilization, and sharing of gifts 
in his mission can provide insight on how the Church of today can promote, utilize, and share 
gifts in the evangelical mission of the local parish today. 

 
Saint Paul viewed the Church as a Body led by the Holy Spirit; a Body which was 

completely dependent on the participation of all of its parts.  In The Church According to the 
New Testament Daniel J. Harrington identifies three key principles that emerge in Paul’s 
ordering of gifts.  First, there was a recognition of all gifts.  Second, there was an emphasis on 
avoiding the temptation to seek only the more extraordinary gifts (e.g., speaking in tongues). 
Third, there was an emphasis on activity rather than hierarchy of importance.   117

 
In what ways do parishes today overemphasize the contributions of some gifts at the 

expense of not recognizing or not fully utilizing other gifts?  What might be the causes 
behind this? 

 
While Saint Paul urged resistance against the temptation to emphasize some gifts over 

others, he also recognized that function and utilization of gifts is dependent on good order.  In 1 
Cor. 14:28-40 we see St. Paul emphasizes how good order is essential in the place of worship.  118

“Everything should be done in a fitting and orderly way” (1 Cor. 14:40).  Our modern world in 
all contexts recognizes the need for good order and does so through institutionalization; as 
institutionalization establishes the necessary conventions and norms that guide its mission.  The 
Church is no exception.  Boff acknowledges that while “institutionalization is inevitable” in any 
group that intends to last, it can also be a threat to a community when it becomes overly rigid and 
fails to fully incorporate all members of the community.  

 

116 Pope Francis, Lumen Gentium, no. 195. 
117 Harrington, The Church, 62-63. 
118 It cannot go without mentioning that many would find 1 Cor. 14:34 to be particularly offensive.  One 
interpretation of this particular passage would be that St. Paul was adopting the cultural norms of the time 
in the ordering of the place of worship. 
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Is the need to maintain order both at the local level and at the level of the universal Church 
properly balanced with opportunities to enable the incorporation of all members of the 

community and their respective gifts? 
 
Hence the complementarity between the ordained and non-ordained members of the 

faithful that the U.S. Bishops call for.  Hence, the reason that the Catechism teaches lay people, 119

by virtue of their prophetic office, have the right and even at times a duty to share with pastors 
and the other Christian faithful “their opinion on matters which pertain to the good of the 
Church.”  

 
Yet, in the interest of good order the Catechism emphasizes that the non-ordained must 

exercise this right with integrity of faith, morals, reverence toward their pastors, and with 
consideration of the common good and the dignity of persons.   120

 
In what ways does the “common good” factor into any strategy to further broaden and 

intensify the lay apostolate at a local parish?  In what ways might this factor into some of 
the decisions that are being made at the Vatican with respect to the Universal Church?  In 

what ways might this factor into some of the decisions made at the local parish level? 
 

The Dangerous Nature of Distinctions 
 

Every institution and their corresponding structure out of the necessity for “good order” makes 
distinctions between its members.   The military has to distinguish between its uniformed service, civilian, 
and contractor personnel.  Likewise it has to distinguish between those who serve as a General Officer 
and those who serve as a Private.  Likewise, this is the heart of the lay, ordained, religious distinctions we 
have seen.  Each is called towards a particular function in the mission of the Church and each has their 
own unique gifts and contributions to share according to their “state of life.” 
 

However, I proffer that in any institution where distinctions are made the human tendency is to 
emphasize what some are NOT rather than what they ARE.   A lay person is NOT ordained and is 
therefore NOT allowed to preside at Mass, is NOT allowed to preach at Mass, is NOT allowed to sit in 
the presider’s chair, is NOT allowed to administer the Sacraments, etc.  This is often what we hear 
emphasized in discussions about the non-ordained members of the faith.  It certainly is what was 
emphasized in the story I shared at the beginning of this booklet. 

 
I proffer that when the discussion remains focused only on what the non-ordained CANNOT do, 

we fall into the very trap that Saint Paul tried to avoid: that is emphasizing some gifts over others, leading 
to an emphasis on titles and position rather than ACTION.  

 
However, what if we flipped the focus of these discussions?  The non-ordained CAN assume key 

leadership roles in the Mass and other functions of public worship (acolyte, lector, etc), etc; the 
non-ordained CAN assume leadership of various non-sacramental ministries; the non-ordained CAN with 
the right training and authorization preside at other liturgies.  When we emphasize this part of the 
discussion, we go from a discussion about trying to put the non-ordained “in their place” to a discussion 

119 USCCB, Called and Gifted, 18. 
120 CCC, 907. 
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about what needs to be done and how the non-Ordained can contribute.  In other words, we begin to 
“broaden and intensify” the lay apostolate by naming what needs to be done and what the laity CAN do to 
support it.   121

 
Going back to my opening story, when the lady noted that I wasn’t “anything” yet because I 

wasn’t ordained, what if I (or a bystander) had said something similar to the following in response: 
 

“You are right, I am not ordained, but I am a consecrated religious who has devoted his 
life to service in the Church.  Because of this, I get to help a lot of people that I likely 
won’t be able to reach if and when I am ordained.  The vows of poverty, chastity, and 
obedience and the fact that my schedule is not tied to saying Mass everyday means I have 
a level of freedom most don’t to go out and proclaim the Gospel in places most would 
ordinarily not go.  Further, the life experience I gained as a layman prior to entering the 
Order enables me to relate in a special way to those who are professionals and often have 
trouble integrating their Catholic faith into their chosen profession, as I too wrestled with 
that.  So given what I CAN do, what can I do for you today?” 
 
See how this completely reverses the discussion from what I am not to what I AM?  
 

What gifts does your “non-ordained status” give you?  What freedoms does it give you to share 
those gifts?  What parts of our local parish mission are waiting for those gifts?  Where are there 

opportunities in our parish to “reverse” the common vernacular that may limit rather than 
“broaden and intensify” the vision of laity in the Church? 

 
Joining a Network of Caring Professionals 

 
Allow us to return briefly to a consideration of the complexity involved with 

evangelization across the three major boundaries we considered:  cultural, psychological, and 
spiritual;  and through the four broad categories of ministry (caring, worship, teaching, and 
leadership) .  One of the evident truths that emerges when we consider the vast number of 
opportunities such complexity adds to the evangelical mission of the Church is that no one 
ministry, no one minister (ordained, lay, or religious) is prepared or qualified to do it alone.  

 
I proffer that just as modern medical treatment requires a network of nurses and doctors, 

so ministry in the modern world involves a network of lay women, lay men, religious and 
ordained.  It involves a community, ordered with their gifts identified and ready to be at the 
service of those the Church is called to reach.  I proffer that referrals will be a key tool in the 
toolkit of the lay, religious, AND ordained ministers of the future.  A true recognition of the 
“complementarity” that the Second Vatican Council and the U.S. Bishops have acknowledged.  
 

Recall the story I told in the second session of the person who came to me after being 
diagnosed with a life threatening illness.  They came to me with full knowledge that I was not an 
ordained minister, but knowing that I was someone who may be able to relate after they had 
heard the story about my Mom.  I was armed with sufficient knowledge of the Sacrament of 
Anointing and the theology of the Church on care of the sick to advise them and refer them to a 

121 cf., Pope Paul VI, Apostolicam Actuositatem, no. 1. 
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priest for the Sacrament.  The priest recognized my proximity to their cultural, psychological, 
and spiritual starting point and called on me to plan the liturgy.  A priest who was more focused 
on what I COULD do as a non-ordained what what I could NOT do. 

 
Because of this, we directly supported the first goal the Bishops call for in GO AND 

MAKE DISCIPLES:  To “bring about in all Catholics such an enthusiasm for their faith that, in 
living their faith in Jesus, they freely share it with others.”  Further, it was a moment of 
evangelization for that person’s family and hence we supported Goal 2:  “To invite all people in 
the United States, whatever their social or cultural background, to hear the message of salvation 
in Jesus Christ so they may come to join us in the fullness of the Catholic faith.” 

 
This is because a non-ordained person (myself) was identified, equipped, and empowered 

to play a key role in the ministry of caring for this person.  All thanks to one of the key 
ministerial tools that every member of the faithful should be armed with: referrals.  

 
Are there similar opportunities at St. Thomas of Villanova to integrate lay participation in 

ministries traditionally performed solely by the ordained?  
 

Philibert proposes that the ministry of the clergy necessarily includes educating and 
sponsoring the laity in their apostolic presence in the world.   This includes an expansion of the 122

traditional focus of sacramental ministry to one of community building; building a community 
network of ministers.  He adds that this necessarily entails a substantial skillset change that 
involves an “acute understanding of cultural and social challenges and opportunities.”   123

 
  

122 Philibert, Paul J. “The Other Ministerial Priesthood:  The Prophetic Ministries of Religious Clergy,” U.S. 
Catholic Historian 29/4 (Fall 2011): 79, 10.1353/cht.2011.0046., 80. 
123 Ibid., Philibert, 85. 
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Leveraging Lessons from Secular Institutions 
 

As stated earlier, the need to institutionalize and establish good order through distinctions 
between the members of an institution is a necessary ingredient in any institution that intends to 
last.  It goes without saying that it has certainly been a primary part of the 2,000 year Roman 
Catholic tradition.  I also posit out of my own life experience that the concept of building a 
“network” of caring ministers to meet the diverse and complex needs of those the Church is 
attempting to reach is a concept that secular institutions are very familiar with, and actually 
depend on for survival when finding innovative ways to thrive in against their competition.   In 
the spirit of the Second Vatican Council’s teaching that we must read the signs of the times, I 
propose the Church can leverage a lot of lessons from these secular institutions.  

 
In fact, consider how this plays out in the business world.  Every case study I read in 

business school related to business downfalls/failures cited a failure to integrate the right people 
at the right time.  Survival in the business world depends on having a vision and the innovative 
practices needed to move the institution towards that vision.  Accordingly, the right people have 
to be identified, recruited, trained, and empowered to bring that forecasting and innovation.  Is 
the Church any different? 

 
I posit no.  In accord with “reading the signs of the times,” just because the Church is not 

a “secular” institution does not mean that it cannot leverage some of the best practices and tools 
that secular institutions use to create and execute a mission (and perhaps equally if not more 
important the vision of that mission).  I would like to propose some of these best practices and 
tools and explore how they could relate to the mission (and vision) of the local parish.  This is 
not only because these tools can help the Church (as an institution) to continue to move forward 
across the new boundaries she finds herself facing in her evangelical mission.  These tools can 
also provide a method to invite all the members of the Body of Christ to contribute and take 
ownership of the mission needed to lead the Church across those boundaries, achieving the 
“unity,” “equality,” and “dignity” mentioned throughout the earlier sections of this booklet. 

 
 

Vision, Mission, and Goals 
 

Most secular institutions will have both a mission and a vision statement along with 
concrete measurable goals with which the institution can strategically direct its attention and its 
resources.  The CEO may own responsibility for the overall strategy, but ownership of the 
concrete goals is delegated members of the team throughout the institution.  

 
The mission statement defines who the organization is, why it exists, its objectives, and 

how it intends to reach those objectives.  Often it will include three or four pillars or lines of 
business that encompass its mission.  Accordingly, many secular institutions also have a vision 
statement, which more broadly defines where the institution is going.  Where does it want to be 5 
or 10 years from now? How will the world change because of its mission? 
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For example, consider the following mission statement:  preach the Gospel through 
word and action across the street and around the world.  From this mission statement, you get a 
sense of what the parish does, “preach the Gospel,” and some scope of what that might entail, 
that is going “across the street and around the world.”  But where is that mission taking the 
parish today?  What is the objective it is reaching towards?  

 
Consider the following vision statement:  create the next generation of disciples through 

innovation in the way we worship, lead social justice, conduct education, and evangelize.  Its 
mission is to create the next generation of disciples and its going to do so through innovation, 
implanting innovation in how it conducts worship, how it strives to create social justice, how it 
educates, and how it evangelizes.  So this vision piques our imagination around the “next 
generation of disciples.”  That is, where we are headed next?  Let’s keep moving forward! 
Further the word innovation inspires us to be on the “look out” for ways to innovate how we 
conduct worship, social justice, education, and evangelization in a way that reaches the “next 
generation of disciples.” It causes me to stop and think:  what is the next greatest innovation I 
may be called to lead based on my life experience?  Could I help bring the next innovation that 
enables the parish to bring to the mission of preaching the Gospel across the next street and 
around the next corner of the world?  What innovation is needed to help us cross the next 
cultural, psychological, or spiritual border (see Session1)? 

Based on my professional experience, a mission statement without a vision statement 
often means the institution is in “maintenance mode” because it speaks only to what the 
organization does today, not where they will be tomorrow.  A mission statement by itself doesn't 
say much about what the mission hopes to be and do tomorrow. 
 

What elements of a mission and vision statement do we see in the numerous Church 
documents we have examined thus far?  What is the mission and vision of St. Thomas of 

Villanova Parish? 
 

Consistent with their mission and vision statement, most secular institutions typically 
have 3-5 specific goals that are intended to help the institution not only accomplish its mission, 
but also move towards the vision of where it is headed.  This could in many ways be likened to 
the three concrete goals the U.S. Bishops publish in their document GO AND MAKE 
DISCIPLES. 
 

How might these goals be adopted into the mission and vision of St. Thomas of Villanova 
parish? 

 
“Strategic” Communication 

 
In addition to creating such goals, one practice I have observed in secular institutions that 

I have been part of is that the successful organizations are the ones who widely communicate 
these goals with all the stakeholders on a regular basis.  This includes employees, customers, and 
others who have a stake in the organization.  Such goals take a prominent place both visually 
throughout the physical structures of the institution but also verbally in all sorts of encounters, 
including meetings and speeches.  The intent is to communicate them with a clarity, consistency, 
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and frequency that nobody can claim ignorance of where the mission is going and the vision of 
how it intends to get there. 

 
In a parish I was blessed to be part of when I lived just outside of Washington DC, I was 

always inspired by their vision to reach people “across the street and around the world.”  This 
vision was formed out of its double mission to serve those both within its local parish boundaries 
and those it was serving through helping to rebuild self-sustaining communities in Haiti.  The 
vision was widely communicated in just about every homily (where the priest would make some 
connection between the Scripture of the Mass and the ongoing mission and work of the parish 
community); the mission and vision was published in every bulletin; and it was visible when I 
first walked in a parish (there were often pictures of those the parish was serving right at the 
front door).  In our life inside the parish walls, our eyes were continually encouraged to look at 
the vision and where we were headed next.  Consequently, as a parishioner, I was continually 
encouraged to ask myself, what am I doing to support that mission and vision?   The parish 
didn’t need me as a member, it needed me as a disciple. 

 
 
How might a local parish communicate its mission, vision, and goals in a way that no 

stakeholder (the ordained, the staff, parishioners, visitors, and those the Church ministers 
with) can claim ignorance of why that parish exists and where it is headed?  

 
Further, another helpful lesson we can learn from successful institutions is the fact that 

alignment of all three (mission, vision, and goals) is the topic of continual conversation among 
the leaders of the institution.  My observations through my participation in secular institutions 
shows that the mission, vision, and goals are communicated with such frequency that they 
become the foundation of any meeting topic, especially meetings with the decision makers of the 
institution.  

 
For example, when I worked for the U.S. Army, I was paid to come up with new ideas to 

further support the mission and vision.  There was never any chance my ideas would be 
approved if I could not demonstrate how it fit with and directly supported the mission, vision, 
and goals those leaders had set for the organization.  The first paragraph or powerpoint slide of 
my proposal always had to begin with restating the mission, vision, and goals of the organization 
followed by how my ideas supported it.  

 
How might the mission, vision, and goals of a parish be integrated into discussions 

with the senior leadership/decision makers of a parish (e.g., the pastor, the finance council, 
the parish council, etc)? 

 
I personally have seen a mission statement in most parishes I have been in, but have 

rarely seen a vision statement.  Further, I rarely see 3-5 concrete goals that tell me what the 
Church is currently focused on as it works to fulfill its mission and vision.  When I observe this, 
my mind usually fills with new questions such as, “Ok, I see what the Church does (Sacraments, 
a ton of great ministries, etc), but where is it headed?  I know who it serves today, but who does 
it hope to serve tomorrow?  What new boundaries is it seeking to cross in the new chapter of 

61 



evangelization that the Pope has called us to?”  Does the Church exist only to provide 
Sacraments, material support, and a Gospel message to those who show up?  Or is it going out to 
reach more people, new demographics, in “new and fresh ways” as Pope Francis calls us to do?

  124

Creating a Mission, Vision, and Goals 
 

How do organizations go about creating their mission statements, vision, and goals? 
Doing so involves narrowing down a plethora of ideas and opportunities that are all valid, but too 
broad to allow the organization to maximize limited resources.  There is no easy way to do this 
and I have been part of organizations that spent years and millions of dollars hiring consultants to 
help them craft the perfect mission statement, vision, and goals all to see it ultimately thrown in 
the trash can. 

 
I posit that mission, vision, and goal development for a parish is not necessarily any less 

complex.  Declining numbers; changing demographics; cultural trends (e.g., relativism, 
skepticism towards religion and a Church plagued by scandal); political divisiveness; emerging 
knowledge about culture, psychology, spirituality, etc. all contribute to this complexity in the 
Church.  There are a few tools frequently adopted by secular institutions that I believe could be 
helpful to helping a parish address this complexity. 
 

SWOT Analysis 
 

One key tool many institutions use to face such complexity is a SWOT analysis.  This 
tool enables a team charged with crafting a mission, vision, and goals to analyze the strengths, 
weaknesses, opportunities, and threats (SWOT) a particular institution faces.  

 
For example, a parish may identify the sex abuse scandal and the perception people have 

of the Church as a key threat to its involvement in the local neighborhood.  However, at the same 
time, it may identify its welcoming hospitable culture, Augustinian charism, and the educational 
and professional backgrounds of its congregation as key strengths.  An alarming increase of 
opioid addictions in the surrounding neighborhoods may be identified as an opportunity for that 
parish to exercise its mission of caring and evangelization in a way that wouldn’t necessarily be 
hindered by threat of public perception as a result of scandal.  This may lead the parish team to 
identify a shortage of lay men and women trained in addiction ministry to be a key weakness that 
impacts the ability of the parish to take advantage of the opportunity to reach those impacted by 
the opioid epidemic.  This would align to its mission to “preach the Gospel through word and 
action … across the street” and move it closer towards its vision of creating the “next generation 
of disciples.”  Below is an illustration of how these findings would be articulated in a SWOT 
analysis. 

 
 

124 Pope Francis, Evengelii Gaudium, 74. 
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Turning Opportunities into Goals 
 
Following insights gained through this SWOT analysis, the parish may develop a few 

measurable goals to help it fulfill its mission.   In the context of the aforementioned examples, 
these goals could include:  1) Recruit 10 lay women and men for training and service in 
addiction ministry;  2) Host one communal Liturgy of the Word healing service for the 
surrounding neighborhood (can it be led by a lay person?);  3) Host one awareness event to 
increase awareness and education of the opioid addiction and the parish strategy to address it. 
Further, under each of these goals can be 3-5 more to help the organization achieve that goal. 
For example, for the first goal of recruiting 10 lay women and men, there can be goals of 
recruiting qualified instructors, obtaining the funding needed to host the training, providing 
adequate advertising to create awareness of the need for such laypersons, etc.  In GO AND 
MAKE DISCIPLES, under each of the three goals the U.S. Bishops give a plethora of ideas for 
how parishes can implement those goals.  These can provide a perfect starting point for 
development of specific concrete goals that will take the Parish to the next step in its journey 
toward achieving its vision.  

 
I proffer that engaging in these discussions also directly contributes to the “broadening 

and intensification” of the lay apostolate at the local parish level.   By inviting lay men and 125

women into discussions involving the identification of the strengths, weaknesses, opportunities, 
and threats involved with the parish mission and then giving the laity an opportunity to not just 
propose but also own and take responsibility for achieving one or more of the goals that are 
developed out of these discussions, the local parish is recognizing (as the Second Vatican 

125 Pope Paul VI, Apostolicam Actuositatem, no. 1. 
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Council did) that all ministers share a “true equality” with regard to “the dignity and to the 
activity common to all the faithful for the building up of the Body of Christ.”  126

 
Communication of the mission, vision, and goals throughout the physical building, the 

parish culture, and events of the parish enable all the stakeholders not just to see where they are 
headed, but also where they fit in.  1) Who is best positioned to be trained in and serve in 
addiction ministry?  2) Who is best positioned to plan and lead a healing service for those who 
are impacted by the opioid addiction if the service itself does not not include a Sacrament? 3) 
Who is closest to the cultural, psychological, and spiritual starting point of the people this new 
ministry will seek to reach?  The lay man or woman who journeyed with a family member 
through addiction?  The lay man and woman who is in recovery themselves?  Most importantly, 
does it HAVE to be a priest or deacon? 
 

Asking these questions not only identifies new and fresh ways for the Church to reach 
people, it also identifies new and fresh ways for the lay apostolate to take leadership of the four 
aforementioned areas of ministry and lead the Church across new boundaries.  It also provides 
the Church with an opportunity to reverse the discussion about what non-ordained people cannot 
do and focus it on what they CAN do. 
 

The Balanced Scorecard 
 

Good management and oversight of the mission, vision, and goals of an institution is as 
important as the leadership competencies needed to craft them and execute them.  A common 
slogan that I heard throughout my working experience in secular institutions is that “you cannot 
manage what you cannot measure.”  Hence, some measurement of progress toward the goals and 
vision is necessary, not only to adjust where necessary but also to continually assess changing 
circumstances, recruit, train, and empower the right people at the right time; but also to celebrate 
accomplishments.  

 
A lot of times in Church bulletins you will see some measurement towards financial 

giving goals such as “Raise $X by Y date.”  However, they often lack a very important question 
that came to my mind when I too was a benefactor of several non-profits and decided how to 
give 10% of my six-figure salary before I took the vows of poverty, chastity, and obedience:  so 
what?  In other words, where is the money going and is it being used in a way consistent with 
the mission, vision, and goals of the parish?  How does the parish leadership answer that 
question?  How does any institution answer that question?  
 

The “Balanced Scorecard” is another tool popular among secular institutions to answer 
the “so what” and “where are we” questions and make key management decisions around 
adjustments.  Typically, the Balanced Scorecard outlines the mission, the vision, and the 3-5 
concrete goals that the institution intends to strive toward.  Then underneath each goal it has 3-5 
metrics from which each of those goals will be measured for progress. 
 

126 Pope Paul VI, Lumen Gentium, no. 195. 
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For example, using our prior example, if our mission is evangelization, part of our vision 
is to reach underserved demographics, and one measurable goal to reach an underserved 
demographic is to reach out to those who suffer from addiction in the local neighborhood, our 
measurements will be the three aforementioned goals:  recruitment/training of lay ministers; 
hosting a communal healing service; and hosting an awareness event.  

 

 
 
As I hope the above example illustrates, the “Balanced Scorecard” gives something for 

leadership and management (perhaps the parish council) to focus on other than just maintenance 
(notice how it incorporates the three goals from the U.S. Bishops found in Go and Make 
Disciples).  It is the beacon that elevates decision making beyond the day-to-day maintenance 
of the parish towards the vision of where that parish is headed.   It gives a point of reference 
from which changes and adaptations can be made to either adopt new goals, cancel or declare 
others as complete, and make adjustments and adaptations to keep it moving forward in the midst 
of changing circumstances. 
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Equipping the Laity 
 

Canon Law declares that lay persons who devote themselves either permanently or 
temporarily to ministry are “obliged to acquire the appropriate formation which is required to 
fulfill their function properly.”   However, just as Pope Francis noted an inconsistency in the 127

awareness of the responsibility of the laity in the mission of the Church, I proffer that the Church 
lacks a clear and consistent path for training the laity.  With regard to lay ecclesial ministers (see 
Session 1), in Co-Workers in the Vineyard of the Lord, the U.S. Bishops determined that the four 
areas or pillars of formation used to prepare candidates for ordination to the Priesthood and 
Diaconate provide a framework for how to prepare lay ecclesial ministers:  human, spiritual, 
intellectual, and pastoral.   128

 
The first pillar includes those human qualities “critical to form wholesome relationships 

and necessary to be apt instruments of God’s love and compassion.”   The second pillar 129

(spiritual) includes a “practice of prayer that roots them in God’s Trinitarian life, grounding and 
animating all they do in ministry.”   The third pillar (intellectual)  includes adequate knowledge 130

in theological and pastoral studies and the intellectual skills to use it among the people one will 
be ministering to.   The fourth pillar (pastoral) includes the practical pastoral abilities called for 131

in the specific pastoral scenarios one will encounter in their particular ministry.   While this 132

document applies specifically to lay ecclesial ministers, I submit that it can also be a framework 
from which a local parish can draw to discern what specific formation lay women and men need 
to assume greater leadership in the various ministries of the local Church.  

 
For example, assume a parish desires to build up a team of laypersons responsible for 

bringing the Liturgy of the Word and the Eucharist to the homebound.  My personal experience 
has been that all too often training programs tend to emphasize the intellectual piece (e.g., 
adherence to the the ritual and parish processes) without an equal emphasis on the human, 
spiritual, and pastoral competencies needed.  Those who plan and implement such training 
programs should also ask whether those appointed to a ministry possess appropriate training, not 
just in the ritual itself, but also across the four pillars the Bishops provide for lay ecclesial 
ministers. 

 
For example, consider the human pillar.  Can those appointed to this ministry relate well 

with the demographic they will be ministering with?   Do they have the appropriate training for 
encountering people at their specific cultural, psychological, and spiritual starting points? 
Conducting a Liturgy of the Word service would theoretically be vastly different for someone 
who is at their natural end of life than a young person (say 20s) who is homebound due to an 
accident?  
 

127 CIC, c. 312. 
128 See discussion on lay eclesial ministry in Session 1. 
129 USCCB, Co-Workers, 34. 
130 Ibid., 34. 
131 Ibid., 34. 
132 Ibid., 34. 
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For the spiritual pillar, do those appointed to this ministry possess appropriate training in 
the spiritual life (cf. the spiritual pillar), including an appreciation for the Word of God, liturgy, 
the paschal mystery as it relates to illness and suffering?  Do they have a healthy integration of 
these aspects with their own encounter with illness?   Going back to my encounter with the 
person who had just been diagnosed with a life threatening illness, I would not have been 
equipped to handle such an encounter in the midst of my own mother’s illness any more than 
someone who is just in Step 1 of the 12-steps is equipped to spiritually accompany other people 
in recovery from addiction.  I had to live the experience, reflect on it, and integrate what I 
learned from reflecting on that experience into my own spirituality, my own “theology of 
sickness.” 
 

For the intellectual pillar, a parish may consider whether those appointed to this ministry 
possess appropriate training in the Church’s theology on illness, suffering, and care of the sick 
(intellectual pillar)?  

 
Last, for the pastoral pillar, do those appointed to this ministry possess the pastoral skills 

including active listening, empathy, preaching/reflection, leadership of liturgy, etc? 
 

“Put Your Aces in their Places” 
 
I took my first management (and leadership) job just after I had turned 18 years old and 

became a store manager for McDonalds.  To help me learn the art of concurrently managing a 
mixture of skillsets among employees (e.g., some were better at cooking than counting money), 
varying levels of customer demands, and other circumstances such as unforeseen spikes in 
customer traffic and product shipment delays, my mentor gave me one maxim that stuck with me 
through all my other management and leadership positions.  In the midst of a chaotic day due to 
an unexpected influx of customers, my mentor said, “Jeremy, just focus on putting your aces in 
their places.”  Meaning, when I was short on staff and customers were flying in the door, my 
primary job was to identify who was best qualified to take each position, place those people in 
that position, and then afterwards think about who the next person is that I would need to train 
and empower to take the positions I would need competent people to fill in the next rush of 
customers.  

 
How does the parish “put their aces in their places?”  What are the positions that need to 

be filled to achieve the 3-5 goals the parish has set for itself to fulfill its mission in light of its 
vision?  What are the human, spiritual, intellectual, and pastoral competencies that need to exist 
for someone to be successful in those positions?  Who are the next lay women and men to 
receive training and preparation to occupy the positions that will exist tomorrow?  I submit that 
recognizing the need for a parish to put its “aces in their places” raises the questions needed to 
create dialogue around how to “broaden and intensify” the lay apostolate of the parish.  This is 
because they are the questions that transform discussions from what the laity CANNOT do to 
what the laity CAN do. 
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The Lay Apostolate as a Vocation 
 

I want to bring this discussion to a close by discussing the concept of vocation.  Normally 
when we hear a vocation talk in the Church, we normally hear it in the context of vocations to 
ordained ministry and to consecrated religious life.  Occasionally the vocation to married life is 
mentioned.  However, very seldom do we ever hear the terms “lay apostolate” or “lay ecclesial 
ministry” or “lay vocation” mentioned.  

 
What might contribute to this? 

 
Broadening and intensifying the lay apostolate through increased awareness and 

empowerment necessarily includes a discussion of promoting the lay vocation.  Yes, the Church 
is in dire need of deacons, priests, sisters, and brothers.  However, the Church is also in dire 
need of lay men and women whose hearts are on fire for the mission of the Church and are 
trained and empowered to lead the Church into the next phase of that mission.  When 
reflecting on this, I am always reminded of what my pastor said when I was a 17 year old newly 
baptized member of the Southern Baptist Church:  “We don’t need new members, we need 
new disciples.  IF you attend Church here, you get involved.” 

 
Hence I suspect is the reason why the U.S. Bishops have made renewal within the first 

and not the second or third goals.  You cannot give what you don’t have.  If the Church doesn’t 
have disciples on fire for the mission, how will the Church attract, form, and empower new 
disciples in places it hasn’t yet reached?  

 
I therefore proffer that just as with the clerical and religious vocations, the laity also 

have a responsibility to discern their vocation for how God wants them to serve in the Church’s 
mission of proclaiming the Kingdom of God.  In Called and Chosen: Toward a Spirituality for Lay 
Leaders, Monika Hellwig posits that  

 
“for most people, their calling does not come with a trumpet blast from heaven. 
It comes from a combination of what attracts them, what they are capable of 
doing, what others call on them to do, and where they are accepted.”  133

 
I hope the discussions up to this point have helped the participants discern more closely 

what aspects of the mission of the parish (or the opportunities that exist to expand that 
mission) are attractive to them?  Further, I hope every participant has reflected on what ways 
they are capable of contributing to that part of the mission that attracts them. 

 
The question becomes, will the Church call upon you to share what you feel 
called and capable of sharing?  If you feel the answer is no, how might the lay, 
clergy, and religious among us collaborate to find ways to open those doors in 
a way that is consistent with Church teaching? 
 

133 Hellwig, The Reign of God, 49. 
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In many ways, the laity are called to discern their involvement in the Church’s mission 
within the context of many other “vocational” roles.  How can a lay woman or man with 
children lend their experience as a parent to the mission of the Church?  Personally, I find one 
of the most challenging areas of ministry for me is youth.   This is not to say that I cannot learn 
how to do youth ministry and be effective, but how can I specialize in reaching young people if I 
have never been a parent myself?  Further, as someone in their late 30’s, the cultural, 
psychological, and spiritual starting points of a 14 year old today is vastly different than when I 
was 14.  Could a parent be more of the “ace” the parish community would look to put in such a 
position?  Is there a culture of lay leadership that would both look for, train, and empower a lay 
woman or man to fulfill that role?  Fortunately, it seems the answer to these questions as they 
apply to youth ministry is largely yes.  However, how about when it comes to planning a liturgy 
of the word, blessing, or prayer service for the youth group?  Are these considerations taken 
into account when appointing members of a parish council?  Are these considerations taken 
into account when crafting the mission and vision statement of a parish? 
 

Similar questions abound when we consider how an accountant, doctor, McDonalds 
worker, teacher, factory worker, nurse, lawyer, school principal, administrative assistant, CEO 
all lend their unique skills and experience to the mission of the Church.  How a married couple 
can lend the fruits of their sacred bond and the fruits of family life to the mission of the Church? 
Moreso, how might the local Church align consideration of these vocations to the mission, 
vision, and goals it has defined for itself?  In Theology for Ministry:  An Introduction for Lay 
Ministers, Edward P. Hahnenberg begins his discussion of lay ministry with the topic of 
vocation.  He claims that Mary’s experience in the Annunciation provides four key features of a 
genuine vocation.    First, it comes from God.  Second, it deepens a relationship.  Third, it leads 
to a transformation of some kind.  Fourth, it gives a mission.   134

 
How might your unique skills, life experience, social location, your profession, 

education, etc. be a sign that God may be calling you forward to broaden and intensify your 
own vocation to the lay apostolate?   Second, how might those deeper relationships you gain 
within the parish community and those you serve through the mission of the parish contribute 
to the building up of a “network” for ministers?   Third, in what ways can they lead to the 
transformation needed to bring the parish across the next cultural, psychological, and 
spiritual boundary it faces in its mission?  Fourth, what is the mission anyway?  Is it defined? 
Is there a vision for where that mission is called to go next?  What are the concrete goals that 
the parish needs someone to help accomplish?  
 

Will the mission, vision, and goals of the parish change once you are trained and 
empowered to contribute in a new way?   Are you the one chosen to open up a new path for 
the parish to continue moving forward on its unending journey to reach the “ends of the 
earth?”   You likely are if the calling you experience is from God, it deepens relationships within 
the parish and the people the parish is called to reach, leads to transformation, and helps the 
parish fulfill its mission. 

  

134 Hahnenberg, Theology for Ministry, 1 
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Conclusion 
 

With the discussion on vocation, we now end where we began.  If you are a lay woman or 
man that feels a certain restlessness to become more involved or to contribute to the mission in a 
way that you are not today; if you are wondering how you are called and empowered to help lead 
the mission of the Church towards its next frontier in the evangelical mission that Pope Francis 
declares is “paradigmatic” of all Church activity; this restlessness is a sign of a call to 
discernment just as it is with someone discerning a vocation to priesthood, diaconate, and/or 
religious life. 
 

A sense of vocation that should grow as a community comes to understand more fully 
what the Church teaches about the lay apostolate and the unity and complementarity that exists 
among the clerical, lay, and religious vocations of the Church (which we covered in sessions 1 
and 2).  Thus I propose the parish must first cultivate an environment of lay vocational 
discernment (just as it does for discernment towards the religious and/or clerical life). 

 
Yet, many in the Church may not be familiar with or understand the Second Vatican 

Council’s vision for the lay apostolate.  It follows that while some may understand, many may 
not for one reason or another.  Others may understand but are not yet ready to accept it.  To see 
this more fully, we need only to ask the question:  what would happen if a layperson got up and 
led a prayer service in the Church?  Would such an action receive wide acceptance by the people 
of the parish?  Would people attend?   While I tend to be an optimistic person, I would propose 
that the answer to that question at this point in time is still no for most places.  Hence, there is a 
need to continue the Second Vatican Council’s dialogue on how to broaden awareness of the lay 
apostolate. 

 
As one mentor told me when I had become frustrated by the slow pace of change in a 

U.S. Army organization I worked for: “Big ships turn slowly, but that doesn’t mean you stop 
steering in the right direction.”  Big organization change happens in phases, as people gradually 
come to see the goodness of that change and more importantly how they are not “threatened” by 
that change.  In an organization with employees you have to help them see that while the change 
may impact the way they do their job (or in this context worship at Church or practice their 
ministry), this change is fundamentally essential to support the mission they believe in (and 
therefore dedicate a third of their life, or 40+ hours a week, supporting).  Further, you have to 
show how it doesn’t threaten their paycheck, doesn’t reduce the “meaning” they get out of their 
work, and doesn’t inhibit their chances of upward mobility (even better if you can illustrate how 
it enhances those aspects).  For the people of a parish, perhaps they need to see how increasing 
lay involvement is not only consistent with Church teaching, but also enhances our Christian life 
together (rather than threatens what they have come to see as normal) and enhances the parish 
mission to “go and make disciples of all nations.”  Such a vision can only come slowly. 

 
 So for those places where the “culture” of a parish or church organization may be slow 

to adopt lay leadership, I propose that it takes just a few who understand and believe in the 
Second Vatican Council’s vision for the Lay Apostolate to help steer (even if slowly and 
gradually) the parish/organizational culture in that direction. Thus, perhaps a second step in the 
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process is to broaden awareness of Church teaching on the lay apostolate.  Hopefully this 
series has been a good first step in that direction.  However, we must ask in this concluding 
section, what comes next?  

 
There is perhaps no greater way to illustrate than by doing.  That is, gradually 

incorporating the laity into functions that were traditionally held only by priests and deacons 
(and religious as we have seen the laity do with Catholic educational and other institutions over 
the past couple of decades).    Thus, perhaps the starting point is going back to the mission and 
vision itself.  Incorporating the laity into creation (and “ownership”) of the mission and vision of 
the parish.  When the mission and vision of the parish are widely and consistently communicated 
to the members of a parish and lay women and men are appointed to take ownership and 
accountability for several of the concrete goals that emerge from a parish mission and vision 
statement, they become more visible as the parish community works towards those goals.  They 
come to be seen as leaders in their own right.  When done in tandem with an effort to continually 
broaden awareness of Church teaching on the lay apostolate, I propose this can be a powerful 
way to achieve increased awareness and acceptance of lay leadership. 

 
Yet, the people of God deserve to be led by those who are not just empowered, but also 

trained and equipped to assume the leadership functions they perform.  The Bishops recognized 
this for lay ecclesial ministers, and hopefully in the near future we will see a formal document 
addressing the rest of the laity who are not officially appointed as lay eccelsial ministers. 
However, as I noted earlier in this session, I propose the four pillars can serve as a guide for the 
formation of any Christian seeking to become a minister (and leader) within the Church.  I 
propose parishes could begin ministerial and leadership development programs directly off of the 
aforementioned Co-Workers in the Vineyard document. 

 
Next, a vision statement always inspires a parish community to keep looking forward, to 

include who is going to train and empower the next generation of lay leaders?  As one mentor 
told me as I was rising up the career ladder, “you should always be recruiting and training your 
replacement.  I don’t want to have to deal with a vacuum when you get promoted or move on!” 
Hence, how can we continually be on the lookout for those with leadership potential  (especially 
among our younger generation), helping them find opportunities to cultivate the ministerial and 
leadership skills they will need now so that they will be ready to assume places of leadership 
within the Church in accord with the Second Vatican Council’s vision for the future of the lay 
apostolate?  Perhaps this is a way to encourage and inspire younger people (the future of the 
Church) to remain part of the Church community when so many forces will encourage them to 
do otherwise when they go off to college and/or begin to build their own life outside the 
guidance and direct influence of their parents.  That is, by helping them see their participation 
not just as a duty in order to fulfill the letter of the law, but as a way to find meaning and 
purpose, to be who they were created and Baptised and Confirmed to become (i.e., an active 
member of the Body of Christ). 

 
Hence, this discussion ends where it began.  I propose our current generation of lay 

leaders can only lead the up and coming generation if they are aware of these elements of their 
own vocational discernment.  Who has God created you to be and how is God through the 
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Church calling you to help lead the next chapter of its mission?  Such an awareness requires 
broadening awareness of the lay apostolate and vocational discernment among those called to 
leadership today.  In this, we can consider the aforementioned key questions that Hahnenberg 
provides:  what is God asking us to do?  How does this calling deepen relationships within the 
parish and with those the parish is called to serve?  How does this lead to personal and 
communal transformation?  How does it ultimately support the task that is “paradigmatic” of all 
Church life:  the mission to “go and make disciples of all nations.”   135

135 Pope Francis, Evangelii Gaudium, no. 15. 
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