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Foreword 


I've known George Lovell for most of my life. It was he who brought me into 
membershipofthechurch whenI was ateenager and it's to himthatI've turned 
at most ofthe key moments ofmy life for help with my work. I've had the thrill 
too of working with him a number of times, mainly in various countries of 
Mrica. I thinkI've readeverythinghe's writtenover the years. So, IreckonI've 
seenGeorgeLovell's workfrom many differentanglesofview. It's aprivilege 
to be asked to write this Foreword for this latest book. 


I know a man who repairs cars. He can take an engine to pieces, right down 
to the last nut and bolt. Then, when he's done his repair, he can put the pieces 
back together again. And the miracle (for my untechnical brain it's no 
exaggeration to call it that) is that, when the key's turned in the ignition, the 
engine seems always to start at once. 


I drive acar most days of my life. Ifanything goes wrong or needs checking, 
I have to resort to the car's handbook just to open the bonnet. And what I see 
inside the bonnet is simply one of life's mysteries as far as I'm concerned. 
Wires and plugs; metal and plastic; dipsticks, camshafts and radiators-to 
think that my everyday work depends upon such things as these! 


My everyday work depends upon much more than a car, of course. It 
depends upon the people I work with, my own aptitudes, the various focal 
points of action and reaction, the structures within which my work is done, 
availableresources, andpeople's expectations ofme. My work is coloured and 
shapedby thevalues Iconsiderimportant, thedegree offulfilmentl find in what 
Ido, and the frustrations that comefrom being prevented from achieving what 
I set out to do. 


My mechanical friend knowshow to takeacarengine topieces, dohis repair, 
and then reassemble the motor. George Lovell knows how to take a piece of 
work apart, identify and address the elements thataren't functioning very well, 
and thenputthe whole thing back together again. But that's only thebeginning. 
WhatGeorge goes on to do (or, to be moreexact, whathedoes whilst analysing 
apieceofwork)istoenablethepersonwhoseworkhe'slookingattorecognize 
and identify its constituentparts, examine the way thoseparts inter-relate, strip 
thewhole thing downifnecessary, and then put it all back together again. Here 
he scores heavily over any mechanic I've ever known. For no mechanic has 
everpersuaded me that Icould cope with the intricacies ofa motorengine. Yet 
George Lovell has more than once helped me to look at my work, to analyse 
its innerdynamic, and to identify thecritical path which wouldhelp me achieve 
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the objective of a more effective output. Again and again, in more than a 
quarterofcentury ofpatient (yet innovative) work with people as varied as you 
can imagine-from Methodists on council housing estates to nuns in religious 
community, amongst those living in communities divided by boundaries as 
harsh as those in Ulster or as subtle as those in suburbia--George Lovell has 
helped church workers look critically at what they're doing and find ways of 
handling what they see. His has been a charismatic ministry and the whole 
church is deeply in his debt. 


With this book, a further important step has been taken. We know that our 
author can analyse and reflect upon apiece ofwork, and that he can design and 
sculptmodels for doing itbetter. Many peoplehave seen him do it. ButGeorge 
Lovell is no Paul Daniels, a magician who reduces his audience to speechless 
wonder before the mystery of it all. He has shown so many of us how well he 
works with people, helping them to acquire some of his own analytical and 
synthesizing skills. The large majority ofthose who've attended Avec courses 
can testify to this. But now a third dimension opens up. Here, in this book, 
George Lovell is offering aservice to people who want to help others with their 
work, people who want to work as he works. This is abook for consultants as 
well as practitioners. In its pages, the author shares the treasures of his life's 
work, the fruits of his labours, the depths of his wisdom and long experience. 
It is a generous offering from a big-hearted man. 


I welcome this bookbecause it fills agap that needed filling for a long time. 
I'm convinced it will enable us understand George Lovell a little better; it will 
help all of us who want to know how to look critically at the work we do; and 
it will help any who want to help others analyse and reflect on their work. 


June 1994 
Leslie J. GriffithS 
President ofthe Methodist COnference 1994-95 


Preface: The Purpose and Structure 
of this Book 


Thinking togood effect about work aimed atpromoting the human and spiritual 
development of people in church and society is one of the most absorbing, 
worthwhile and rewarding activities. It is absorbing because it is about 
temporal and ultimate matters ofhuman life and destiny. It is worthwhile and 
rewarding because the quality ofany work we do with people is directly related 
to the quality of the thinking that we ourselves put into it. Sometimes thinking 
things through can be straightforward. But, for many reasons, it can be 
extremely difficult. Our knowledge and understanding of human affairs is 
always partial no matter how much experience and knowledge we have and 
how sharp our analytical faculties are. Psychological, sociological and 
theological explanations of any and every human phenomenon abound and 
many of them are mutually contradictory. Which should we use? To 
complicate things further we have to think as clearly as we can about the 
feelings we bring with us to the task and those generated by our emotional 
involvement and investment in the work-feelings which suffuseour thinking 
and play all kinds oftricks upon us and our thoughts. Weencounter difficulties 
in thinking practically, theoretically and theologically about complex human 
situations and making decisions which have profound consequences for us. 
Whatever the circumstances, thinking about work with people about whom we 
deeply care activates many levels of belief and touches the raw nerves of our 
unfulfilled vocational aspirations. 


All this makes it difficult to think at all, and even more difficult to "think 
straight". Consequently it makes heavy intellectual, spiritual and emotional 
demands upon us. Quite often people with considerable academic experience 
and competence say to me that they are surprised to find themselves deeply 
satisfied but quite tired after thinking about human situations for a couple of 
hours. They are surprised because they had not found other studies anywhere 
near as tiring. They were also surprised to realize that they had not previously 
given themselves to this combination of thinking and feeling. Thinking 
feelingly but constructively is an expensive but creative activity. And, this 
thinking has to take place in situations that are alive and very demanding. One 
of three things can happen: thinking time is squeezed out and people give up 
trying to think things through and become hyperactive; or they think more and 
more deeplywithout following it through with action; or they look for ways of 
thinking and acting which are more effective and satisfying. 


An increasing number of people who are searching for more effective and 
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satisfying ways of thinking about their work are looking for help to the 
behavioural sciences and adulteducation. Iknow this from my ownexperience. 
Over the past twenty years I have been privileged to work with thousands of 
people-men and women, ordained, religious and lay-ofeightdenominations 
engaged in a very wide spectrum of church and community work at all levels 
in GreatBritain and in sometwentyothercountries. Ihave spentequal amounts 
of time working in the Anglican, Methodist and Roman Catholic Churches. I 
never cease to be amazed and excited by the far-reaching effects of helping 
people to think for themselves more systematically, thoroughly and deeply 
about their work and their part in it through using the approaches and methods 
described in this book. Whathappens is that they seepossibilities and potential 
they had not seen before; they are animated; they are able to do things they did 
not previously think they could do; they experience greater job satisfaction; 
developments occur in people and theirenvironment; workers and people gain 
a greater control over their lives and circumstances; they discover more 
effective and satisfying ways of thinking about their work with people. My 
experience convinces me thata most importantneedin church andcommunity 
work today is to get people, separately and together, at all levels in the church 
and in the community, to thinkfor themselves more creativelyandconsistently 
about theirworkandwhat theydo, ormustdo, for the common good,forhuman 
and spiritual well-being and the development ofpeople and their environment 
in the light Of the insights from the social and behaVioural sciences and 
pastoral theology. 


But the time and energy to think is strictly limited! It simply is not possible 
to think in a thorough-going way abouteverything all the time. Doing sowould 
paralyse us. This does not mean, as someinfer, that there is little point in trying 
to think about anything in depth. On the contrary, it points us to the vital 
importance ofselecting carefUlly just what we should be thinking about at any 
particular time. Of itself that requires thought. Life is, in fact, sustained by an 
ever changing pattern of doing things without thinking, doing and thinking at 
the same time, and thinking before doing. Human and spiritual development 
occurs when the combination of thought and action is creatively integrated. 


Several things help us to do this kind of thinking. First, we need to be 
convinced that it is of vital importance that we do think for ourselves. This is 
necessary for our own growth and development as well as for the good of the 
work and it is part of our response to Jesus' command that we love God with 
our minds as well as ourhearts. While the thinking of others informs our own 
thinking, it is no substitute for our own thought. Second, we need to believe 
that wecan thinkfor ourselves. Many ofus cometo this beliefonly whenothers 
believe that we can think for ourselves and help us to do so. Third, we all need, 
from time to time, people who will help us to think for ourselves. I refer to such 
people as non-directive workers and consultants. The response to such help is 
almost always positive. Tools are the fourth thing we need: tools which we 
ourselves can use to help us to think things through and tools which enable us 


tohelp otherpeople to think through things. Fifth, we need to know about ways 
of working with people in groups, churches, communities and organizations 
which enable them to think and act for the common good. (Most of the help 
I have received of this kind comes variously from community development, 
behavioural sciences, adult education, theology and particularly pastoral 
theology.) Sixth, we need an atmosphere of thought which reinforces all this 
and which leads people to make the arrangements to facilitate it. 


The purpose of this book is to provide conceptual tools which enable 
individuals and groups to thinkmorecreativelyabout work for development in 
churches, communities and organizations. 


Acore process comprising a series ofstages of thinking is at the heartof the 
various things which over the past thirty years have equipped and helped me 
to think about my work, havehelped me tohelp others to think about their work 
and have helped them to do the same. Essentially this process, thoroughly 
tested and researched, comprises a series of stages of thinking which helps 
people to move from experience through critical and imaginative thought to 
creative action. The stages involve studying things as they are, defIning what 
needs to be done and working out how to do things in relation to reference 
points (purpose, things to avoid, beliefs, resources and needs) and in a context 
of meditation, reflection and prayer. Reference points are important because 
the ability to think can be used for good or evil. Consequently, checking out 
our motivation and purposes is an important part of the processes and 
procedures described in this book. The process has a strong thrust towards 
thoughtful action: it directs and eases people towards that even when it is 
holding them back from precipitate action to get them to think things through. 
This process is at the heart of that tradition of church and community 
development work which has its roots in adult education rather than social 
work. It integrates into the methodology of ministry and mission relevant 
aspects of the behavioural sciences. Basically, therefore, this book is a 
contribution to the means of doing the work of the kingdom. This is an 
important correction to the propensity in the Church to talk about visions and 
ideals and to neglect the means of achieving them in specific social contexts. 
Visions are important; without them we perish. Visions of what things ought 
to be like help us to know whether we have arrived, or not, just as photographs 
of places do. But they do not help us to find our way through the labyrinthine 
pathways of thought, decision-making and action involved in moving from 
where we are to where we want tobe; directions and the means oftravelling are 
needed to do that. 


Thus this book is about the shaping and sculpting ofwork with people so that 
every aspect of it, from considering the initial ideas to the evaluation of any 
action taken, makes its best contribution to human and spiritual development. 
I use theword sculpting to indicate that it is apractical craftusing technical and 
theological knowledge about ways and means of working with people for 
development and an art form using intuitive skills and creative imagination. I 
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describe sequences by which clergy, religious and laity can sculpt the work 
they dowith peopleby thinking through itmore systematically and systemically. 
These sequenceshelp people to articulate, conceptualize, analyse, and evaluate 
their work experiences and ideas and to design, plan and carry outprogrammes 
most likely to achieve their purposes. Once these sequences have become 
embedded into thehabitual worldng practices ofclergy, laity and organizations 
they will form an infrastructure which gives depth to the work and enhances its 
quality and value. In turn this makes for better workers and more proficient 
working organizations and churches. This book illustrates and describes these 
sequences and methods and discusses the underlying theory and theology. It 
has the following four parts. 


Part One: Examples or Work Analysis and Design demonstrates that 
clergy, religious and laity thinkquite naturally about their work and themselves 
as workers in terms of cases, problems, situations and projects. Each chapter 
gives a worked example of a systematic approach to one of these ways of 
thinking about their work. The subject-matter of these examples is of interest: 
an ecumenical church infaction overchildren atcommunion; asenseoffailure; 
a bishop wanting to get the diocese to translate theology into social action; a 
small group of Jesuits putting into practice their "preferential option" for the 
poor in Northern Ireland. Having described the examples, essentials of the 
mode of analysis and design are discussed. 


Part Two: Approach and Method considers the basic stages underlying 
processes described in Part One. It considers these processes, basically non­
directive, and how they can be harmonized with the inner rhythms of the 
workers. It also considers the relationship between workers, their work and 
their context. The chapter on "designing" is important. Little has been written 
on this vital aspect of work sculpting. People generally find it more difficult 
than analysing, about which much is written! Neglect of this leads workers to 
opt for standard designs for church and community work which mayor may not 
fit. The basic equipment for analysing and designing is considered in Chapter 
7 and includes: spoken and written words and the relationship between them; 
questions; diagrams; hypotheses. 


Part Th ree: A Commentary on The Approach takes the discussion of the 
approach astage deeper and examines the theoretical and theological natureof 
the process which is based on the non-directive approach to church and 
community development. Itdiscusses the ways in which it is a developmental 
process aimed at producing changes for the better in people and their 
environment. It shows that the approach is experiential but not limited to the 
experience of the workers and that it is both inductive and deductive. It 
considers the part beliefs play in this work and demonstrates that commitment 
and conviction are, along with abilities to think and skills to act, key factors in 
the quality of the work done. 


PartFour: Application considers difficulties experienced by those who are 
persuaded but daunted by the approach, including: feeling intellectually 


inadequate; the difficulties of fmding time and energy;. the fear of losing 
control. The approach is shown to be relevant to all kinds of church and 
community work: it contributes towards providing a more highly skilled and 
satisfied church and community development work force; it helps people to 
have asubjectivepurchase on work and life; itcontributes to thede-privatization 
of religion; it builds up egalitarian working relationships, co-operation and 
dialogue in acompetitive and pluralistic society; itcanbe used to de~elOp ~ork 
consultancy infrastructures which service and supportworkers, and ItprOVideS 
data about church and community work. This part concludes by showing that 
these approaches engender aspirituality which, of itself, is amedium ofhuman 
and spiritual development. . 


The parts are presented in the order: practice, methods and practice theory, 
underlying theory and theology, application and current contextual relevance. 
This order helps those who prefer to proceed from the particular to the general 
and from practice to theory. But the way in which the book is written means 
itcouldberead in reverseby those whoprefer to work in theoppositedirection. 


By its structure the book models the inductive me~od: .it starts with 
descriptions of representative experiences of the process m action; draws out 
thegenericstructureoftheprocess; considers theessential nature oftheproc~ss 
and the theory and theology upon which it is based; then returns to Its 
application as it discusses difficulties and describes uses. Inevitably this 
method, and my desire toproduce ahandbookfor practitioners and consultants, 
means that, in returning to aspects of the analytical processes, there is some 
repetition in order that sections should be self-contained. . 


So, by way of sununary. this book is about aparticular way of analysmg and 
designing work with people in church and community. It shO.ws wh~t it looks 
like in practice and as a conceptual schema (Chapters 1-5); It des~nbes ~ow 
to use it and the approaches and equipment required to do so (6-8); Itexammes 
thenatureofthe activity and its theology (9-10); itconsidersprincipal daunting 
factors (11); and it describes its contemporary uses and relevance (12). This 
is set out in the following figure, A Diagrammatic Overview o/The Book. 


My hope is that this book will engender more creative action through 
promoting better understanding, extended discussion and wider use of this 
approach to analysis and design and that it will stimulate and help others to 
examine and conceptualize their own approach to studying and planning their 
work in church and community. 


18 19 







~
 


FACILITATED BY: 


DESIGN AIDS (6) 


BASIC EQUIPMENT (7) 
Words 
Diagrams 
Questions 
Hypotheses 


----. NATURE OF THE ACTIVITY (9) ~ 


----. CORE PROCESS OF ANALYSIS & DESIGN (1 to 6) --. ..... 
----'THEOLOGYINTHEAPPROACH(10) - ... 


DAUNTED BY (11) 
Pastpractices 
In tellectual challenges 
Finding time and energy 
Fearoflosing control 


( ) Refer to chapter numbers 


.---. More highly skilled and 
satisfied workforce 


U 
~ Subjectivepurchase 


§ 
~ ~ on work and life 


~,-... 


~;
 ~ De-privatization
 


<: c 
~ c= 
H~ • Egalitarian working 
~~ relationships
~H 
~o Co-operation and ~::S dialogueZo • 
~~ 
~~ 
~o --. Work consultancy 
~H services 
~ 
~ 


0 ---. Datacollection 
H 


--. Spiri tuality ofchurch and 
corrununity development 


A DIAGRAMMATIC OVERVIEW OF THE BOOK
 







Pil 


List of Displays 


3:1 A Note Prepared for the Group by the Bishop 


3:2 The Bishop's Working Relationships and Settings 


5:1 Eight Thinking Stages 


8:1 Attributes and Abilities Required to Work in 
Private and Public Domains 


11:1 Taking Stock 


page 82 


85 


114 


202 


249 


21 







UUS 1 


List of Figures 


A Diagrammatic Overview of the Book page 20
 


2:1 
Sources and Initiating and Sustaining 62 


Low and High Force Equilibrium 55
 


2:2 
Causes of Problems 


Tackling Problems: Questions, Process and Stages 662:3 
Some Diagrams From The First Consultancy 803:1 


Group Session 


The Bishop's Work Contexts 843:2 


4:1	 Pattern of Working Relationships 98
 
Fully Aspired; Partly Achieved
 


4:2 Essential Design of the Project	 102
 


5:1	 The Creative Action Thrust of Critical and 113
 
Imaginative Thought
 


5:2	 A Schema for Analysing and Designing Church 116
 
and Community Work
 


5:3	 Processes Employed During The "Relationships in 144
 
Mission" Consultation
 


5:4	 Positive and Negative Interaction Between Contextual 150
 
Factors, Workers, People and Their Work
 
and Relationships
 


6:1	 Pattern of Working Relationships Fully 161
 
Aspired; Partly Achieved
 


6:2 Designs of Theological Projects In Chapter 3	 170
 


6:3 General Schematic Presentation of Designs In Chapter 3 171
 


6:4	 A Creative Nucleus: Analysing, Synthesizing 172
 
and Designing
 


7:1 Three Forms of Causation	 189
 


8:1 Private and Public Work Domains	 195
 
9:1 Practitioner-Work Oriented Approach	 216
 
9:2 A Practitioner's Vocational Context	 218
 


23 







10:1 A Trihedral of Relationships 235 


10:2 Some Possible Points of Concord and Dissonance 238 


10:3 Some Theological Activities 240 


11:1 Modes of Participation: Sharing In and Out 257 


12:1 Attributes of Spirituality 279 
Acknowledgements 


Vastnumbers ofpeoplehave contributed to the developmentofthe approaches 
described in this book. Some have done so through allowing me the privilege 
ofstudying their work with them and entering into their vocational aspirations 
and struggles. They showed mejust what would and would not work for them 
and their situations. General acknowledgement is too bland a recognition of 
the ways they allowed and helped me to forge my tools of analysis and design 
on therealities ofchurch and community work. Butnaming them is impossible. 
Others have made incalculable contributions through the work we have done 
together to providetraining andconsultancy services through Avec. Colleagues 
became soul friends as we used all our resources to analyse profoundly and 
design perceptively. To all of them I ametemally indebted and particularly to 
the Avec Associates, the part-time staff (Charles New, Howard Mellor and 
Michael Bayley) and to my colleague for more than twenty years, Catherine 
Widdicombe. I cannot begin to express my debt to her for her continuous 
support, her utter dedication to the work and her unfaltering commitment to the 
Christian beliefs and vision through which she saw the vital importance of the 
non-directive approach to church and community work. 


I am indebted to the Avec Trustees, who encouraged and enabled me to 
"harvest" the work of Avec during 1991-93, and to The Leverhulme Trust, 
which enabled me to continue my research and writing through granting me a 
Leverhulme Emeritus Fellowship in 1993. I am also indebted to the people of 
theVictoria and ChelseaMethodistCircuit who have given me aspiritual base, 
graciously affrrmed my ministry and generously contributed towards my 
stipend. 


Then there are those who have helped me more directly with the writing of 
this book. I am deeply indebted to those who graciously gave me permission 
to publish Chapters 1, 3 and 4 after reading my manuscript. The minister 
central to the case study and the bishop with whom I studied his work situation 
must remain anonymous but I am free to name the Portadown Team of Jesuit 
Priests and the person with whom I worked, Paddy Doyle. 


Margaret O'Connor has read and commented on every part of it. Her 
suggestions have greatly improved the text. Her enthusiasm for the book and 
her moral supportgave me much-neededencouragement. Several otherpeople 
read various parts in draft and madehelpful suggestions: Michael Bayley, Paul 
Bunyan, David Deeks, Leslie Griffiths, Peter Russell, Ann Sutcliffe, John 
Stevinson and Catherine Widdicombe. 


24 25 







ValerieTredinnick, my part-time secretary for many years,has typed and re­
typed the whole of the book with great care, cheerfully and patiently and 
without any hint ofcomplaint or irritation when Iproduced yet more revisions. 


Reg and Madge Batten to whom Idedicate this book are the initial inspiration 
for the approach which is at the heart of it. They continue to be beloved 
mentors. Reg has added value to my ministry beyond description through 
hundreds ofhours ofthe richestconsultative conversations Ihaveexperienced. 


Molly, my wife, has allowed me the freedom and provided the domestic 
environment within which I could give myself unreservedly to this book. Not 
only has she given me her full support, she has also helped with the typing and 
the proofreading. She has lived through the low and high moments with me. 


I acknowledge with deep gratitude all this help, support and reinforcing 
encouragement. 


I also acknowledge permission from the Guilford Press to reproduce the . 
figures on p. 188. 


George Lovell 
September 1994 


26 












p 


Part One 


Examples of Work Analysis
 
and Design
 







Orientation 


There are several different ways in which we consider church and community 
work. We think and talk about our general and specific problems and about 
stories of difficult relationships which I will call cases. (A case is a sequence 
ofevents in which I, the worker, experienced inter-personal difficulties which 
led to adeterioration in working relationships. Cases are, ofcourse, problems. 
They are differentiated because they need a different kind of analytical 
treatmentfrom those problems that do not have a story-line.) Also we think in 
termS of the situations in which we work and the projects with which we are 
concerned. These vary enormously from the care of people in a street to 
international religious and secular organizations. We talk about each and all 
of these aspects in relation to how we feel about them and ourjob; how we see 
ourselves featuring and functioning and how we would prefer to do so; our 
beliefs, hopes, purposes, fears and, increasingly, about the wider socio­
religious context in which we and our work are set. Recurring subjects emerge 
from these different modes of engagement with people (e.g. authority, 
communication, evaluation, leadership) and issues (clericalism, deprivation, 
injustice, racism, sexism). Subjects and issues form other natural ways in 
which we think and talk about our work. They facilitate the study of generic 
themes and the general application offmdings. The approach I am describing 
centres on specific work situations and pursues subjects and issues which 
prove to be relevant in direct relation to them. Adopting a non-directive 
approach makes this possible. This approach is acommon denominator to the 
contents of this book and therefore a generic issue which I inevitably bring to 
all my work. (I discuss this further in Chapter 9.) 


It was only after many years of practising and promoting these methods of 
working on cases, problems, situations and projects that I realized I was using 
what seemed to be four natural categories. Consequently I had to check 
whether they were natural or whether they were introduced by my approach 
and methods. Going back over my experience oflistening to people talking in 
their own way about their work convinces me that they use these categories 
quite naturally to present their experience and thinking. Undoubtedly the 
methods wehaveusedhavesharpened up thecategories,but theydidnot invent 
or impose them. Theyfit like aglove. Whilst it is natural to think inoneor other 
of the given categories (case, problem, etc.) the most appropriate one is not 
always obvious. Workers sometimes focus on a problem when they need to 
focus on asituation, or on one case when they need to examine the implications 
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ofaseries ofsimilar cases. Consideration is given in Chapter 5to choosing the 
appropriate method. 


This Part illustrates and discusses ways of using these natural categories 
(problems, cases, situations and projects) in order to tackle our work and the 
subjects, issues and feelings related to them more effectively and efficiently. 
It demonstrates the processes of analysis and design in the study of four 
examples ofchurch and community work. There are two main aspects ofeach 
of the examples: the people and their work; the analytical processes and those 
engaged in them. In this book my concern is with the analytical processes and 
so I have chosen examples which best illustrate them. The example in Chapter 
Two was presented and worked on by women and men; the other three 
examples happened to be presented by men but they were worked on equally 
by women and men. Consequently the examples represent the analytical work· 
ofpeopleofboth sexes fromseveral denominations, ordained, religious and lay 
people. Together they made the processes work. It is necessary to say this 
because, by their very nature, these processes direct attention away from f 
themselves, and those who are deploying them, towards the human situations 
to which they are being applied; away from the analysts and designers to the· 
presenters and the subject-matter. This is right: to be analytically effective" 
processes andprocedures need tobeother-directed and structurallyunobtrusive. 
To achieve our purposes we need to focus our attention on these processes. 
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CHAPIERONE 


Working on Cases 


The fIrst part of this chapter is the analysis of a case that occurred a few years 
ago in anon-confonnist church fonned by the uniting ofMethodist and U.R.C. 
congregations. It was written by the minister who was central to the events. 


I. A CASE STUDY 


1. Family Communion 


I am the minister of a church that wants its children to feel they are part of 
the family. Every Sunday morning they join the adults for a joyful 
culmination to morning worship. On the monthly Communion Sunday this 
is a little difficult, as their arrival after adult celebration creates an awkward 
second climax, and the teachers complain that the morning is too long, that 
they have to miss Communion themselves, and that the children are given 
strange ideas about a mysterious rite from which they are excluded. The 
exception is Easter Sunday, when the children are present for Communion, 
and come forward with the adults to receive a blessing. 


Once, when all this was being fully discussed by a teachers' meeting I 
attended, the teachers started asking why we did not have Family 
Communions. My wife, who leads the Junior Department, felt particularly 
strongly about it, pointing out that our two young daughters were able to 
partake at a local Anglican church and at conferences, and claiming that 
children in her class feel rejected when they were invited to the Table at 
Easter only to be refused the bread and wine. I was asked whether I would 
be prepared to include the children fully in the next Easter Communion. I 
said that I would if itwere left to me, but that this was aquestion to be opened 
up at the next Church Meeting; and in anticipation they planned a Junior 
Church Council which would lead up to an Easter Family Communion. 


At the Church Council I brought the matter to the attention of the elders, 
whoconsidereditcarefully. Oneofthem declaredherselfadamantly against 
children's partaking, but she agreed with those who thought members would 
be in abetter position to discuss Family Communion if they had experienced 
one. Accordingly the Council decided to place the issue on the agenda of 
the Church Meeting in the fonn of a recommendation: that a Family 
Communion be held at Easter, in the light of which the question could be 
fully explored. 


At the Church Meeting, however, the subject touched off an explosion of 
anger and confusion. Five people (two elders, one of whom had missed the 
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last Church Council, and a teacher who had been absent at the relevant 
teachers' meeting) opposed the whole idea at length. Children wouldn't 
understand, would spoil the atmosphere, had to learn to wait; Communion 
was not to be used as a guinea pig; Church Council had taken unfair 
advantage by recommending .... Equally impassioned arguments favoured 
Family Communion, and my wife, with theother teachers ofherdepartment. 
said she would rather keep her class out altogether at Easter than have them 
dismissed with ablessing. By wayofcompromise Isuggested afamily meal 
ofbiscuits andsquaSh,butwas accusedoftrivializing thesacrament. Iwould . 
not allow a vote on the issue, and said that with feelings running so high a . 
Family Communion this Easter would not help any ofus. But! did not know 
how to handle the deadlock. Someone suggested I preach a series about 
Communion. I agreed, said the discussion would have to be reopened at a 
later date, and moved on to the next item on the agenda. (A radical proposal 
affecting the whole future of our church, which was accepted without 
opposition!) 


Since then, there hasbeen aconspiracyofsilenceabout FamilyCommunion. 
Other discussions (e.g. children's work) have always stopped short of this 
topic, there has been no comment when the occasional child has taken the 
elements (including a party of mentally handicapped young people brought 
by a social worker to that particular Easter service), and I have never felt 
objective enough topreach my promisedseries ofsermons. Privately one or 
twopeoplehave admittedsurprise that all this fret and fever shouldhavebeen 
for nothing. Junior Church has ceased the practice of attending Easter 
Communionfor ablessing. And the teachers seemless certain that they have 
the backing of the members. 


This case, like all other cases, tells the story of a causally connected sequence 
of events. It is the kind of pattern that occurs in every aspect of human life.. 
Workers often talk about critical aspects of their experience in church and 
community work in this way. 


In this particular case the central theme was children and communion. The . 
Junior Church teachers wanted family communions but the consideration of 
the suggestion split the Church Meeting, and led to an impasse, and now the . 
children are less involved in communionservices thanbefore. In fact there was 
an all-round deterioration in the situation. 


There are several equally important people in the events and the case could 
be analysed from each of their perspectives:-As it was written by the minister 
from his perspective we examine it in relation to him and his thoughts and 
actions. Examining it in relation to one person (or one centre of co-ordinated 
activity such as a partnership) is very important. It reflects the realities oflife: 
we are only ever one person; we can exist and act only from the being of one 
person; we work to change complex human systems from our own complex· 
human systems; the greatest control and influence that we have, therefore, is 
over one person-ourselves. Analysis and action-plans must take this fact of 
life seriously if it is to be of any consequence. Even so, people are inclined to 
talk as though others can bemoved around at will inhuman affairs. "He should 
do that. She will do this. They must be made to do that ... :' That is to treat 


people like chess pieces and they are anything but that; it is to turn the story of 
the case into a fairy story. We will stick with reality, with one non­
exchangeable centre of being and doing, the minister, the worker. 


Many different groups ofpeople-women and men, ordained, religious and 
lay from all the main denominations and working at different levels-have at 
various times discussed and analysed this case. They all identified with the 
essentialdilemmaoftheminister, including Roman Catholics whoseeucharistic 
tradition is so different. In what follows I am drawing on the principal points 
made in these discussions. 


The discussion of the case is set in the period a month or so after the Church 
Meeting. 


2. The Diagnosis 


There are two aspects to this diagnosis: an assessment of the way in which the 
minister contributed to the deterioration in the working situation and 
relationships; and what is still "going for" him. Sometimes when we are 
diagnosing cases we can see what was not helpful without knowing what else 
could have been done. Indeed we may feel that what was done is just what we 
would have done. Alternative and better possibilities invariably emerge from 
considering such incidents. And it is seeing the kind of action we think would 
have been more likely to achieve the desired objectives that shows up the 
inadvisability of what was done or not done. So diagnosing is as much about 
discovering what could or should have been done as about what should not 
have been done: discerning and defining the one helps to discern and define 
theother. Generally speaking, people are more prepared to make constructive 
critical judgements of what a workerdid/did not do when they see abetter way 
inwhich s/hecouldhave acted. Up to thatpoint they are inclined to sympathize 
with the worker and resist any adversejudgement upon the action taken and its 
effects with statements like, "But s/he could not do anything else!" "Whatelse 
could s/he have done, for goodness sake?" Therefore, where necessary in the 
diagnosis that follows, the critical assessmentof the minister's action, given in 
emboldened type, is followed by notes about action more likely to have had 
good effects. 


An Assessment DfWhat the Minister Did 
What was it then, that the minister/worker did or did not do which in our 
judgement contributed in any way to the undesirable outcome? 


His lnitilll Response 
He did nothing about the feelings of which he was fully aware of 
dissatisfaction with the arrangements for children being present at the 
communion and the nature oftheir participation until his hand was forced 
by his wife and the teachers. Then he made an immediate response to a 
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particular solution suggested at a teachers' meeting from which the one 
teacher who opposed it was absent. In that response he sided with the . 
teachers and their proposed solution and inferred lack ofsympathy with 
any who might oppose the proposal. He colluded with them in planning a 
course leading up to Easter Communion. 


By allowing things to drift he lost the opportunity to define the problem and to 
work out how best to get the theological issues and the practical implications 
of such asensitive subject considered and resolved. One of the consequences. 
of this was that he had to make his initial move in response to the problem 
through his response to a solution suggested at a teachers' meeting. This' 
prevented him from making his response freely aftercareful thought about the 
situation and the full range of options which would have been open to him. 
Moreover, he had to make his response under considerable pressure from his 
wife and the teachers to accept their solution-circumstances not conducive to 
deciding just how to tackle such a difficult issue. It is not surprising that he 
sided with the teachers and that he did let them act as though the outcome was. 
a foregone conclusion-but that is a provocative act in an organization in· 
which some members cherish their privilege and take seriously their. 
responsibility to make decisions freely on all such matters. 


So he had lost the opportunity to approach the whole situation freely and 
independently. Possibly his preoccupation with the "radical proposal" meant 
thathe simplyhad nothad time to give to this issue. Nonetheless hecouldhave 
responded by saying that, as the matter was a weighty one about which people 
would have deep and conflicting convictions, he needed to think how best to 
get all the ideas on the subject and the theological and practical issues' 
considered Also he could possibly have assured them that he was very deeply. 
concerned about the issues they had rightly raised and that he would be in a 
much better position to act in relation to them when the decisions had been 
made about the "radical proposal". Meanwhile, he could have suggested they 
discuss their ideas with the absent teacher. Thus he wouldhave identified wi 
their concern, taken them and their suggestions very seriously, got them t 
consult their colleague and got himself into a position from which he could' 
decide how best to act in relation to the whole situation and for the commo 
good. 


At The Church Council 
He brought the matter to the attention of the elders. He was party to 
recommendation going to the Church Meetings advocating that th 
church try out the idea for a Family Communion on Easter Sunday; i. . 
carry out an experiment. 


Taking the idea to theChurchCouncil himselfmeant thathepersonally bec 
more and moreclosely identified with the idea. This made itdifficultfor peopl 


to question or oppose the idea without feeling they were taking sides against 
the minister. The communion issue became a personal issue, even if by 
default Moreover, the recommendation that it be tried out meant that several 
issues were now in the discussion: that children take communion; that there 
be afamily communion on Easter Day; that this be treated as an experiment. 
All too easily these issues were confused, not least because of the emotions 
associated with the substantive issue and the feelings raised by the way in 
which the suggestion had been processed. The experimental method seems 
inappropriate. It is irreversible: once children have taken communion they 
have taken it and crossed the line ofconviction that they should not take it until 
they are older; and people suspect it because they see it as a subtle pseudo­
scientific way of imposing innovation, ''the thin edge of the directive wedge." 


Then there is thequestionoftheministers takingsides. Clearly, theologically 
andliturgicallyhefavouredchildren'sparticipatinginfarnilycommunions. To 
feign that he was neutral would be wrong and unhelpful but he could have 
refused to take sides. The stance that would have enabled the minister to be 
mosthelpful was one in which he declared his interests and said thathe wanted 
all views, including his own, to be properly considered and respected in the 
searchfor ways ofresolving the differences which would enhance sacramental 
worship for everyone. Such astance was implicit. That is where he wanted to 
be. He never quite got there. Three things could have helped him to do so: 
greater clarity of role and function in relation to this issue; not taking sides; 
making explicit the stance he was taking and that he was taking it because it 
was the position from which he could best minister to the church as a whole on 
this issue and to each theological/liturgical faction within it. 


At The Church Meeting 
He was party to such a vital subject being brought to a meeting without a 
proposed way oftackling it and to placing it on the agenda before an item 
known to be of great importance which presumably was expected to be 
discussed at length. 


Presumably he had to bring it to that meeting because of the timetable he had 
accepted from the teachers. All other things being equal, it might have been 
better to give notice of the subject and ask how and when they could give it the 
kind of consideration it warranted. If this were not possible, he could have 
suggested that they consider things in some order and in relation to purpose, 
belief and their two-denomination context: the nature and importance of 
communion to us; children and communion; experimenting with different 
kinds of services; the family communion on Easter Day. That would have 
given aframework, order and shape to thediscussion. During theearlierstages 
the emphasis could have been upon building up understanding and acceptance 
ofeach other's views as abasis forfinding amutually acceptable wayforward. 
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He did not get them to consider their differences in relation to what they 
had in common. 


He trivialized the issue and caused offence, however inadvertently, by 
suggesting an orange-squash/biscuit love-reast compromise. 


What they had in common was a high doctrine of and reverence for the 
communion service. The enonnous spiritual significance of it for them led 
them to two quite different convictions: thatchildren should have access to this' 
vital religious service as soon as possible; that they should have access only. 
when they understood what it is about Hedidnot make this point. Establishing 
areas of real agreement and common ground is of enonnous importance in 
working where there is faction or the possibility of it. The suggestion about 
biscuits and squash was sacreligious. Equally he did not get them to draw out 
in an objective way the differences between them. 


He used his position as minister and chairman to take "control" or the 
meeting by making strong definitive interventions when he just did not 
know how to handle the deadlock, viz: 


- he would not allow a vote; 
- he quashed the idea ror a ramily communion atEaster by telling them 


that with reelings running so high it would not help any orthem; 
- he himselr accepted the first positive suggestion (that he preach a 


series orsermons aboutcommunion) without testing itoutroracceptability. 
and seeing what other ideas members might have; 


- he closed down the discussion by saying that it would have to be 
reopened at a later date and by moving on to the next item on the agenda.' 


There are times when it is rightfor ministers and and those in the chair to take, 
directive action of this kind. It is required and expectedof them. They areoften• 
the only person in a position to do so. But was it right for him to do so in this 
situation? 1 think not, even though 1 can see myself doing it in panic and 
desperation. There are times when it is right to mask uncertainty, but there are' 
considerable dangers in acting as though you know what you are doing when' 
you do not. What else could he have done? He could possibly have said 
something like this: "I just do not know what is the best way to resolve these 
issues. One idea is that 1 preach a series of sennons as a basis for further 
discussion. There may be others. 1 do not feel that we should take a snap 
decision by voting. That might make things worse. Clearly we are considering. 
a very important issue about which we all feel deeply. 1feel that we need to; 
imd a time when we can do justice to the issues that have emerged and decide 
what to do about the suggestionfor an EasterCommunion. What do you think/ 
feel?" Such an intervention changes the focus of the discussion from children 
and communion to how are we (people and minister, not simply the minister)' 
going to resolve the deadlock. It legitimizes notknowing what to do and gives 


everyone a chance to work at it together. It invites them to make decisions 
about process as well as content and the process by which they resolve the 
issues will profoundly affect, positively or negatively, the spiritual interplay 
between their life as a communion and sacramental acts of communion. 
Making such points could introduce new theological dimensions to the 
discussion. Of course, all this is with hindsight. But then had the discussion 
been postponed there would have been time to prepare such an input. What 
glorious theological possibility in this encounter! 


After the Church Meeting 
He lets things drift again: he does not preach the sermons; he tempts 
providence by allowing handicapped and other children to take 
communion; he does not arrange ror rurther discussion; he rests uneasily 
in what oneortwo said about the ''fret and rever" having been ror nothing. 


History seems to be in danger of repeating itself, that is up to the point of his 
writing up the case and seeking help with it. 


Throughout
 
He tried to work out everything in public.
 


Some private discussions about the issues and how best to get them considered 
openly and constructively could have led to better discussions in the Council 
and the Church Meetings. But possibly he had no other choice simply because 
ofthe sheerpressureofevents and ofhis work load! In fact he did not let things 
drift as some suggested; he had no option but to let some things drift and this 
was one ofthem! That meanthe had to deal with them in public and thatbrings 
us to the next points. 


He was not able to "steer" the proposal through the turbulence or the 
public discussion and he did not get others to help him to do so. 


It was the combination of these that created difficulties: if he had done the 
second, the iust would not have had the same effects. An argument for 
collective effort. 


He did not get people testing out and working on the possible positive and 
negative effects upon the church community as a whole orconsidering the 
proposal ror a ramily communion and or having one at Easter. 


The discussion was child-centred, child/teacher/parent-centred rather than 
church-communion-centred. The following question could have set the 
discussion in the wider context: If the proposal was implemented, what good 
and bad effects do we think it would have on different members and parts of 
our church community in relation to our purposes in general and our common 
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desire that children really feel that they are part of the church famil y? Follow­
up questions could be: Can we reduce the bad effects to a tolerable level? If. 
so, do we want to implement the idea? Ifnot, what can we do in relation to the 
continuing felt needs that led the teachers to make the suggestion? 


What is "Going For" the Minister 
First reactions after such an assessment is that there is not much "going for" the 
minister! This mirrors feelings generated by such incidents. They are . 
deceptive. In fact there are many things going for him, some of which are as 
follows: 


• The minister is making a very serious attempt to resolve the impasse. He has 
written down the story in an open and manageable way in an honest manner; 
not an easy thing to do when the events evoke strong emotions and possibly 
self-rebuke. He has sought help to think through what he should do next. He 
is not defensive-yet! And there is time to think and act. 


• Members oftheChurch Meeting have strongbeliefs which theycan articulate 
and the communion is very important to them. 


• Things have calmed down. The church and the minister and his wife have 
been able to take the event and contain the argument: immediately after the 
fraught discussion about communion the Church Meeting acted unanimously 
in relation to a radical proposal; no one has resigned office or left the church; 
the teachers are still teaching; subsequently handicapped children have 
communicated without further argument. 


• Theinititative is with the minister andhe has two possibleopenings: sermons 
and a further discussion. 


• The ministerhas opportunities to promotediscussion on whatcouldbe highly 
significant issues: the sacrament and ways and means of discussing and 
deciding about such things most likely to build up the church communion. 
Such discussions combine the pragmatic (procedures and processes) with the 
theological. 


• The minister cares-cares aboutail thepeople, adults and children. He wants 
to do the right thing and build up the good relationships. He now knows more 
about the church and their feelings and about himself as aworker. He is honest 
and resilient. 


3. Towards redeeming the Situation 


Butwhatcan the minister do now to redeem the situation? Precisely whatdoes 
he need to do with whom, in what way and to what end? Amongst the 


roliferation of ideas that have emerged from the analysis there are some that 
p persistent. Only the minister, of course, can say what he could do and 
are . Th .


hat he thinks would work. Our suggestions must be tentative. en agam, 
:hilst objectives, approach and fIrst steps can be planned in some detail, 
second steps will be influenced by what happens during the fIrst round of 
action. 


Do Some More Homework 
Those who analysed the case agreed that the fIrst thing that the minister had to 
do was some more homework. (A surprising number of them, however, only 
saw the significance of this when others had mentioned it.) Privately, on his 
own or with consultancy help from an independent colleague or consultant, he 
needs to work at several things. 


First, he needs to work out his overall objective for his next phase of work 
on the family communion saga. Creating a better atmosphere could be very 
much on his mind: a "conspiracy of silence" is not a good ambience in which 
to minister. Achieving this is necessary and desirable, but not at any price. 
There are other things to be done. Those who differ need a better and more 
sympathetic understanding of each other's beliefs and convictions and their 
common ground (a high doctrine of the communion). Then they need to bend 
their minds and wills to fInd a way forward to which all can commit themselves 
and which contributes to making and maintaining a fellowship conducive to 
communion. Getting abetteratmosphere is an integral partofthat. Internalizing 
this objective so that it really does guide thought-out action is important: it is 
so easy to be deflected from it. Formalizing it in the following way could help 
him to do so: 


To get all concerned to so work at the theological and practical issues that 
they understand and loveeach othermore and[md m~tually a~ceptable ways 
of resolving their dilemma which help them to achieve their purposes for 
adults and for children in the church. 


It took quite a bit of effort to clarify this-and I am not emotionally involved. 
Second, sorting out his own thinking would help him to give himself more 


freely to helping others to sort out their thinking. (His thinking, that is, about 
communion and the optimum human conditions for it to be effective.) This 
leads into a third thing: his stance in these particular discussions and what his 
main job is in relation to them. Earlier we touched on this in the assessment 
of the case. Whatever else he does, he will need to make signifIcant 
contributions towards "facilitating" the subsequent thinking and deciding. To 
do this he has to benon-directive. Some felt that an independent facilitator was 
calledfor. Others saw theadvantages ofministerand people"facilitating"each 
other. 


Fourth, he needs to decide how he is going to cope with any residual feelings 
he may have and just what apologies he needs to make to whom about what. 
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that the discussion would have ~ be reopened at a later date. Starting the To assume responsibility for things for which he was not responsible reduces 
the significance of his own apology and trespasses upon the responsibilities d' ssion elsewhere could be IDlsunderstood and resented as another attempt 
others properlyhad for what went wrong. Blanketapologies are tobe avoided: ~~~rce the issue. The idea was thathe make astatementto theChurchMeeting 
on that everyone spoke with some feeling. There is much more redeeming and ing thathehas been reflecting on whathappened and has seen that they had 
reconciling power in specific apologies than in general apologies. :nunited in their high doctrine of the communion and divided in what that 


Fifth, he needs to think out what action he is now going to take with other eans in practice, that he believes that much could be gained by working 
people(whathasbeen suggested already inthis section is actionofanenergetic :gether at the theological and practical issues; that as that is no easy thing to 
kind I). Many suggestions were made as we speculated about the possibilities. do they need toconsidercarefullywhetherornot they want to do so and, if they 
These are discussed below. do, they need to think carefully about how they co~d do it so that the outcome 


Clearly, hard thinking, reflection, prayer and much courage are required to 's most likely to be positive and not to proceed until they were agreed how to 
do all this homework as working through these issues makes heavy demands ~o about it and how they would appr~ach any diffi.culties that occurr:ed. ~e 
upon the soul, the mind and the will. could underline this last point by saymg that he did not want to sprmg thiS 


matter on them, nor did he want them to drift into a discussion. So what he 
was saying was by way of notice of a discussion to be held at a future meeting 


4. Action Suggestions to be determined by them, i.e., a discussion about discussions. This would 
There was strong support for the minister starting by discussing things with his provide opportunities for people, individuals and formal and informal groups 
wife. The idea of doing his homework with his wife did not seem to be a to reflect and come prepared for the discussion. This would be the point at 
realistic possibilitybecause ofthe way in which theyhad been involved. Much which he could make his apologies. If the meeting agreed with his suggestion 
is at stake for both of them as husband and wife, as parents, as a ministerial he could say that he was concerned to get all points of view considered and 
couple, as teacher and minister. The problem is how to ensure that any taken into account. Would .the meeting appoint a small group representative 
discussion that they might have is creative. Here we mention two ofthe many ofvarious ideas and groups to meet with him for the sole purpose of working 
things that will determine whether ornot it will be. Timing is thefirst. He will out how best to get the issue discussed? 
know the conducive circumstances. It is up to him to create them or to seize Leading the discussion about taking these steps could be tricky. He needs to 
the right moment when it arises (the preparation that he has done means he is generate and maintain an objective, emotionally sensitive but low-key 
in a good position to do that). The second is the use to which he puts his own 
thinking. He could share it with her fully or summarily or he could think 
through the events fromher perspective-as wehavedone from his-and then 
from their joint perspectives or he may start with what he proposes to do and 
why. The minister alone has the information to decide which of the many 
permutations is most likely to work. Attention needs to be given to both these 
points-timing and the use of prior thought-in all the encounters. 


After that there was a proliferation of ideas about those with whom he ought 
to discuss the situation-members? parents and children? teachers? the 
Council? the Church Meeting?-and about the order and manner in which he 
ought to do so. Setting these out as possible alternatives and considering the 
pros and cons of each of them enabled members to refine the various 
approaches and to settle on the one which they thought most likely to be 
effective. But, again, they realized that their suggestions must be tentative 
because they did not have theknowledge ofthe situation and the people which 
would enable them to make a situational judgement about them being a "fit". 
A possibility that emerged from all the suggestions was that the minister open 
up the discussion again with the members of the Church Meeting. Some 
thought that he ought to start with people informally, others with the teachers 
or the Council. But it was to the members of the Church Meeting that he said 


atmosphere. Two of the possible dangers are: that they drift into an Unhelpful 
discussion of the issues; that in attempts to prevent this he frustrates one of 
those moments when much is transacted inashortspace. Awareness, vigilance 
and judgement are called for. 


Should he give notice of this discussion on communion or not? A bald 
statement of the item on an agenda sent out in advance could cause people to 
come prepared to fight their comer again. A full statement could be helpful. 
If this is not normal practice possibly the best thing is to introduce it at the 
meeting. 


There may well be officers of the Church Meeting or the Councilor the 
Teachers' Meeting with whom it is normal practice for the minister to discuss 
business in confidencebeforebringing it to any or all of these meetings. lfthis 
were so, he could discuss his plans and ideas with them and seek their advice. 
They could then help to promote the kind of discussion required. 


So far we havebeenconsidering procedures most likelytopromoteprocesses 
of development. As suggestions are put to people their attention will focus 
on the subject-matter. They will be trying to assess the effects of working on 
the issues: Will it improve things? What's it all about anyhow? What do II 
we/others have to gain or lose? Will I gain or lose? WillI/we be able to avoid 
trouble? Will it be worth all the effort? So they will want to know just what 
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they are being asked to work on. Basically it is about how to meet the spiritual· 
needs of children through communion services in such a way that the adult, 
members feel good about what happens and therefore generate a human and 
spiritual atmosphere conducive to all concerned receiving maximum benefit 
and blessing from the services. So it is about building up the communion of 
the Church through communion services. Doing that inevitably involves 
considering all kinds of questions about liturgy and theology, growth in faith . 
and Christian education. It could be an education for all concerned. It also " 
raises questions about how the church members discuss and decide things, 
especially tricky questions to do with differences in faith, belief and practice. 
Consequently the agenda concentrated in "FamilyCommunion" is ofenormous . 
importance to the well-being of the whole church. 


Assuming that the members need more information and time to make 
informed decisions, they may want from the minister or the working group a 
description of what they would need to consider, in what way and to what end, ; 
i.e. information about content, process and objective. Also they may want to 
consider the possible effects of not tackling the issues in relation to their 
responsibilities for the spiritual needs ofall concerned and implicated. Itmight 
help to know at this stage under what conditions the members of the Church 
Meeting would consider working at this SUbject-matter. This would help the 
minister/working group to try to work out ways and means of meeting the 
conditions. There are important aims implicit in all this. They are for the 
minister to get the Church Meeting to take more effective control of its affairs 
and to accept and discharge its responsibilities for the spiritual well-being of 
the church, to build up the confidence of its members and to build up the 
working relationship between the Council, the Teachers' Meeting and itself. 


Ifand when it comes to working out the next steps it would be necessary to 
consider amongst other things: the aims ofdiscussions; what use ifany to make 
of the analysis or the means of analysing used here; the kind of specific . 
questions to be asked and in what order; the time-scale. 


II. WHAT ARE WE LEARNING FROM THIS CASE STUDY? 


Examining what workers have done/are doing in specific situations through 
case studies serves three purposes at the same time. Foremost of these is to 
discover what action the worker should now take in relation to the specific 
situation. The second is to clarify things in the working situation which just . 
have tobe taken into accountwhen working for development, whatBattencalls . 
the "authority of the situation". The third is to discover how the worker could 
do things better and become a better worker. 


Thefirst ofthese is the explicitpurpose and the one to which we have devoted 
ourselves so far. Much emerged related to the second purpose, for example 
the consensusaboutthe importanceofcommunion and the significantdifferences 


about children's attendance. In relation to the third purpose, the case shows 
boW easy it is to trip up and to be tripped up! The minister was experienced, 
bighly conunitted to working with people and keen on participation. He needs 
to avoid using trivializing words such as "squash and biscuits", which are so 
emotive. He needs to make alliances rather than "hidden coalitions"} He 
needs to determine how he can work with people who are expressing different 
opinions strongly and emotionally and taking up opposing positions, and to do 
so when he has a complex of relationships with the people concerned and the 
discussion is fast, furious andpenetrating. As chairman, minister, husband and 
father he experienced a bewildering confusion of pressures emanating from 
several sources: the loyalties hehad tohis wife, to the teachers and to theelders, 
tothechildren; the theological andpracticalcomplexities involved inconsidering 
the pros and cons of children at communion; and the responsibility he felt to 
help the meeting to decide on a course of action mutually acceptable to the 
factions. What are the basics of an approach which help him to deal with such 
situations? He needs to know about working with groups in faction2 and what 
is involved in taking things from one group to another so that there is 
accumulative creative participation. This brings us to the importance of 
"private" and ''public'' work and the interplay between them.3 The quality of 
thinking on one's feet in meetings is related to the quality of one's thinking on 
one's seat in the study. These things are considered in the other parts of this 
book. 


III. ESSENTIALS IN WORKING ON CASES4 


Now we tum from the study of a particular case to the study of the essentials 
of the process of examining cases in order to help readers to make a critical 
assessmentfor themselves ofthe valueofthe approach for them and their work, 
to reject, adapt or adopt it and to put it into practice in their own way. 


To use this case-study method to best effect on the actualities ofchurch and 
community work it is necessary to have a firm grasp on the essential stages. 


They are: 


Stage 1 Getting a clear statement of the case story. 


Stage 2 Def'ming the overall change for the worse and for the better that 
has occurred. 


Stage 3 Diagnosing what went wrong from the worker's perspective 
and assessing what action the worker could have taken to 
influence the course of events for the better. 


Stage 4 Assessing the strengths and weaknesses of the current working 
situation and determining the implications for the worker. 
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Stage 5 Thinking out precisely what action the worker can now take. 


Stage 6 Learning as much as possible from the experience in order to 
inform and improve the way in which the worker goes about 
things in the future. 


Stage 1: Getting a clear statement of the case story. Cases are descriptions 
of things that have actually happened. They are about situations in which 
workers arenotachieving what they setout to achieve. They are aboutworkers 
~ho fm.d themselves in situations and relationships that are debilitating and 
dlstressmg. They are stories told from a worker's perspective. To work on 
them constructively the case story needs to describe several things: the initial 
situation and the worker's objectives; the key events in the order in which they 
occurred; precisely what action the worker took and why; details of the 
significant responses made by others; an assessment of the fmal situation; and 
a sta~m~n~ of the wor~er's dilemma, concerns or difficulties. Generally 
speaking It IS better to wnte the case in the first person: "I wanted to .. :', "I did 
no~ .. ::' ."1 aim~ at", "I thought/fe1tJsaid/did". Sometimes I fmd I gain 
objectiVity by usmg the third person and describing myself in different ways: 
"George said" or "Lovell did" or "The minister/chairman/worker felt". It aU 
depends upon how I am feeling about myself and whether I am looking back 
over my actions with sympathy, disappointment or anger. 


Writing the story down in this disciplined and structured way is no mean 
achievement, especially when doing so recalls strong emotions and a sense of 
fai.lure. However, it is healing and helpful to put it on paper no matter how 
painful and costly it might be. Emotions are released and new energy begins 
to flow as workers feel that they have put things in a workable shape, they have 
got.a hold on the situation and they are working atit in an orderly way. All too 
e~tl~ an? often, however, these feelings can be eclipsed by feelings that the 
situation IS hopeless. Whatbuoys me up when thathappens is that! havefound 
something good always emerges from working at these cases. 


Stage 2: Defining the overall change for the worse and for the better that 
has occurred. Overall changes for the worse and for the better that have 
occurred can be assessed by contrasting the situation as it was at the outset of 
~e cas~ with.what itwas at its conclusion; by comparing, for example, changes 
m relationships, attitudes, morale, willingness to effect change. The aim is to 
getarealistic view of"success" and"failure" (especially when the workerfeels 
"a failure") and of positive and negative side-effects. Analysis and remedial 
action must take these actualities into account 


Stage 3: Diagnosing what went wrong from the worker's perspective and 
assessing what action the worker could have taken to inOuence the course 
of events for the better. Stage 2 defines what went wrong. Stage 3 makes 


explicit what the worker contributed to things going wrong. This involves 
being precise and specific about the when, where, how and why of hislher 
contributions to the bad effects. And, as we have seen, it involves exploring 
alternative actions likely to have avoided the undesirable outcome and to have 
achieved the desired objectives: apainful process, but one which reveals much 
ofvalue for remedial action andfuture practice. 'This partof the analysis is best 
effected by making a series of statements beginning with either "Slhe did ..." 
or"Slhe did not. . .", each statementbeing about an action or lack ofaction that 
contributed to the bad end-effect. The diagnosis is, in fact, based upon a 
behavioural analysis. 


Stage 4: Assessing the strengths and weaknesses of the current working 
situation and determining the implications for the worker. Stating what is 
actually "going for" the worker alongside the difficulties in the situation helps 
to restore hislher morale and reveals firm ground on which to build. 


Stage 5: Thinking out precisely what action the worker can now take. 
Being specific and explicit about the action to be taken is of the essence. 
Amongst other things this involves being specific about: the objective of the 
action (why? to what end?); about the situation, setting and context in which 
it is proposed to act (where? with whom?); about the manner and method of 
acting (how?); and about the timing (when?). Success can depend, for 
instance, on whetheraworker writes aletter, telephones, calls unexpectedly or 
meets byappointment Eachofthese isappropriateorinappropriate, depending 
upon people, situations and circumstances. Of course, the decision could be 
to take no action. 


There is a propensity for people and workers to presume the outcome of the 
first round of action and to plan accordingly, instead ofplanning for the range 
ofpossible outcomes. 'This tends to reduce their freedom to work with people. 
Good designing and planning foresees the possibilities and prepares for them: 
it does not foreclose. 


Ideas that work in one situation do not necessarily work in another. 
Similarly, what one person can do others cannot. So the solution must fit the 
worker and the situation. To aim for that is imperative. 


This stage moves from the past to the future, from analysing to designing and 
from designing to planning. Choosing between the ideas for action involves 
analysing the pros and cons ofeach possibility in relation to purpose, beliefs, 
situations, circumstances and people. This kind of activity is discussed later. 


Stage 6: Learning as much as possible from the experience in order to 
inform and improve the way in which the worker goes about things in the 
future. Drawing out conclusions or learning which would help workers to be 
more effective in future helps them to build up their own theory and code of 
good practice. 
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IV. USES OF THE METHOD 


Case studies rarely fail to galvanize interest. People participate with an . 
unusual degree offreedom; orderly discussion frequently gives way to excited 
interchanges as people struggle to articulate what they have perceived and 
grapple with conflicting views about what the worker did or should have done. . 


Frequently so many ideas and thoughts are produced in a short time that 
chaos reigns temporarily. The structured approach helps to give order and . 
shape to the ideas and discussion. All this, and the intensive learning that 
accompanies it, seem to be related to the case being "real" and the tasks set . 
being specific and concrete. Consequently it is inherently more difficult (but 
not impossible) for the discussion to become abstract (to "sky"). Everyone can 
contribute because they are drawing upon knowledge and experience in which . 
they have agreatemotional and intellectual investment, not leastbecause itwas 
gained in hard schools. 


The potential in this method and its variations is great. 
First, itfocuses on workers and their perspective. As we have seen, it avoids 


and corrects discussions in which workers mentally move people around like 
pieces on a chess board. To be realistic we must focus on ourselves and what . 
we can do to evoke the responses from others which engender creative action. 


Second, it is a way of formulating experiences either in a verbal or written . 
form which of itself: 


- helps workers to objectify and order complex situations often highly 
charged with emotion and sometimes by feelings of guilt; 


- can be therapeutic; 
- is a way of getting real help from others because it makes the information 


available for them to work at the case. 
Third, it can be used by individuals or groups. And as it draws upon 


knowledge and experience ofhuman nature itcan, suitably adapted, be used by 
peopleofanygrouporcuItureregardlessoftheirformal education. Consequently 
it enables and encourages all to participate on equal terms; it promotes 
constructive co-operation rather than competition. 


Fourth, it canbe usedformally or informally, as a mental exercise ora verbal 
or written process. Going through the stages rapidly when it simply is not 
possible to give more time to them puts some order into what would otherwise 
be frenzied thinking and gives at least a "first approximation" to the solution.: 


Fifth, it helps all concerned to "take hold of situations", to face up to them, ' 
to work through them and to decide quite specifically what they are going to 
do or not going to do. Thus it enhances their sense of being in control and "on 
top of things" and reduces the danger of their being panic-stricken. 


Sixth, it is as applicable to "religious" case-study material as it is to that • 
which is ''practical''. Infact such divisions are arbitrary because studying cases ' 
is as much a theological or ideological exercise as it is a pragmatic one. 


Seventh, it is a way of analysing and profiling work situations. 


Eighth, it is a way of self-training. Working on anumber ofcases, drawing 
out thelearningpoints andclassifying themhelps us to profileour good andbad 
points as workers and to evolveourown codes ofgoodpractice. Italso informs 
our intuitive responses and makes us more alive and alert to critical factors in 
our working relationships. Thus it helps us to be more effective in situations 
that call for spontaneous responses and action. 


What I have written here draws heavily upon the vast amount of work that 
the Battens have done on case studies. They have written extensively about 
them.S They have grouped cases under SUbject-matter such as "working with 
groups" and "working with leaders" and "dealing with faction". Having 
studied acluster of cases they draw out the implications for workers. Workers 
who do this for themselves build up their own codes of good practice and the 
body of knowledge upon which it is based. 


Someone with whom I worked felt that one of the most important things 
about studying cases was thatit builds up apsychological profile of the worker. 
So the training can be related to workbehaviour, thepsychological and spiritual 
traits of the worker and the profile of the essential characteristics of the work 
situation: a vital triangle. 


V. REFLECTIONS ON THE METHOD 


One of the common responses to such an analysis is excitement about the 
learning from the exercise and amazement at all that there is to consider in such 
situations. It shows up the awesome business of working with people for 
human and spiritual development, the enormous potential, the frightening 
dangers and numberoftrip-wires. It opens outon manyfields ofunderstanding 
and knowledge about the human and the divine. It is the world of thought, 
theology and action inmicrocosm. It is packedwith thekingdom. Consequently 
thinking about it is mind-boggling. How dareIdo anything with people again? 


Anothercommonresponse is thatpeople say that they simplycannot find the 
time to do such analysis on all the situations in which they are involved. The 
discussion described above took a group about two hours. So, adding the time 
to write the case, there is almost a day's work involved. My suspicion is that 
as much time had already been given to it to much less effect. (Coming to terms 
with the situation andfacing up to doing anything constructive aboutit involves 
going over and around what happened almost in circles. It is not always 
possible to go straight into a systematic and penetrating analysis, we need 
"explanations" as to what happened with which we can live.6


) However, the 
basic point is accepted. It simply is not possible to analyse all our work in this 
way. But it does not follow that we should therefore not examine any of our 
work in this way. If it is imperative that we do examine some of it for reasons 
that follow, and if we cannot examine all of it, then it is vital that we select 
carefully that which we do examine. 
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Weneed toexamineit for several reasons: to tackledifficultproblems tobest 
effect with an economy of effort and emotional energy; to increase our 
understanding and knowledge; to develop our practice theory and to enhance 
our practice in general; to be able to assess and analyse situations more 
systematically, accurately and quickly. My colleagueand Ican use this method 
as we walk round the block to do a first approximation. It is not as carefully 
considered as theabove analysis but it is better than anunstructuredexamination 
wouldbe. We simply go through the steps and stages. Doing this builds up the 
facility to think in this way on our feet, as they say. So hours of practice has 
many benefits for work beyond the case, for situations yet to be encountered. 


Clearly we owe a great debt to the Battens for developing this case-study 
method andfor describing and illustrating it so thoroughly. However, there are 
two assumptions underlying their writings on case studies upon which I need 
to comment. although they may now have revised them. 


First. the assumption that much more is learnt from things thatgo wrong than 
from things that go right Le. from "failures" rather than "successes". 
Undoubtedly much can be learnt from "failures" and from this method of 
analysing. That I have proved from my own experience and that of others. 
Much can also be learnt from "successes", i.e. from what workers are doing 
well. Getting out the essentials ofpractice-theory from what people are doing 
well is vital for the development and transfer ofskills. All too often the success 
is putdown to the personhaving uniquegifts. This feeds theprideoftheperson 
concerned, makes others feel inferior and does nothing for the development of 
the work. Getting out the basics enables many more people to practise. This 
iswhathappened inAvecin relation tosituational analysis and workconsultancy, 
described later. I was doing it intuitively. After agroup had analysed with me 
what I was doing and why, my own practice improved and many others were 
able to do it as well. 


The second assumption is thatBatten says if theworkerdoes everything right 
he will achieve his purposes. "lfhe (the worker) fails, he fails because of some 
misjudgement or mistake that he has made".7 Workers could do "everything 
right" and still fail to achieve their objectives. I say this because I experience 
sinand humanperversity inmyselfand in others. Infact in somecircumstances 
the worstis drawnoutofus by those who do everything right! Butbeware that 
this is notused as anexcuse. Amongstother things itmeans that studying cases 
is a theological exercise as well as a sociaVpsychological one. It also means 
that remedial action involves spiritual matters; for example how we deal with 
our guilt. how we forgive and seek forgiveness. Also the development of , 
ourselves as church and community developmentworkers involvesourgrowth 
as Christians. It is not only a matter of developing skills and insights. 


NOTES AND REFERENCES 
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CHAPIER lWO 


Working on Problems 


Problems of one kind or another stand between us and the achievement of 
anything of value in church and community work. Avoiding them contributes 
to theirdestructivepower; owning thembegins theprocess ofcontrolling them; 
tackling themstarts to give us powerover them; dealing with thempurposefully 
enables us to seize the opportunities they block off. Moving from the 
avoidance ofproblems to dealing with themis releasing, creative andsatisfying. 
This is illustrated in the fIrst part of this chapter by an experience I had of 
helping a group of people to get on top of a problem which, after a prolonged 
period of avoiding it, they had decided to face. This will lead me to examine 
the generic approach to working on such problems and some of the factors 
involved in using it. Lastly, I shall consider the nature of problems and what 
is involved in orientating ourselves to them in the constructive way to which 
I point in this paragraph. 


I. APROBLEM: COPINGWITH APERSISTENTSENSE OFFAILURE 


Afour-hour seminar on "coping with failure" held in Liverpool attracted an 
ecumenical group oftwentypeople who had not previously met. Most of them 
were working in areas of acute need and deprivation in Aintree, Dawley, 
Liverpool, Oldham. Runcorn or Telford.* 


Adiscursive discussion in the full group showed that everyone agreed that 
the problem that the members of the group wanted and needed to tackle was 
how to copewith continual and persistentfeelings offailing andbeing afailure. 
Having got that clear, we discussed how we were going to examine this 
problem. There was agreement that we should identify and work on the issues 
thatemerged from our various experiences ofthe problem rather than focus on 
one or two specillc examples. By doing this and using sub-groups we would 
draw upon everyone's experience and insights, including those of the three 
seminar leaders. At this stage I stimulated a discussion about whether in our 
analysis we should try to pursue the historical sources and causes of the 


• The members of the seminar comprised one Anglican lay person and four priests; one 
Baptist minister; three Methodist lay people and three ministers; two Roman Catholic lay 
people, three religious and one priest; two YMCA staff members-five women and fifteen 
men. 
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problem orconcentrate on the things that sustain it as a problem in ~e present. 
(I discuss these distinctions later in the chapter.) We were ofone mmd that we 
should concentrate on their experience of the problem in the present and what 
was making it a problemfor them now-unless, that is, ourexamination of the 
problem showed that it was necessary to consider the initiating as well as the 
sustaining causes. We felt that the changes we wanted were more likely to 
come through this approach than the other. Turning from approach to method, 
we felt that tackling the following questions in the given order would help us 
to work: at the subject systematically and a little more objectively than we 
would otherwise do. 


(a) What is the failure with which we have to cope? 


(b) How and why do we classify it as failure? 


(c) Whateffects,positiveand negative, does this haveon me and my work? 


(d) What are the specific changes that would help us to cope better? 


(e) Have we tried to make these specific changes and if so with what 
results? 


(0 What can wen do towards making these changes? 


(g) What are we learning about coping with failure? 


We worked at the flfSt six questions in sub-groups and considered the rmdings 
periodically in thefull group. Thefmal question was tackled in afull group with 
buzzsessions, Le., people talkingfor afew minutes to thosesittingbeside them. 


(a) What is the failure with which we have to cope? 


(b) How and why do we classify it as failure? 


Responses to these two questions were intertwined. Five different areas in 
which the members ofthe group felt that they failed were identified. First, they 
felt that they failed to comprehend the situation in which they were working. 
An intellectual grasp of it eluded them. They knew that they were not getting 
at theheartofthings. Consequently they werenotclearhowto work for change. 
Theyfound thisfrustrating, confusing anddemoralizing. Second, theysaid that 
they failed to contain their work load within .manageable Ii~ts. 1?is led to 
theirnotbeing able tocope and allowing quantity to compronuse quality. Then 
again they said that they were failing to make realistic eval.uations of ~e 


changes in people and their environment that could be attributed to therr 
interventions. They worked on impressions and crude indicators. They simply 
did notknowwhether they wereachieving theirobjectives-nordid theyknow 
how to rmd out. Consequently they could not tell whether persistent feelings 
that they were "not getting anywhere" were reliable guides or not. 
Understandably, these feelings depressed and drained them. 


~elationships v:ere the ~ourth area of failure. They had failed, they said, to 
achieve and sustain the kind of working relationships which they knew that 
they and others needed in order to be able to do the difficult work in which they 
were engaged. They had got people involVed in programmes that undermined 
their self-confidence, already low, and broke down trust between people and 
workers. ~ey felt that they had failed to build up the confidence ofthe people 
to do theJob and to make the relationships to support and care for each other 
in times ~f difficulty. Finally, they said that they had failed to live up to their 
expectations ofthemselves; for instance theysaid theyhad become insensi tive. 
And they had not been able to deal with the unrealistic expectations others had 
of them. 


(c) What effects, positive and negative does this have upon me and my
work? 


The compound negative and positive effects of these failures _the failure to 
~mprehend, ~ control, .to evaluate to build up working relationships and to 
hve up to therr expectations were considerable. Negative effects were that 
they: 


doubted their ability;
 


("I failed to do what I set out to do." "Am I really any good at all?")
 


became alienated, VUlnerable, lonely, disorientated and ambivalent'
 
("Can I face 'them' again?" "Who can I tum toT') ,
 


became drained, frustrated and angry;
 


became caValier;
 


("I ~~h .on regardless." "I case-harden myself, which helps my
 
eqUlhbnum but I become insensitive.")
 


became complacent and cynical;
 
("It's all a waste of time anyway." "What the hel1?!")
 
felt guilty;
 


lowered their targets and "became emphatic about insignificant
achievements"; 


blamed other people and the system indiscriminately; 


engaged in diversionary activities that were more satisfying. 
("I escape to my books." "I take too much time doing things that I 
can do to avoid the things I cannot do.") 


On the positive side, they said that, provided that they drew out the learning 
soon after the events, they learnt more about themselves and their abilities and 
about how to do their work from their failures than from their successes. They 
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felt that they were becoming more gentle and tolerant with others and possibly 
with themselves. And, in spiteofall the negativeeffects, they weredetermined 
to do better and to organize themselves better and get more resources-and 
these were their reasons for attending the seminar. Also, they were becoming 
clearer about what really mattered to them, namely the spiritual growth and 
development of people, individually and collectively. 


(d) What are the specific changes which would help us to cope better? 


(0 What can well do towards making these changes? 


In the event members considered the changes and how to make them at the 
same time, i.e., (d) and (0 rather than (d) and (e). But, as will be seen below, 
aprofound action insightcamelater. By now theproblem was being expressed 
differently: "How to break the hold of a persistent and debilitating sense of 
failure so that our sense of satisfaction is enhanced and our sense of failure 
reduced whatever progress we feel is being made or not". Members of the 
group were now beginning to see that the problem had to do with distortions 
in the interplay between subjective and objective realities. Work performance 
affects feelings and vice versa. Clarifying the problem* helped to identify the 
changes required and to think how to make them. They badly wanted to be 
better able to maintain their psychological and spiritual poise, or as they said, 
their equilibrium. It was too easily disturbed. They wanted to overcome the 
oscillationofmood and morale which they found sopainful, disorientating and 
dysfunctional. Kurt Lewin's· concept of low- and high-force equilibrium 
helped the members ofthe seminar to understand what was happening to them. 
Low-force equilibrium is when people are kept in balance by low internal and 
external forces; high-force when they are high. Lewin represented it as 
depicted in Figure 2:1. 


The disturbanceoflow-forceequilibriumleads to mild adjustments, whereas 
the disturbance of high force leads to violent change because the forces 
released are so much greater. Afamiliar illustration ofhigh-force equilibrium 
is when a barrier holding people back is suddenly released and they surge 
forward out of control. Ireland is experiencing a high-force equilibrium on 
socio- religious issues; England, Wales and Scotland a low-force equilibrium. 
Members felt they were in situations of high-force equilibrium so they were 
easily disturbed by small changes in their energy levels or their circumstances 
such as the loss of one local voluntary helper. 


The forces are dynamic, not static as the diagram might suggest, so the 


• Definitions of problems often contain solutions. That is why defining problems 
accurately is progress towards solving them. Care has to be taken because definitions can 
point to non-solutions. A simple example is: how to get "x" to do "y". Getting "x" to do "y" 
is a solution to some problem or other. But ''y'' possibly should not be done and even if it 
should be done "x" should not do it. And if "x" should do "y" perhaps we should not try to 
get himlher to do it. Definitions of problems can beg all kinds of questions. 
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FIGURE 2:1. WWAND HIGH FORCE EQUIUBRIUM 


equilibrium required has to be dynamic rather than static-more like riding a 
bicycle than holding a dead weight. Support, they felt, from individuals or 
groups independent of them and their situations who could offer disciplined 
and rigorous work-consultancy help of the kind that they were experiencing in 
this seminar would help them to maintain their equilibrium. Such support 
would introduce a counterbalancing force. 


Severalotherchanges, they said, wouldhelp them to maintain theirequilibrium. 
Concentrationwas one ofthem. No matterhow busy they are they need to give 
themselves to people and events and to slow the pace down so that they can 
concentrate: telling others that they are losing their concentration could help to 
regain it. The way in which we describe our experiences and feelings affects 
our equilibrium. Statements express feelings but more importantly they 
engender a particular frame of mind which can break people down or build 
them up. For example anyone of the follOWing responses could be made to 
several unsuccessful attempts to do something: "I cannot do that." "I have 
failed todo that." "SofarIhavebeenunable to do that." "I wonder why Icannot 
do that?" "How could I do that, I wonder?" "I feel I have failed." "I am a 
failure." Some of these statements are factual, others judgemental and seIf­
condemning. Some make one feel bad and ineffectual, others help to explore 
the experience creatively. To say that one is a failure, as some members felt 
inclined to do, inhibits a proper understanding and evaluation of the situation. 
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Even an indefInite number of failed attempts do not necessarily indicate that a 
person is afailure. Many other things need to be taken into account, such as the 
diffIculties inherent in the task, before even beginning to defIne ourselves as 
failures-and in any case what is the reason for and the purpose of doing so? 
To be precise about the reasons for the failure contributes to theproper analysis 
of the problem and obviates spurious feelings of guilt. Members felt that they 
needed to change the way that they describe and explain failure to themselves 
and others because this critically affects its power and effects. They saw that 
it also helps to accept the inevitability ofsome degree offailure without being 
complacent in work with people for human and spiritual development. An 
awareness of it is necessary: a sense offailure is not pathological, a total lack 
of it certainly is. 


This discussion, essentially about understanding the situation and therefore 
about the fIrst area offailure, took up much of the time. Other changes can be 
described more briefly in relation to each of the areas of failure identifIed 
earlier. With reference to the need to comprehend, they said that they needed 
more time for relaxed reflection on their goals, beliefs and the subtleties and 
nuances of their situations and analytical tools such as the ones used in the 
seminar that would enable them to search out the critical factors that they might 
otherwise miss. With reference to control they focused on establishing more 
realistic goals and on accepting work only when they had made a realistic 
assessment as to whether they had time to prepare for and follow through the 
face-to-face work involved: all too often, they said, they took on work only on 
the basis of the face-to-face commitment that it involved. With reference to 
evaluation, theysaid that they needed to defme moreprecisely what constitutes 
"failure" and what constitutes "success" over a given period and to agree this 
with those with whom they worked and also to agree on ways of assessing 
them. With reference to relationships they said that they must do all that they 
could to be open with people about jobs and to ensure that they take up work 
freely and willingly-and especially when they are asking them to do jobs that 
they themselves hate doing! (Job dissatisfaction has bad effects on working 
relationships as well as on the work done and can be a major contribution to 
failure and asense offailure.) Also, to make sure that everyone has the moral, 
spiritual and technical support they need. Combined, all these things helped 
to establish more realistic expectations within and between people. 


(e)	 Have we tried to make these specific changes and, if so, with what 
results? 


This question, a non-sequiturby the time that we came to it, enabled members 
of the seminar to say that the problem offailure had been a constant source of 
worry to them but they had not previously faced it as they had in this seminar. 
They had tried to escape from it or to harden themselves against its effects. 
Some said that they talked to themselves about it and determined to do better 


next time. One person said that she tried to restore her equilibrium by making 
promises to herself. Such devices had enabled them to survive but they were 
no solution. Indeed, they contributed to the problem and strengthened the hold 
it had upon them. 


(f)	 What can well do towards making these changes? 


We turned to this question even though much had been said in response to it. 
It was useful to do so. They said: "Give over wallowing in our failures. 
Internalize that I am notnecessarily afailure because Ifail to do something and 
that a sense offailure is required, it is not pathological. Assimilate all that I am 
learning from this diagnosis. Slow down. Establish criteria for assessing 
failure and success." But the idea that really got them excited emerged when 
we turned to the fmal question. 


(g)	 What are we learning about coping with failure? 


Spontaneous response of the whole group to this question was, "We must get 
this kind of discussion going amongst the people with whom we work!" A 
dramatic change occurred in the group. Everyone was most excited. The 
energylevel soared. Theemotional profileoftheseminarshows thesignifIcance 
of this moment of disclosure. Tackling the problem had not been easy. 
Thinking about it again had had a depressing effect. It evoked memories of 
failure which cast doubt over the exercise on which they were embarking: 
Would this seminar be another failure and therefore compound their sense of 
failure? Thoughts and feelings raised by the very thought of the subject 
palpably debilitated them. To begin with they simply couldnotput theirfmger 
on whatgenerated so much emotion, and intensifIed the feelings offailure. An 
important part of the problem was clearly coping with these feelings. If 
an~thing constructive was to be done about them it was necessary to identify 
therr source and recognize the strong emotions they generated. 


These emotions tended to strangle the ability ofthe members of the group to 
think straight. It took a lot of energy and persistence on the part of the staff to 
get the members thinking the problem through. Our assumption was that the 
difficulties were created by the working situation rather than by psychological 
inadequacies ofthe workers. Whatemergedindicated that this assumption was 
valid and our approach relevant. Morale of the members gradually increased 
as we worked systematically at the questions and structured and summarized 
the material as itemerged. We all felt we were getting somewhere. The insight 
about getting those with whom they worked using the same approach and 
~ethod took us to another plane of feeling and doing. People were deeply 
mvolved in the discussion, totally engaged. Excitement was in the air. Atfrrst, 
I ambound to admit, Iwas abitdisappointed with what seemed an obvious idea, 
because I wanted to get out the criteria for success and failure! What they had 
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seen was that the way we had tackled the problem together was a way of rising 
above it, taking a creative hold of it and generating the ideas and the energy to 
do something about it. The process was as essential to the solution as the 
product of their thinking. They analysed what had enabled them to have this 
kind of discussion, so different from anything they normally experienced, as 
though their lives depended upon it They plied the staff and each other with 
questions as they examined just what we had done to facilitate the discussion 
and read off the implications for themselves. They wanted to clarify the 
questions we asked and particularly the one that led to the breakthrough; they 
wanted to discuss initiating and sustaining causes (see next section); they 
wanted to trace out just what had raised their spirits. All in all, it was a very 
rewarding seminar. 


Now we move from a particular problem to problem-solving generally. 


IL FACILITATING PROBLEM ANALYSIS 


Problems encountered inworking with peoplecomein all shapes and sizes. No 
two are exactly alike even when they are in the same family ofproblems. So, 
dealing in set and standard solutions is a hit and miss affair. Each problem is 
unique and needs to be treated as such. The principles and procedures 
described below enable people to do that and to determine what action they 
themselves are going to take. 


1. Cycles in the Life of a Problem 


The lifeofaproblemhas three stages: the latentperiodwhen thedifficulties are 
incubating; the active and disruptive period; and the post-active period. (The 
ecumenical group were considering theproblemoffailure in its latentandpost­
active stages but were drawing upon experiences ofit in all the stages.) Each 
stage, differing as it does from the others, requires different treatment. My 
experience is that we allhave a tendency towards ignoringproblems when they 
are latent, in abeyance and temporarily resolved, and attending to them only 
when we have to, Le., when they are active or as soon after that as possible. 
Some problems, of course, cannot be foreseen and have to be tackled and 
solved when they are active. Sometimes it is better and more effective to tackle 
human-relations problems when they are active than to store up a series of 
incidents for afuture confrontation. But someproblems cannotbesolvedwhen 
they are active, they can only be contained: tackling them root and branch is 
for another time. Therefore, watching for and acting upon early warning 
signals is an important part of problem-solving. Failure to solve problems 
when they are active often leads people to conclude wrongly that they are 
insoluble; they may be insoluble when active but soluble earlier or later. 
Workers need to follow carefully the life cycles of problems and seize the 


opportunities when they can tackle them to best effect and with least hassle. 
This method and the six basic questions that follow are ways of tackling 
problems at any and all stages of their lIle cycle. Working at and to all the 
stages.in the life cycle of aproblem multiplies the possiblities for containing, 
resolvmg, preventing and curing it 


2. Six Basic Questions 


Six basic questions help workers to examine problems systematically and to 
decide what they are going to do about them. They are: 


1.	 What is the problem? 


2.	 What has been tried so far? 


3.	 What specific changes are required and why? 


4.	 What are the causes and sources of the problem that we need to 
examine? 


5.	 What are we/am I going to do about it? 


6.	 What are we learning from our study of this problem? 


These questions relate to three activities: definition, diagnosis and action 
decisions. Questions 1 to 3 help to define but they also help to diagnose; 
question4helps todiagnose; questions 2 and5are actionquestions, respectively 
about what will not and what will work. The order is not invariable; 2 and 3 
are readily interchanged. What matters is that they are all considered. Now we 
shall look in more detail at what is involved in working through these phases 
using these basic questions and subsidiary ones. 


Basic Question 1: What is the problem? A clear and accurate defmition of 
problems in concrete terms is crucial. Sometimes problems defmed are 
problems solved. Too often we tackle and solve the wrong problem. As Ihave 
already indicated, more often than not "solutions" are implici tins tatements of 
problems. Take, for example, the problem, "How do I get the church council 
~o do aparish audit?" Doing aparish audit is asolution to some otherproblem; 
It mayor may not be the right one. What is the problem behind the problem? 
Is it "How to get the council to examine the ministry of the church in relation 
to the realities of the parish community?" Or is it "How to get the council to 
consider things in a systematic and technical rather than a purely 'spiritual' 
way?" (And that could be about a conflict of approach.) Or is it to get the 
council to be in fashion? Tackling the "audit" problem, therefore, may avoid 
or compound the substantive problems. It is essential to get to the substantive 
problems and that is not always easy. One of the ways of getting to the heart 
of the matter is to approach the basic question from different angles through a 
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range of supplementary questions such as: 


What makes this a problem for you? 


How often does it occur? 


How long does it last?
 


How does it affect you, other people and your work?
 


What does it do to you?
 


What does it prevent you from doing?
 


Why is it important?
 


For whom else is it a problem, and why?
 


What is the nature of the problem? 


How do you nonnally think and talk about it? 


How do you see it now?
 


Is it one of a group of similar problems?
 


Thesequestions clarifythenature, scope, effects, frequency, intensity, duration, 
and the context of the problem and those who suffer from it. 


Gradually, answers to these questions make it is possible to defme the 
problem, i.e., to answer the question, "What is the problem?" 


Basic Question 2: What has been tried so far? Answers to this q.uesti~n can 
help to understand the problemby considering the problem ofdealm~ With the 
problem. They reveal something more ofthe nature ofthe p.roblem,lts depths 
and its intransigence. It helps tolisteach ideatha~haS been tlied ~o!ar and what 
ideas have been thought of but not tried. Havmg done that, It IS helpful to 
examine them in tum to identify how and why they failed and to draw out the 
learning. Supplementary questions that help to do this are: 


Why do you think the idea did not work?
 


To what or to whom did you attribute the failure of the plan?
 


How do you explain to yourself what happened?
 


How do you explain your explanation?
 
Have you had any ideas for tackling the problem which have not yet
 


been tried?
 


Why have they not been tried?
 


What would have to happen before they would be tried?
 
k· ?What would enable them to work or prevent them from wor mg. 


Would you try them and ifso why, how and when? 


Investigating previous attempts to solve the problem before making any 
suggestions is abrilliant ideaput forward byWatzlawick and others.2 Onmany 
occasions I have got into an impasse when each suggestion I and others made 
was countered by statements such as, "I have tried that and it didn't work". 
'''Thatwould simply notwork in my situation". "Ifyou knew the kind ofpeople 
I am dealing with you would know that that simply would not work". Almost 
always the replies were unconvincing. Sometimes, I felt that a parody ofwhat 
was suggested had been tried and predictably found wanting; at other times I 
felt that they simply did not understand the suggestion and/or how to put it into 
effect. Suggestion-parrying builds up defensiveness which kills dead attempts 
to get any further. With hindsight I realize that much of this could be avoided 
by looking first at anything that has been tried or thought of, i.e. by starting at 
the point at which they had arrived in their experience and thinking. Amongst 
other things, this can give valuable clues about the nature of the working 
situation, what the workers are capable of, the intransigence and subtle 
dimensions ofthe problem. orthekind ofsuggestions thatcouldberelevantand 
acceptable. Greater sensitivity in presenting ideas is needed so that they are 
most likely to be accepted if suitable and rejected if not. 


However, important as all this undoubtedly is, dwelling on past failures can 
demoralize and impede the analytical process. A penetrating and profound 
analysis that leaves people devastated is highly undesirable. Maintaining or 
building up the confidence and courage required to tackle difficulties is an 
essential part of working to good effect on problems. People need to be 
afflnnedbynon-judgmentalunderstanding andhelp. Sensitivity andjudgement 
are required to keep morale and analysis in creative tension. In the seminar the 
morale increased as they saw that they were getting somewhere and this 
eventually led to a disclosure experience. As people gain confidence in the 
method it is possible to undertake a more searching analysis because people 
know that any drop in morale is likely to be temporary and that the process will 
lead to insights and possibilities that have good, genuine and trustworthy 
effects. 


Basic Question 3: What specific changes are desired and why? This is 
another defming and diagnosing question. Stating the changes required 
involves contrasting the actual with the desired. It defmes the nature and scale 
of the transition to be realized. It shows up the actualities of the undesirable 
state and therefore may throw new light on the problem. Statements about 
objectives, purposes andbeliefs and needs areproperresponses to thequestion 
"why?" Other reference points are discussed in Chapter 5. This helps to set 
the specific changes in a wider context and to check them out. 


Basic Question 4: What are the causes and sources ofthe problem that we 
need to examine? This question takes us into the diagnosis of the problem.J 


A problem has causes and sources in the past (initiating causes) but it is kept 
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going by causes in the present (sustaining causes}-these can be i~ the 
reactions perceptions and emotions of those involved or they can be m the 
circums~ces in which they live and work. The initiating cause.~a~~ what 
is keeping it going now. On the other hand the links between the 1ll1ti~~.g ~d 
sustaining causes may be more significant than those between.the 1ll1tiating 
causes and the problem. Indeed, the initiating cause ~ay b.e melevant: I 
representthe overall patternofcauses and sources andtheupossibleconnections 
in the following diagram, Figure 2:2. 


1 
e:-. 
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The respective effects of these various causes and sources will vary from 
problem to problem and their effects upon a particular problem could change 
from onepartof the life cycle of the problemto another. The sustaining causes 
could be in some issue, difficulty or relationship otherwise unrelated to the 
specific problem-a rogue cause or source. 


The Irish Troubles illustrate these distinctions: undoubtedly economic, 
political, cultural and religious aspects of the faction derive directly from 
historical events which are the initiating causes; present attitudes, feelings and 
actions ofsignificantminoritieskept theconflictdevastatingly active and were 
therefore sustaining causes; those who sustain the problem are diversely 
influenced by historical causes (or, more precisely, by a historical "mythical 
consciousness"· of these causes). So in this case powerful historical, 
psychological and spiritual links between the initiating and sustaining causes 
and the present problems constitute complex problem-sustaining systems. In 
church and community development work in Ireland I have found it best to 
concentrate with priests, clergy and laity on analysing the sustaining causes in 
relation to theirparish work and ministry and deciding with them what they can 
do about them. 


Thus there are critical choices to be made in deciding how to diagnose a 
problem. Is it necessary: 


- to examine the history of the problem and the initiating causes? 
and/or 


to analyse the sustaining causes currently operative, and then, if it 
proves necessary, their initiating causes? 


It might be that the problem cannot be eased without looking at its origins, or 
past attempts to overcome it, or both. If, however, the initiating cause is not 
what is keeping the problem going now, analysing it could distract, at times 
intentionally, from the search for answers, and inhibit fresh thinking.s 


Watzlawick, Weakland and Fisch argue and demonstrate that the "why" of 
a problem, i.e. the explanation and understanding of causes and their source, 
is not necessarily a pre-condition of change. Indeed it can deflect one away 
from resolving the problem. (They claimfor example thateven aplausible and 
sophisticated explanation of insomnia usually contributes nothing towards its 
solution.6) Indeliberateinterventionsintohumanproblemsthemostpragmatic 
approach is not the question why? but what?: What is being donehere and now 
that serves to perpetuate the problem and what can be done here and now to 
effect a change.7 And one thing might well be to tackle initiating causes or 
myths about them. They claim that such an approach is extremely effective in 
promoting change, especially second order or transformational change. Their 
experience is in psychotherapy but what they say is applicable beyond 
psychological problems. I have found it to be relevant to the church and 
community development work in which I am engaged. 


62 
63 







Some of the questions that help to examine initiating and sustaining causes 


are: 


What effects do they have upon whom and what? 


When are they mostlIeast effective?
 


What brings them into play? When? How frequently?
 


What nullifies them?
 
Where are they located in the scheme of things?
 


What are the main links that fix them in the system? 


So, diagnosis is greatlyhelped by differentiating betw~n initi~ting causes and 
their sources and those that sustain it. Making a good diagnOSIs depends upon 
making an appropriate choice between (a) examining the initia~ng causes and 
their sources; (b) examining the sustaining causes and theIr sou~ces;. (~) 
proceeding directly to what action to take, i.e. to question 5. Someti~es It IS 
clear which course to take. Choice (c) is appropriate when a solutIOn has 
emerged from steps 1 to 3. Deciding, however, can.be tricky. Prolo~ged 
consideration of which route to take can cause frustration. When there IS an 
impasse it is often advisable to decide intuitively or at random .t~ pursue (a~ or 
(b) or (c), to get on with it and to review the choice ifand when I~IS n~tpr.ovmg 
to be helpful or at some other agreed point. Attempts to estabhsh cntena ~~t 
help to make the choice have not been very satisfactory. However, I find It IS 
necessary to explore initiating and/or sustaining causes and sources when 
participants either feel intuitively that they must get to the "bott?m of.the 
problem" or fmd that route (c) does not take them t? ide~ for effective action. 


Also, it is generally unwise to pursue (a) or (b) if domg so 


takes participants further and further awayfrom the immediateproblem 
into a self-contained historical exercise which is not yielding clues 
about how to tackle or solve the contemporary problem; 


takes theparticipants into unhelpful realms ofspeculative thought, into 
diversionary consideration of things about which they can do nothing 
and reveals work they cannot handle; 


engenders paralysis of thought and action. 


Four questions that need to be kept constantly in mind are: 


Is looking at the history and initiating causes helping or hindering us
 
from making progress with this problem?
 


Is examining sustaining causes helping or hindering us from making
 
progress with this problem? In what ways?
 


Why is it helping or hindering? 


What must we now do? 


Note: In the discussion about asense offailure I gave astrong lead, which was 
accepted by the group, that we should concentrate on what in the here and now 
made it a problem for them, Le., on sustaining rather than initiating causes 
because I believed that a historical examination of the sources and causes 
would not have been as profitable. 


Questions, questions, questions ... ! But they are powerful tools! 


Basic Question 5: What are we going to do about it? Now we are into the 
activity that wehavecalled action design. Laterweconsiderthis in moredetail. 
What is important is that the emphasis mustbeupon what!amgoing todo about 
this problem, what we are going to do. It is all too easy to discuss what they 
should do. That is a waste of time unless we decide what we are going to do 
that is most likely to lead "them" to do what they need do. (Even if we have 
thepower to command it islargelyirrelevant to the work being discussed here.) 
A cluster of questions such as those that follow can help people to inch their 
way towards realistic action decisions: 


What can I/we do about it? 


What are the choices? 


What are the pros and cons of each? 
(It is vital to look at both. "SeIling" things involves heightening the 
"pros" and minimizing or obscuring the "cons".)8 


Where is the balance of advantage? 


How can we ameliorate the disadvantages inherent in our choice of 
action? 


What action amI/we going to take, to whatend, why, with whom, how, 
when? 


Attending to minute detail and being specific is on the side of successfully 
completing this step, generalizing and vague decisions are on the other side. 


At the end of the analysis the conclusion may well be to decide not to do 
anything. That is doing something of considerable importance. It is taking 
decisive inner control of the situation/problem. Revising the work on earlier 
stages in the light of the work on the later ones is quite nonnaI. The use of 
reference points is discussed in Chapter 5. 


Basic Question 6: What are we learning from this problem and ourstudy 
of it? Addressing this question caused the group working on the failure 
problem to see just what they must do about it-engage others in the activity 
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in which they had been engaged. The question distanced them sufficiently 
from doing what they had been doing to be able to look at what they had been 
doing. From that perspective they saw the significance of the process, a 
significance that had eluded them whilst they were bus.ily engaged in ~e 
process. By breaking the sequence of a closed analytical sequence, thiS 
question, which I discuss more fully in Chapter 5, enables people to come at 
things from a new angle-always, in my experience, with profit. 


The basic questions are set out in Figure 2:3 
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In. PROBLEM-CONSCIOUS NOT ''PROBLEM-CENTRED'' 


Tackling problems in this way helps to overcome attitudes and feelings that 
prevent us from approaching difficulties in thebestframe ofmind and working 
at them creatively. I have in mind particularly those things that predispose us 
to associate problems with failure and to be negative towards and fearful of 
them. to assumethatpeoplewithproblems are problempeople, to be preoccupied 
with apportioning blame and inducing guilt. Several things in the nature and 
structureof the approach we areconsidering are antidotes to these things which 
debilitate us. Negative feelings and thoughts of failure are displaced from the 
centre of attention by the persistent thrust towards constructive action built up 
by pursuing the problem-solving procedure step by step. In analysis, the 
questions and methods focus on the nature of the difficulties, why they occur 
and what went wrong rather than upon culpability, blame and guilt. In 
designing future action, attention is focused upon finding things that work and 
making things work better and therefore upon success rather than failure. 


Then again, the approach helps us to distinguish between different kinds or 
orders of problems by paying attention to sources and causes. One set of 
problems, for example, results from things in the past thathave not gone to plan 
because of chance factors that could not have been anticipated, things beyond 
the control ofthose most involved or because ofhuman erroror sin. Yet another 
set of problems are the things we need to do but cannot yet do to achieve our 
purposes and to translate visionary thinking into creative action. They mark out 
the difficult ground still to be covered between the actual and the ideal. They 
derive directly not from our fears and failures butfrom our hopes and dreams. 
They are the unanswered "how" of our ambition. 


Thus, the attributes of this approach mean that its use does not induce the 
kind of "problem-centred approach" that rightly receives much criticism. 
On the contrary, facing and tackling problems becomes an integral and 
constructive part of the process of development. The following things help to 
achieve this positive orientation through using this approach: 


First, it is sometimes necessary to avoid using the word "problem" because 
of the negative feelings it can engender. On one occasion, whilst talking to a 
Parish Church Council about the ways of tackling problems described in this 
chapter, the Vicar, who was in the chair, a man of commanding presence and 
well over six feet tall, sprang to his feet in a small crowded room, towered over 
me and bellowed at me, "Dr Lovell, we do not have any problems in this 
parish", and. addressing the members of the Committee, he added "Do we?" 
They meekly agreed. I made conciliatory gestures and said, "But do you face 
any difficulties?" "Yes", he said, and for the next hour or more he and his 
council spoke with deep feelings about one difficulty/problem after another! 


Second, it can help in trying to face up to the challenge of difficulties to 
realize that the scale of the problem is a measure of the disparity between us, 
our ideals and the actualities and complexities of the situations in which we 
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Iwant to achieve them. It is mcreased or reduced by the material. buman and 
ISpiritual resources available to us and the kind of opposition we encounter. 
IAnothercritical factor is theclimate ofopinion within which theproblems have 
Ito be dealt with-it can support or undermine. (Sometimes, of course, a 
Inegative atmosphere can engender very determined action-but at what cost?) 
IPutting all this in a different way, the problems of climbing Everest are of a 
different order from those associated with climbing Ben Nevis. It is one thing 
to climb either when you are healthy, well-resourced and supported; it is 
another when you are unwell or handicapped, ill-equipped and unsupported. 


Third. whilst problems seem to have a life of their own, they are intrinsic 
partsofcomplex systems with many initiating andsustaining causes. Moreover 
the same factors create different kinds of problems for people located at 
various parts of asystem. For instance, the sense offailure experienced by the 
workers in the problem discussed in section one creates different but no less 
acute problems for their spouses, the people with whom they work, their 
bosses, and their spiritual directors. Realistic action results from accepting 
the complexity and working to as much of it as possible. 


Fourth, notwithstanding what has been said above, analysing problems 
inevitably leads to making judgements about human culpability. We are 
inclined to judge and blame ourselves and each other, struggle with feelings 
generated by our incompetence, look for scapegoats, try to excuse ourselves. 
One thing that helps me to work at such feelings constructively is to remember 
that failure is relative: there is simply no way in which people who hold to their 
beliefs and to high purposes and continue tostrugglewith seemingly impossible 
circumstances can be said to fail, no matter what the outcome of their 
endeavours might be. Another thing is that apportioning individual and 
collective responsibility and "blame" for problems in human affairs is an 
extraordinarily complex business-sometimes necessary, but often 
unproductive in tackling problems. It is all too easy to take more or less 
responsibility for problems than it is right for us to do. Identifying, facing and 
accepting our own proper responsibility as far as we are able to do so is 
necessary and productive. Blanketacceptanceofculpability and responsibility 
may appear to be helpful in the short term; it is never so in the long term. Yet 
there is a widespread propensity to see problems as my failure or their failure. 
And, as we have seen in the problem discussed earlier, a sense of personal 
failure easily becomes confused with feeling a personal failure. 


What has been said above about the complex causation ofproblems not only 
helps me to apportion blame more accurately but also engenders in me a much 
healthier frame of mind about blame: 1feel more objective and philosophical 
about it. Analysing problems, whilst it involves identifying what went wrong 
and who and what were responsible, is substantively a development task, not 
a trial. Securing this orientation is vital. 


Fifth, 1try to avoid the words "solve" and "solution" in discussing problems 
because whilst some problems can be solved, others cannot; some problems 
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"go away" without returning, others do not. However, to say that there is no 
soluti?n is not t? say that there is nothing that can and should be done. Always 
there IS somethmg that can be done, even if it is to say, "I must live with this 
problem because there is no other way." Inasmuch as the analysis is correct 
such a decision can have profound effects. ' 


Tackling problems is, in fact, about rmding ways of thinking and acting in 
r~lati?n ~ the~ which have good all-round effects upon people and the 
situations ill which they live and work. 


NOTES AND REFERENCES 
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manuscnpt, 1983), Chapters 2 and 3. He published an article on this work in Studies: An Irish 
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8. Cf. Batten, ToR., & M., The Human Factor in Community Work (London: OUP, 1965), 
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CHAPTER THREE 


Working on Situations 


Periodically Avec organizes ecumenical consultations for people with 
regional and national appointments. Amongst other things each participant 
makes a study ofhislher work. The first part of this chapter describes the one 
made in 1988 by a Suffragan Bishop of the Church of England who had been 
in post three years after a prolonged and distinguished ministry as a parish 
priest in England and Africa.* Briefobservations on the substance ofthe work 
study are then given in part two and notes on the work-study process in part 
three. 


I. WORKING WITH A BISHOP ON HIS SITVAnON 


In order to illustrate the work-study process I describe each of the stages and 
what emergedfrom them: thebishop'spreparation; the analysis ofhis situation 
inasub-group during thefirst weekoftheconsultation; the work done between 
the first and the second week held a month later; the designing and planning 
done during the second week in the same sub-group. 


1. The Bishop's Work Paper 


Prior to the consultativesessions the Bishop wrote what wecall a"work paper" 
based on the outline given in Appendix I. To encourage people to get at the 
essentials we suggest that they aim to make them about 2,000 words long. In 
this section I quote extensively from the four parts of the Bishop's paper 
because what he wrote greatly helps us to understand his perspective on his 
work-and in the first instance we must work to that. 


Part One: My Working life. Journey and Story 
Looking back over his life as a priest in the Church of England he identified 
three landmarks. 


Landmark 1. After conversion to Christianity at University. and then 
ordination, I arrived in the centre of a large English city still full of the 
enthusiasmofconversion. In acentre-city/inner-city area, Hound with some 


'"The Bishop generously gave pennission for me to use the study for this book, which I deeply 
appreciate. For various reasons we decided to disguise his identity and that of his Diocese. 
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alarm that I only seemed able to share my spiritual experience with people 
ofasimilarbackground to myself---commuting church-goors, not those who 
lived locally. With those young people with whom I was particularly 
connectedlocally, thereseemed to be asheetofplateglass between us on any 
matters to do with the Christian faith. I was happy in their company in 
general, and I think they with me. Why the blockage? 


Landmark2. This wasfollowed by myministry in Rhodesia(nowZimbabwe) 
from 1960-1970. Because of seeing Christ through the eyes of people of 
another culture, race, and language, I had to dissect those things in my own 
faith that were essentially English rather than Christian. The Bible seen 
through Mrican eyes reveals its deeply corporate understanding of human 
nature and the world. In the same mix was a rapidly growing political 
awareness. 


Landmark 3. On return to work again in the centre of the same English city, 
I realised that the plate glass screen that I had experienced before was about 
cultural division between middle-class Christianity, and the people of that 
inner city. Its depth and importance was no less than the cultural and racial 
gap that I had met in Rhodesia. I began a continuing process of exploring 
ways in which the structures of our society mould people's perceptions of 
faith, and either block it off or open the door to very attenuated forms. 


During the third of these phases of his ministry he was influenced by the 
approach to urban mission by people such as David Sheppard, Neville Black, 
Jim Hart, and Roger Dowley, all members of the Evangelical Urban Training 
Project. They helped him to grapple with the question: "How is the Gospel 
communicated to communities that are not middle-class and professional, who 
can read but don't, whose style is much more corporate?" 


Part Two: My beliefs and purposes 
The Bishop expressed his beliefs and purposes in this way: 


Ibecame aChristian part-way through doing adegree in modem languages, 
then went to a theological college at which were many students with 
absolutist views of scripture. I found my new faith (with many old roots to 
it) articulated in two evangelical emphases: the uniqueness of the scriptural 
revelation, and theexperienceofjustificationby grace through faith. Hound 
myself equally sceptical of the fundamentalism of other students and the 
various forms ofbiblical criticism to which wewere introduced. TheChurch 
didnotfigure very much in my thinking, and Ihad difficulty in taking various 
"religious" activities seriously. Since then I have been concerned with the 
corporate aspect of the Christian faith, through ministry in Mrica, and in 
exploring how far the Christian faith has been imprisoned by European 
culture and concepts. The Old Testament has become more and more 
important to me, both in my own understanding and in preaching and 
teaching. Ihave come to respect "religion" in away Hound difficult atflrst, 
but usually folk-religion rather than the religiosity of the Christian Church. 


I have had to face my own pragmatism, in the sense that most of the 
thinking I have done sincebecoming aChristian has been retrospective. My 
instincthas always been to do athing in whatseems to be the most immediate 
practical way, and it is then hard work to conceptualize or think in long-term 
strategies. I have been relieved to discover a lot of theology is (like mine) 
retrospective thinking (at its best), and self/Church-justification (at its 
worst); that, however, does not let me off the hook ofhaving to work hard to 
stop myself being satisfied with hand-to-mouth practicalities. 


I spent the 1960s, so strong in their secular drive in the U.K., in a highly 
religious society in Rhodesia. I found the only way I could cross the culture 
gap there was in attempting to do good "in minute particulars", as Blake so 
clearly saw. Generalities like "God is everywhere" seemed little different 
from "God is nowhere"; Anglican inclusiveness, "God bless everybody", 
seemed little different from not caring about anyone. IfGod did his work 
in the minute particulars of the life and death of Jesus Christ, then 
communicating that faith came from amidst the minute particulars in 
people's lives. "God bless everybody", in a nation where power was so 
unjustly divided between black and white, meant getting involved in things 
thatwere avery long wayfrom "blessing". From thatexperience came anew 
struggle with the meaning of justification by grace through faith: I have 
become increasingly convinced that as a Church we seek to be justified by 
decency and trying to live a good life, and no independent observer would 
ever believe we were justified by grace through faith. How can we bear a 
truer witness to what to me is at the heart of the Christian experience? 


Here, too, lies the key to the corporate questions. Until we discover the 
depth and reality of our corporate responsibility-Leo the impossibility of 
disclaiming our share in the destructiveness to otllers of things which benefit 
us-we will never know how much and how desperate is our need for 
justification by grace. The main thrust of my ministry in this country since 
1970 has therefore been to interpret these facts to the powerful and the 
wealthy, through known and observable alliances with those on the wrong 
end of things (embarrassingly, the dispossessed in this country are usually 
folk religious but not Christian-in Rhodesia they were often Christian). I 
believe whatever happens that is creative must come from a real sense of 
justification by grace, ridding us of the guilt that is often the motivation for 
doing almost the same things. 


Part Three: My present job 
Becoming a Bishop involved changing dioceses to work in another English 
city, oneofthe largest. Hedescribed thejob and his feelings about it in this way: 


In the 1980s the Diocese was divided into three areas, and I was given the 
eastern block, which covered three local authority areas give or take a bit. 
The area division meant that the diocese was not to be lumbered with three 
synods, three office centres etc., but to work as one in those respects, while 
giving area bishops, with two archdeacons, full responsibility for the care of 
clergy and full-time lay staff, relationship with the parishes concerned, 
replacement of staff in vacancies, relations with secular bodies. 
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I fmd the framework a satisfactory one in that it does not over-burden us
 
with triplicate structures, but does give considerable freedom to act within
 
the area and in the context ofan episcopal team. Itso happens that I find the
 
present team one which is very easy to work with, that we have an area of
 
agreement which is essential for co-operative work, and yet we are widely
 
differing personalities and outlooks.
 


It is necessary for the diocesan-wide bodies to be divided out between the
 
four bishops, and this means chairmanship ofboards. This is a much more
 
difficult part of the work to handle in a diocese of over 300 parishes, and a
 
massively dense population area. My brief is the Board of Social
 
Responsibility (B.S.R.) and an ad hoc policy group on ministry issues. The
 
B.S.R. has grave difficulties in communication with a large diocese, and
 
considerable frustration in how the considerable abilities of a number of the
 
delegates (representing six archdeaconries) can best be deployed. There is
 
no full-time officer, but a number of agencies which relate to it from a very
 
independentposition. Undersocial responsibility in this largecity, the issues
 
are many and vast, and raise the question of the best use of very small
 
resources.
 


Community and Community Issues in the Area: In a diocese in which a
 
third of the parishes are urban priority, my area has over 100 churches with
 
fifty-six UPA, and sixteen marginal UPA parishes. It is heavily inner city
 
and council estate. Just over two-thirds raise all the issues of deprivation,
 
and the congregations are usually small, hard-pressed, and tenacious.
 
Responses to the urban priority issues range from the exciting to the
 
cataclysmically bad. I see my role as affirming, and standing with, small
 
communities in such situations, particularly where exciting things are
 
happening, but the style is totally contrary to the professional, middle-class
 
style of the Church of England.
 


It was experience in urban work which made it seem good to respond to 
the invitation to come to this diocese. I find relationships with such people 
easy and their continuing lack of response to the Gospel a stubborn fact 
which goes onengaging me. Ifind contact with people in this areaenjoyable, 
opportunities to preach and teach around a hundred-odd churches and 
congregations very satisfying, the wide range ofpeople in the secular world I 
who are ready to have contact with the bishop good. Particular difficulties Jare the enormous amount ofpaperwork, lackofimmediate local community, 
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pastoral pressures of an over-large organization (140 full-time staff). I want } 


space for thought and experiment in evangelism, more resources to tackle 
social-responsibility issues, alternative styles of ministry to the parochial. 


Ecumenical Relationships: I represent the diocese on the City Churches'
 
Group (social-responsibility orientated), and attend the City Church Leaders'
 
Group. The latter is the sponsoring body for ecumenical projects in the area,
 
and handles a great deal ofbusiness with considerable difficulty. I groan at
 
the cumbersomeness of the present procedures, but look with complete
 
disbelief at the heavy load, in this respect, carried by other church leaders
 


I
tcovering so many different ecumenical regions. 
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The Diocesan Organization: The Church of England carries within it 
uncomfortably two kinds ofgovernment-episcopal (monarchical inorigin) 
and synodical (democratic in aspiration). As an area bishop I am part of the 
following structure: parish-parish priest-rural dean-archdeacon-area 
bishop----diocesan bishop (note this line has a distinct break between rural 
dean and archdeacon, reflecting to some degree the gap between shop 
steward and line management). In this line, I meet with the diocesan bishop 
and the other two area bishops regularly, with the bishop's staff meeting 
(diocesan officers, and all archdeacons), with my two area archdeacons, and 
with the area rural deans. At present there is no other area meeting, al though 
we propose a meeting of deanery synod lay chairpeople, together with the 
rural deans as an expression of the area identity. 


The second line is parochial church council-deanery synod-diocesan 
synod-bishop's council-diocesan bishop, and in this line I am a member 
of the diocesan synod and the bishop's council. Historically there is adirect 
link between the bishop and the churchwardens in each congregation, which 
looks likepart ofthe democratic linebut is partofthe olderepiscopal system. 
Today, the churchwardens or other parish representatives have got the final 
say in all clerical appointments. 


Thefour bishops have recently been using abusiness consultant to help in 
facilitating their own meetings, and he has pressed consistently for more 
strategic thinking and less time spent on nuts and bolts. The fact that we do 
notmeetdaily inanyonebuilding, and relate to the two differing governmental 
processes, means that we have to do a lot of business that others would do 
during the morning tea break. 


Oneofthe astonishing obstacles is the lack ofprocesses ofcommunication 
in thediocese. Thebishopcan make statements in synod, which is really only 
heard by the delegates present, and rarely communicated to anyone else. 
The diocesan newspaper handout (four times a year) is a newly created 
means of communication, but many are left in church porches unread. The 
monthly notice paper that goes out to all clergy is but rarely made available 
in any effective way to lay people. This (typical of the Church of England 
in general) means that congregations are still struggling with ''new'' pressures 
upon them, i.e. thenecessity ofpaying clergy from weekly offerings, and the 
need for co-operative ministry-both ofwhich have been obvious and harsh 
realities for the last two decades. 


Members of theBoard ofSocial Responsibility recent!ydrew diagrams of 
the diocese as we see it, and the most typical picture was of a large circle 
symbolizing the parish, an arm to asmall circle standing for the deanery, and 
an arm to atiny dot in the distancecalled thediocese. TheChurch ofEngland 
as a whole did not get into the picture, and this is both the strength and the 
problem oftheparochial system-everyoneoutside theparishbeing "them", 
and many inside! 


My Place: I work very happily in two primary teams of four bishops, and 
myself and two archdeacons. I see these as both working relationships, and 
supportive ones, in shared worship, discussion and mutual concern. This has 
taken some while to develop, and it was a shock to my personal system to 
leave the primary community of the parish after thirty years and enter this 
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kind of role. It has also been a problem for my wife, who has tried to solve 
it by belonging to the local parish where we happen to live. 


Inanalysing ayear's work, relations with the clergy and the working of the 
parochial system occupies avery largepercentageof my time. I seek to meet 
all clergy and full-time lay staff (together with the archdeacons), for 
appraisaVsupport annually, and try to visiteachparishfor two days on afive­
yearcycle. I meet clergyfor many other interviews onparticular issues, and 
all who are in training. Parish groupings help to reduce the load of 
Confmnation services, and are about a third of some ninety liturgical 
occasions (including ordinations and the licensing of new appointees). 


As an evangelical bishop, I am part of a number of national networks, 
especially those dealing with urban issues (Evangelical Coalition for Urban 
Mission, and Evangelical Alliance urban group). I feel a particular 
responsibility in this, as evangelical churches of all denominations have not 
been notable for urban involvement, so many being suburban and/or pietist 
in style. I am actively involved in the Evangelical Urban Training Project, 
which, while inevitably managerial, has also got considerable input from 
shared vision and fellowship. 


My Working Relationships: My relationship with the local area authorities 
has been considerably helped by the "Faith in the City" report. Each of the 
three local authorities with which I am involved took the initiative in 
organizing conferences, assuming automatically an ecumenical basis, and 
bringing together people in all the churches who had never met before. A 
traditional left-wing suspicion of the Church has been set aside, mainly 
because all three local authority areas are desperate for allies. It has, 
however, enabled much more speedy confidence to be built up both with 
party leaders and with the executives. Relationships with MPs are 
reasonable, surprisingly four are conservative, in contrast to the local 
authorities. Four out of the nine affmn specific Christian commitment, 
which cuts across the political divides sufficiently to establish confidence. 


Relationships with the police are on two levels-through the City Church 
Leaders' and Anglican bishops' meetings with the city police and locally 
with the consultative groups. I was deeply involved in trying to resolve the 
breakdown in relationships between the local communities and the police. 
Relationships with the city police, however, are considerably more difficult 
than my previous experience with the police in another metropolitan area. 


Part Four: My Aims for the Consultation 
The work paper concluded with a statement of what the Bishop wanted to get 
out of the consultation. These are described in the next section. 


2. Studying the Situation Over the Period of the Consultation 


Writing the paper involved the Bishop's thinking, reflecting and writing about 
his ministry personallyand in private in away he had not done previously. The 
paper was circulated to the members of the consultancy group with whom he 


was going to work onhis situation: aChairman of a District (subsequently the 
first woman President of the Methodist Conference); a Church Army officer 
with national responsibilities; two provincials of R.C. religious orders, one 
male and the other female, and the President of an R.C. lay community of 
women; and two staff members, an Anglican and myself a Methodist. (The 
members of the group were not previously known to the Bishop and they had 
no experience of his diocese.) The Bishop had a one-and-a-half-hour and a 
twenty-minute session with this group during the first week exclusivelyon his 
situation and the same in the second week: no anecdotes or references to other 
situationswereallowedduring thesesessions. Also, hehadprivateconsultations 
with me before and after the longer group sessions to prepare for them and to 
follow them through. A member took notes for the Bishop during the group 
sessions. After each session the Bishop wrote and shared notes of any 
developments in his thought. Each participant took atum in acting as observer 
to the group and fed in their observations on process or content before the end 
of the session. Their observations on content are subsumed in this section, and 
those on process in Part III. 


The consultancy process took various twists and turns: it was discursive and 
focused; it was bemusing and exciting; it eventually led to a most important 
disclosure about theBishop's theological approach. Quite deliberately, Ihave 
described the process stage by stage so that the reader might sense and feel the 
realities and messiness of it. 


The Bishop's Aimsfor the Consultation 
In his work paper the Bishop had said that he would like to get the following 
out of the consultation: 


1.	 Help in balancing apragmatic temperament with the need for analysis 
and strategy. 


2.	 How to handle the vast range of relationships in which anyone in my 
position is now involved-perhaps thebestexamplebeing the difficulty 
of the ecumenical relationships in the city Church Leaders' Group. 


3.	 How tohandle the vast quantity ofpaperwork which passes through my 
hands-nothing can be addressed without proper research. 


4.	 How to give space for my personal pilgrimage in relation to this role (I 
have not gone into this aspect. as it is not the prime purpose of the 
consultation-the issue ofhow to give space for it, however, seems to 
me to be relevant.) 


The process in which we were engaged made contributions towards achieving 
Aim 1. The third aim, aproblem members of the consultation had in common, 
was dealt with in a plenary session. We approached the two other aims via an 
analysis with the Bishop ofhis situation: quite deliberately we did not tackle 
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them as problems; we used them to help us to understand the Bishop and his 
situation and to discern with himjustwhatwas needed to promotedevelopment. 


The First Consultancy Group Session 
Studying the paper and the Bishop's aims for the consultation before I met him 
led me to an hypothesis which was very much in my mind as I entered the 
consultations: the Bishop's capacity for reflecting, conceptualizing and 
thinking out long-term strategies would improve and he would have more time 
to think and experiment ifhe were able to work to the diocesan system as well 
as he could to the parochial system and ifhe worked primarily to the diocesan 


system. 
We, the group members, committed ourselves to three tasks in this session. 


The rust was to understand how the Bishop saw and felt about his work and 
situation-to see it through his eyes; to stand in his shoes; to empathize with 
him. The second was to analyse the underlying dynamics of the situation with 
the Bishop to discover what made things work and what prevented them from 
doing so. The third task was to help the Bishop to determine the action most 
likely to promote overall development. Wide-ranging discussions led us to 
explore the following three aspects. 


(a) The Parish Perspective: Two principal concerns emergedfrom exploring 
with the Bishop his experiences of working with the parishes. First, he was 
rmding it very difficult to get the parishes to take seriously what he saw to be 
their responsibilities for social issues and concerns. Generally speaking, he 
said, they did notengage with whatemerges from diocesan and national social­
responsibility boards and committees no matter how much he tried to get them 
to do so. He felt bad about this because the needs were great and because the 
time he spent on the parishes (he estimated 85 per cent of his working time) 
prevented him becoming as involved as he would have liked with various non­
church people who wished to explore social issues and concerns with him. The 
second concern was identified by considering the hypothesis I had formulated. 
In fact the Bishop did find that once he was in a parish the parish perspective 
would take over. Similarly, he said that when he was working with other units 
theirperspectives took over. Empathizing with them in this way was important. 
(It was what we were doing in relation to him and his work.) But, we saw, he 
had also to work to another perspective because these sub-systems together 
formed a complex system in its own right, the Area of the Diocese for which 
he was responsible. Essentially this was his working entity and a sub-system 
of the Diocese and other contingent systems. He had a unique perspective on 
his area which in tum was an important part of the context of the parishes and 


other sub-units. 
It became evident that the Bishop needed to be clear about his own overall 


perspective, the perspectives of the people in the SUb-units and how the two 


related to one another. 


(b) Justification by Grace through Faith: Members wanted to understand 
just what it was in the experience of"justification by grace through faith"! that 
led the Bishop to attach such importance to this aspect ofChristianity.*He said 
that the more that he had got involved in the messiness of life, the more 
important justification by grace through faith had become to him. Essentially 
it pointed to inner transactions between himself, God and others which made 
unique contributions to restoring all his human and spiritual relationships: 
These transactions werebased on grace.++ Attributing and accepting culpability 
can take us only so far. Getting our moral sums roughly right does not ofitself 
bring reconciliation; it can have quite the opposite effect. Christian grace is 
required. This released him from trying to justify himself publicly and 
privately through works and through demonstrating and proving himself to be 
in the right. It was an effective way ofdealing with debilitating residual guilt­
the guilt that lurks around even when you have done all you can to make 
amends for your failure and sin. It helped him to acknowledge his culpability 
openly and with dignity rather than smoothing things over with superficial 
apologies and casual "forgiveness", and to avoid self-righteousness and 
defensiveness-all things that inhibit human and spiritual well-being and 
development. In short, the continuing experience of justification by grace 
through faith gave him the freedom to get involved with people even though 
he knew that no matter how much he tried, his behaviour and that of others 
would be flawed. Many people with whom he worked, inclUding police 
officers, valued the doctrine for similar reasons. 


Protestant privatized Christianity, he felt, emphasizes the restoration of 
relationships between individuals and God through justification by grace 
through faith but neglects its application to collectives. He wished to see this 
imbalance corrected. He wanted to get people to see the relevance of the 
doctrine to their work in church and community for development as well as for 
theirown personal spiritual well-being. The group was aware that this doctrine 
could be corrupted into an easy "spiritUal" way of avoiding accepting 
responsibility for our actions and culpability. For the Bishop, as with the New 
Testament, it is quite the opposite: it is a God-given way of taking our failure 
and sin so seriously that we wish it to be dealt with radically. What the Bishop 
was aiming for was for workers and people, individually and corporately, to be 
living out this aspect of the Christian faith. 


• They were also very interested in the relevance of what the Bishop was saying to them and 
to their work: they had not previously thought about it in the way in which he was presenting 
it. The Roman Catholic members were particularly intrigUed. But they held to the discipline 
and stayed with the task of studying the Bishop's work with him. 


'Somewhat confUsingly justification by grace through faith is about restoring relationships 
rather than making people just.2 


++ "Justification is that immediate getting-right with God which God himself accomplishes 
by his grace when a person has faith".) 
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(c) Strategic Thinking and Planning: Members of the group turned their 
attention to the kind of strategic thinking and planning that was going on in the 
Diocese. The discussion led to a chart which showed the various groups with 
whom he workedon ageneral continuumfrom thosewho were mosteffectively 
involved in strategic planning to those least involved. From the most to the 
least involved it read: the four Bishops, the National Evangelical groups, his 
area team, the Diocesan Social Responsibility Board, the police, the parishes, 
ecumenical teams and groups. Making this explicit led the Bishop and the 
group to a deeper understanding of the situation which provided important 
information for development planning-and it generated much excitement. 


Roughly equal amounts of time were given to discussing these three 
subjects. Constructing diagrams on large sheets ofnewsprinthelped us to work 
at them. Copies I made of some of them after the session are reproduced in 
Figure 3:1 by way of illustration of the use of diagrams. They do not 
communicate as effectively in their final form as they did to those engaged in 
the discussion. 


Settling on Development Tasks 
Afew days after the analysis session thegroup met the Bishop again to consider 
with him what he felt he needed to do in order to develop his work. By way of 
preparation for the meeting the Bishop had let us have anote ofhis subsequent 
reflections. Sharing therealityofjustificationbygrace throughfaith, especially 
its corporate aspects, was, he said, a primary thrust of his ministry because it 
affects all wedo: for instanceguilt-freeuseof"personal space"andparticipation 
insocial responsibilitydepended upon it. Buthesaw real difficulties in sharing 
the reality because of the "extreme individualism of the dominant suburban 
culture", the practice of "many other forms of justification", the difficulty of 
communicating justification on abroad front. Thinking about these things led 
him to list the contacts he had with people in his Area, the different ways in 
which he communicated with people and the roles he performed. (As we shall 
see, this information triggered off a sequence of thought which eventually led 
to Figure 3:2 and the chart in Display 3:2.) 


Mulling this over in the lightofwhat had happened in the frrst session led the 
Bishop and the group to settle on the following tasks to be tackled in a session 
a month later: 


1.	 To discover ways in which I can better express my theological 
orientation to ministry (justification by grace through faith), apply the 
doctrine and pursue my purposes in the parishes. 


2.	 To test out the relevance ofthis doctrine to parishes diverse in theology 
. and in different kinds of social areas. 


3.	 To determine the theological and practical implications for my 
ministry to the parishes of any conclusions that I reach. 
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1.	 Personal qualities in regard to my work connected with the
 
parochial system (85% ofmy workload)
 


•	 29 years' experience as parish priest 
•	 people use me as a leaning post 
•	 slow to react to people (not sharp) 
•	 give people plenty of space (which some experience as lack
 


ofdirection)
 
•	 instincts about people fairly accurate (gut, not reasoned) 
•	 people can understand what I am talking about 
•	 but I do not show my hand, I can be devious and assume others are. 


2.	 What effect does the reality ofjustification have on me in these
 
relationships?
 


•	 reinforces a natural tendency not to explain myself 
•	 allows me to risk getting my hands dirty and allows me to "free wheel" 


on both doctrinal and moral issues 
•	 leads me into alliances of acorporate kind (political, minority group, 


issue-based) which opens door to criticism/alarm/embarrassment at 
parochial level (e.g. photographed in protest surrounded by banners 
saying "Get the Fuzz!") 


•	 makes me under-estimate/underplay what significance is placed on 
a bishop's presence/doings. 


3.	 What do parishes want ofme? 
•	 affmnation-especially struggling urban congregations, or strongly 


aligned groups in churchmanship tenus (catholic, charismatic, 
evangelical)-often feel that nothing else is wanted! 


•	 shared experience in parish problems which leads to sympathy 
•	 understandable preaching-which affmns them as part of something 


much bigger, and of God 
•	 speaking with and for them in diocesan, secular and public settings 
•	 seeking all possible resources that can encourage the life of the 


parish-primarily staff 
•	 being a "focus" personality, with whom to identify. 


4.	 What do I not want to happen? 
•	 to affmntheparishes inconservative and individualiststancesjustified 


by my own tendency to let people lean, give space, not react sharply, 
have parochial sympathies 


•	 to create ever more "churchy" dimensions in people's lives which 
become means of justification - either ecclesiastically or morally 


•	 to fmd that upset in the parishes (about bishops who do not exercise 
discipline over deviants, and are perceived to be engaged in societal 
change) removes the very open possibility which flows from 


justification. 


DISPLAY 3:1. A NOTE PREPARED FOR THE GROUP BYTHE BISHOP 


It was suggested that the Bishop could prepare for the session by noting 
anything that occurred to him in relation to his felt need for a "strategy for the 
parishes" and the other points made in the first consultancy-group session 
which concentrated on the analysis. 


Working on the Development Tasks 
We orientated ourselves to this phase of the work study by agreeing that ow: 
dominant activity would now be designing and planning; analysis would be 
restricted to that which we had to do in order to do the designing. Ourjob was 
to help the Bishop to decide what he must and could do. Ideas and plans must 
fit him and what he could do and what would work in his situation. 


Private Preparation 
Reflection on the work done so far and the agreed tasks led the Bishop to write 
and circulate to the members of the group the note presented in Display 3:1. 


As part of my preparation for the work group session on the development tasks 
(a month after the first session), I found myself classifying and cross­
referencing the different fonus of interaction between the Bishop, the clergy, 
full-time workers, church wardens and parishioners in his area and the three 
principal contexts in which this took place: 


parishes (during "pastoral visits" and when sharing in special local 
occasions such as confirmations and patronal festivals); 


church meetings (councils, consultative and training sessions); 


ad hoc consultations (dealing with things like appointments, human 
and spiritual problems, major policy matters). 


Significant differences between modes of interaction associated with these 
contexts struck me as important to the task. The geographical location of the 
first is the parish, the second and third can be sited anywhere. The first is open 
to anyone, the second and third are open only to those who qualify to be present 
by virtue of their office or status and are mainly clergy, full-time workers, 
church wardens or lay workers. The first has generally to do with joyous 
liturgical events, the second with business and with training (routine and 
special), the third with important events in the lives of clergy, workers and 
churches, extraordinary business, critical events and pastoral crises. The first 
involves churches, congregations, preaching and visiting homes; the second 
involves conunittees and councils and formal and informal training sessions; 
the third involves face-to-face meetings with one person or small groups, 
interviews, pastoral counselling sessions. Events associated with the first and 
the third contexts are extraordinary and special to the people whilst they are part 
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CONlEXT 3 
CHURCH MEETINGS 


BISHOP 
Meets these people at 
various formal Area 
and Diocesan 
business meetings 
and in support CONlEXT 1CON1EXT2 
groups and training PARISHESAD HOC 
sessions


CONSULTATIONS 


BISHOPBISHOP CLERGY 
Meets these people in Meets these people in
 


small ad hoc groups
 congregations and in 
their homes during: 


FULL-TIME 


about: WORKERS 
- special liturgical pastoral matters 


CHURCH occasions 


critical issues 
appointments 


- pastoral visits 


crises, etc. 


WARDENS 


LAY LEADERS


PARISHIONERS 


FIGURE 3:2. THE BISHOP'S WORK CONTEXTS 


of the Bishop's nonnal round of ministry. Roles, functions. responsibilities 
and the form and the nature of the exchanges vary significantly from one 
context to another, as do the abilities required. I modelled it in Figure 3:1. 


I shared these ideas with the Bishop in a private consultation to prepare for 
the next session with the group on the development tasks. He found the 
distinctions helpful and suggestive of other categories and so we decided to 


share them with the group. 


The Consultative Group's Work With The Bishop on the Development Tasks 
As I entered into this session I felt I ought to keep the following things in mind: 


What could be the implications for the Bishop of the different work 
contexts as he pursues his work generally and his concern about 


"justification" in particular? 


Is there any danger of the Bishop appearing to justify the doctrine of 
"justification" and, if so, how can it be avoided? 


Context & Features People	 Setting 


1.	 Bishop in Parishes 


official clergy in groups of 
festival with full-time workers varying sizes 
liturgical	 lay leaders one-to-one 


congregation 


2.	 Critical moments 
in Parishes 


face-to-face with	 clergy in small groups 
consultations	 full-time workers
 


church wardens
 
lay leaders
 


3.	 Meetings 


(a) UPA Parishes:
 


conferences with all clergy and lay in large groups(?)
 
representatives 
in diocese 


(b) Deanery Clergy 
Chapters: 


business 
meetings 
social events 


with 


with 


clergy 


whole deanery 


in medium-sized 
groups 
groups of 
10-20 people 


(c) Area Leaders' 
Meeting: 


weekly with 2 Archdeacons in groups of three 
3 times a year with various in groups of 


transparochial various sizes 
officers and rural 
deans 


4. Appraisal 
Interviews: 


interviews with clergy in one-to-one 
annually full-time workers relationship 


DISPIAY3:2. THE BISHOP'S WORKING REIATIONSHIPS & SETTINGS
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I am clearer about the application of ''justification'' to individuals than 
to collectives. 


How can the dangers intrinsic to the use of a dominant theological 
model be avoided? 


The group noted the tasks already agreed and proceeded to work towards them 
from what had emerged so far about the working situation and the Bishop's 
ideas about it and his approach to it. 


The members found the notes that the Bishop had written between the 
sessions (cf. Display 3:1) most helpful because they took the thinking forward 
and enabled them to start closer to the position to which he had now moved. 
They were struck by the inner freedom that the Bishop had gained through 
living and working by "justification". Nevertheless, they noted that, 
misunderstood, this aspect of Christianity can weaken moral effort and 
responsibility-people can substitute justification indiscriminately for effort 
they should have made and use it to cover moral lapses they could have 
avoided. That is a perversion of the doctrine. Pursuing the Christian faith 
seriously involves working assiduously for the truth in human and spiritual 
affairs knowing that we are justified, not by works but by grace through faith. 
Continuing in a state of "justification" is hard work. 


The presentation of my classification of the different working contexts 
animated the group. Quickly the Bishop and the group extended and refined the 
classification of context 3 and produced the chart presented in Display 3:2. 


This classification led the Bishop to see the significance of the distinction 
between what he referred to as "UPA" parishes (urban priority area parishes, 
65% ofhis Area) and"BUPA"parishes (Le. more affluentparishescharacterised 
by people belonging to British United Provident Association). UPA parishes 
get more ofthe Bishop's attention than the BUPAparishes because they are the 
majority and they need it; because of the developments following Faith in the 
City;4 and because of the Bishop's deep commitment to them. Some in the 
BUPA parishes feel that the Bishop gives an unfair amount of his time to the 
UPA parishes and that he is more sympathetic to them. This had created 
tensions. Examining this classification led us to see that most of the work with 
BUPA and UPA parishes was done quite separately. BUPA and UPA people 
did not meet; clergy met only at the Area Leaders' Meeting (context 3(c). 
Consequently the Bishop, the Archdeacons and the Diocese were the main 
unifying forces holding the two sections of the Area together. The Bishop and 
the group felt that creative interaction between clergy, church workers and 
people in these different kinds of parishes could break down the divisions 
between them and lead to holistic development. (Meetings planned for 
deanery, synod, lay chairpeople, and rural deans might help to promote such 
interaction.)TheBishop said, "clergy and full-time workers are acritical group 
ifanything is to happen" and thataprimary need was for them to think together 


about their theology and its implications He said that he had not had fonnal 
discussions with them about "justification" because he had not so far felt he 
could without causing theological faction through people taking up church­
manship and doctrinal positions in relation to each other and to him. 


The group started to think abouthow he might get this doctrine over to others. 
Gradually we saw that getting clergy and workers to think about the Bishop's 
theological thinking was a one-sided process. What was needed was to get 
them to think about their own theological ideas and about each other's as well 
as about the group's. At best such many-sided theological exchanges would 
affirm everyone, and lead to multi- rather than mono-theological modelling. 
Itwould reveal the other theological realities to which the Bishop needs to work 
from his own theological position and give others the chance to do the same. 
It could build up collective effort. But it could cause theological confusion, 
faction and suspicion. 


All this convinced the Bishop that the tasks must be changed from 
discovering ways of expressing, testing and determining the implications of 
my theological orientation to ministry to discovering ways of expressing our 
theological orientation: a radical change which involved taking risks but 
avoided dangers already foreseen. 


Attention then turned to the kind of approach most likely to gain the 
advantages and minimize the chances of falling foul of the dangers. The 
Bishop and the group felt that it was necessary to adopt a non-directive 
approach because it helps people to think about their own ideas and those of 
others, to give proper weighting to all views regardless of the status of those 
whohold them and toexamineideas and beliefs non-judgmentally. Discussions 
of this kind, it was felt, need to take place fonnally and informally. Alongside 
this the Bishop and the group saw the need to create opportunities for clergy 
and full-time workers from UPA and BUPA parishes to meet together with the 
express purpose of exploring their theology. Groups in which there could be 
genuine affmnation of people and their thought were seen to be essential 
because the ability of clergy and workers to sustain their involvement in a 
critical theological exploration wouldbe related to thequality ofthe affirmation 
they received. 


Soon after this consultancy session a two-part plan of action which he felt 
could make generic contributions towards the development of his work and 
that of his area was forming in the Bishop's mind. The first part involved 
considering appropriate ways in which he could, fonnally and informally, 
share the reality of justification by grace through faith in the areas of work 
outlined in Figure 3:2 and Display 3:2. Each context called for its own 
approach. Basics of the other part of the plan he outlined as follows. 


1. If anything is to happen the 120 clergy/full-time workers are a 
critical group. 
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2.	 Therefore gather clergy and full-time workers:
 
in borough groupings?
 


-	 in ways thatgivereasonable-sizedgroups and theological variation 
(prevents forming theological cliques and blocks). 


3.	 Task: each of us to articulate our central theological conviction/thrust 
which detennines/moulds our work. 
Caution: must bestructured to avoid sterile, fixed-position conflict and 
to release clergy from threatening/competitive relationships. 
Possiblemethod: peoplewho differtheologically pairoff;eachexplains 
to the other important aspects oftheirbeliefs/theology;each articulates 
the beliefs of the other to the satisfaction of the other. This engenders 
deeper mutual understanding. 


4.	 Within shared tasks: my own central conviction is able to emerge 
non-threateningly; likely to be anumber for whom similar convictions 
are important; some general theological shape may well emerge which 
allows us freedom to re-examine the theological under-girding of our 
work. 


The objective was to discover ways in which Bishop, clergy and church 
workers can better express to each other their theological orientations to 
ministry, examine them critically and detennine the implications for them 
personally and collectively. 


n. NOTES ON THE SUBSTANCE OF THE WORK STUDY 


One of the striking things about this study is the centrality of an aspect of 
Christian theology and experience rarely discussed in relation to the church at 
work in contemporary society amongst the most deprived: justification by 
grace through faith. * It was tempting to ignore or dismiss it because it was not 
ourcommon theological currency and becausewehad to think quitehard to see 
just what it contributed. Significantly, it was our commitment to the non­
directive approach that led us to accept the Bishop's theological thinking 
and to work at it with him (cf. what the group said about the need for the non­
directive approach). Essentially the Bishop presented to us the story of an 
evangelical minister of great integrity who had found "justification" 


*1 have thought much about it in relation to church and community development because my 
experience and understanding of both justification by grace through faith and of the non­
directive approach convince me that they are linked because they share the same nature and 
quality of acceptance, people being accepted as they are, for what they are and for what they 
can become. Both are about an acceptance that establishes egalitarian relationships which 
enables, stimulates and facilitates growth and development. 


indispensable to along and distinguished ministry for justice and the common 
good in the church and in society.· True to what he said about his pragmatism, 
he valued and argued the importance of this aspect of Christianity from the 
practical contributions it had made to him and his ministry. 


From his own experience, he was convinced that the quality of church and 
community work and of the lives of workers depended upon their embracing 
this doctrine. For several reasons 1 believe we were right to stay with his 
concern. First, because it was his concern. Second, getting at the theological 
heart ofour approach to our work in church and community,keeping it in view 
and reviewing it is very important because of the positive and negative effects 
it can have upon us and our work. Third, there was no point in questioning the 
obvious value and importance to the Bishop of 'justification", but there was 
every need to explorehowhewas going to sharehis experienceandconvictions. 
Doing that led the Bishop quite naturally from a programme based on sharing 
his theology to one based upon people sharing their theologies which he 
"owned". This was asubstantial shift inorientation from communicating "my" 
theology to doing theology together, which had more development potential. 
(I illustrate and discuss these design models in Chapter 6 section V.) It also led 
to differentiating andclassifying work areas and theirsignificantcharacteristics 
and to seeing the dichotomy between UPA and BUPA parishes and the need 
topromotecreativeinteraction and alsofmding ways to do so. Theclassification 
has many uses. It helps, for instance, to establish programmes that fit the 
differentparts and thewhole. Thus ithelps theB ishop to think strategically and 
ithelps him to help others to do SO.5 (Having wri tten this up1can seehow useful 
a chart of all the Bishop's work situations could be. 1am tempted to try to do 
it!) 


It is intriguing to seehow the different lines ofexploration and aspects ofthe 
analysing and designing came together and looped back to development tasks 
and aims which once established tended to be in the back rather than the front 
of our minds: we started from them and returned to them but we did not work 
at them face on, as it were. In this way progress was made towards the 
objectives the Bishop had for the consultation particularly in relation to: 


balancing a pragmatic temperament with the need for analysis and 
strategy-he sustained the analytical process over a period of several 
months; 


handling the vast rangeofrelationships-weenabledhimto differentiate 
them in ways which helped him to handle them; 


lhe biographical outline and the notes about the Bishop's beliefs helped us to see that his 
experience of "justification" was a powerful thrust in his ministry, a well-established 
theological trajectory central to his vocation. This longitudinal discussion informed the 
cross-sectional analysis of his present work. 
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reducing the tension and bridging the gulf between UPA and BUPA 
parishes because of the time he spent on the former-the theological 
programme had potential to do that; 


improving the theological foundations on which members of the 
Diocese were building individually and collectively-the theological 
programme had potential to do that; 


creating more "space" for the Bishop-I think that the approaches will 
create more work and therefore less space for him, but it will give him 
the opportunities to experiment that he wanted; 


applying '~ustification" to collectives-this was not worked out but 
arrangements were suggested for people to work on it together. 


The analysis, systemic but partial, provides a basis and much information for 
further analytical and design work. 


TIl. NOTES ON THE WORK-STUDY PROCESS 


Basically the processes used in this situational study are: a written presen­
tation; exploration and analysis leading to establishing what we were going to 
work on; designing and planning action programmes which the Bishop felt he 
could and wanted to carry out. (The process is examined in some detail in 
Chapter 5.) It involved working throughout to the Bishop's perspective on his 
areaofwork and using ourperspectives onhis analyses anddesign. Thismeant 
there was a creative interaction of perspectives. A primary reason why these 
consultancy processes were effective was that the Bishop gave himself to 
them eagerly, openly and industriously. 


The process is one ofputting things in order (in papers and notes); exploring 
and taking things apart and putting them together again in a new shape. 


Progress was made through the interplay between several kinds of work: the 
work done personally and privately by the Bishop and other members of the 
group; the private consultations I had with the Bishop and the group work; 
writing and talking. The Bishop's work paper was indispensable. Writing 
notes aftereachphase ofthe process gave acreativedynamic to theconsuItative 
process. Preparing notes stimulated the Bishop himself to continue the 
thinking process and enabled the group to start at the position to which the 
Bishop had moved. My reflections and my thinking had similareffects. What 
both ofus did enabled members of the group to make their best contributions. 
Writing up can, of course, be a bit unnerving because it exposes weaknesses 
and gaps in the work done. (I have experienced this as I have written up this 
study as honestly as I could!) Of itself, this is, ofcourse, a strong argumentfor 
writing up studies in some detail. Such records check out analysis and design 


and can lead on to further analysis and improved design. 
An important part of my preparation was working out things that would act 


as foils to my thinking when I got caught up in the discussions. One example 
of this is the systemic hypothesis that I formulated entirely from the Bishop's 
work paper; I had not previously met him. It proved to be a reliable analytic 
tool and guide. Another example is the dangers I noted part way through the 
process. The dangers of appearing to justify justification and of making it the 
dominant theology were avoided. The question I noted about working to 
contexts was answeredsatisfactorily, theone aboutthe applicationofjustification 
to collectives was not. Diagrams and charts were important thinking tools. 


Studies of work situations always reveal more things to do than can be done. 
The art is to identify what needs to be done at the particular time and especially 
those things that are the key to widespread developments-and the discipline 
is to stay with them even when there are other things to do that are more 
attractive to us. 


Even though it is not possible to determine accurately the time given to this 
process (people did not keep accounts and the time given at odd moments is 
difficult to quantify) it is interesting to make an estimate. The actual time that 
the Bishop (the principal person) gave to the formal discussions was four-and­
a-halfhours. Treble it for reflecting and writing up and we get thirteen-and-a­
half hours. It was of course supplemented by the time of the staff members 
(twenty hours) and that ofthe group (say six hours to reading papers, attending 
sessions and reflecting). In total some onehundred hours ofpeople's time. An 
economic use of the Bishop's time: overall an efficient use of time because 
everyone is learning things ofvalue aboutprocess and working with peoplefor 
development. 


IV. SUBSEQUENT DEVELOPMENTS 


Mter reading this account in August 1992 the Bishop wrote: 


Lastly, long-termeffects. I have no doubt that the consultation has coloured 
the way that I have done my work ever since. I have faltered in working 
through the precise strategy which we identified, both by the impact ofnew 
and urgent pressures (particularly financial), and by trying several different 
sh~pes in which to enable clergy to articulate their theological insights and 
b~~ my own together with theirs (i.e., using borough groups, diocesan 
trammg staff, deanery clergy groups, diocesan conferences, lay and clergy). 
~o~e has worked as well as I would have hoped, but on the otherhand, there 
IS httle I do that has not been touched with the insights I gained from the 
consultation. 
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NOTES AND REFERENCES 


1. Cf. Paul's Epistle to the Romans: Chapter 3 and especially vv. 24, 26 and 28. 


2. Snaith, Norman H., "Just, Justify, Justification" in A Theological Word Book ofthe Bible, 
ed. A. Richardson (London: SCM Press, 1950). Snaith says, "The verb dikaioo (justify) does 
not mean 'to make just', and indeed is not so much an ethical word as a word which belongs 
to the vocabulary of salvation. On man's part, the essential condition for justification is faith 
in Christ. This involves a complete trust in him .... On this condition every repentant sinner 
is brought by God into fellowship with him. This is the working of his grace, the undeserved 
favour with which God welcomes all who truly tum to him., .. Justification is the first step 
in the process of salvation, that first reconciliation to God which is the beginning of a steady 
growth in grace and the knowledge of God (11 Peter 3:18)", 


3. Op. cit., p. 119, I have substituted "person" for "man", 


4. Faith In The City-A Callfor Action by Church and Nation: The Report ofthe Archbishop 
Of Canterbury's Commission on Urban Priority Areas (Church House Publishing, 1985). 


5, Another example of this is to be found in Lovell, George and Catherine Widdicombe, 
Churches and Communities: An Approach to Development in the Local Church (funbridge 
Wells: Search Press, 1978, reprinted 1986), p. 60. 
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CHAPTER FOUR 


Designing a Project 


In 1980 three prominent Jesuit priests of the Irish Province decided to live 
alongside people in Portadown, one of the most deprived communities in 
Northern Ireland. They deeply desired to put their commitment to the 
''preferential option for the poor"l into effect. Ecclesiastical relationships and 
politics had prevented themfrom developing work in the North for a long time. 
They felt bad about this. They wanted "to be with people in the North in their 
suffering". 


The priests decided that two of them, Fathers Patrick Doyle and Brian 
Lennon, should attend an Avec work-consultancy course in 1980 to think about 
this idea with an independent ecumenical group. (The commitments of the 
other priest prevented him from attending as well.) The course was very much 
like the one described in Chapter Three. It had two work study groups. My 
colleague, Miss Catherine Widdicombe, worked with Father Brian Lennon 
in one group and I worked with Father Patrick Doyle in the other. Other 
members of the group were: a Church of Ireland priest; a Presbyterian 
minister; and superiors of two Roman Catholic religious orders for women. 
Between times they discussed the consultancy sessions with their colleague 
and fed anything that emerged into subsequent consultations with their 
respective groups. (This arrangement has always worked well. Members 
can explore their own thoughts freely, more ground is covered and more 
people are consulted. Sometimes staff members talk to the team to consider 
what has emerged and especially any mutually exclusive ideas that arise­
strangely this has rarely happened.) 


The group and I worked with Father Doyle on the design of the Jesuits' 
Portadown project. This chapter describes aspects of the design that evolved 
and how we arrived at them: the story-line, therefore, is the design process 
rather than the consultative procedures. It concludes wi th an evaluation of the 
design by the Team five years later and a comment in 1992 by Father Doyle. 


I. DESIGN INFORMATION 


Using as starting points papers* written by Fathers Doyle and Lennon, 


*In order to meet their circumstances the papers were based on a different outline from the 
one used by the Bishop in Chapter 3. The titles of sections were: looking back-what I have 
learnt about working with people and its implications; looking forward-aims, the new 
situation, opportunities and difficulties, ideas, initial objectives, beliefs; hopes for the course. 
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members of the group first built up a picture of the thinking behind the project, 
the orientation of Father Doyle to it, the nature of the working situation, the 
difficulties anticipated and the action already taken. 


1. Father Doyle and the Project 


Father Doyle had trained and practised as an industrial scientist. Gradually his 
interest in philosophy and theology had led him to become a Jesuit in 1954. For 
fifteen years he had held positions of responsibility: the headmaster of a 
boarding school (two years); the superior of religious communities (four and 
three years); the Provincial of the Jesuits in Ireland (six years). He said that 
being placed in these roles had always surprised him because he did not regard 
himself as an administrator or an authority figure. Through these experiences 
he said that he had learnt much about the personal care and support of 
individuals and had accepted in principle the vital need for planning and 
consistent implementation of programmes for groups but had not utilized 
properlyor sufficiently the necessary processes involved in the latter. He said 
he had no personal difficulty in devolving responsibility and that he could live 
comfortably with a high level of uncertainty. However, he did not allow 
sufficiently for the effects of this on groups depending on his decisions for 
action. Currently he was between jobs: the clearly defined post as Provincial 
and the experimental project which was at the negotiating and planning stage. 
He expressed his beliefs and aims in the following ways. 


Beliefs: My central belief is in the inseparable unity of all persons and the 
unique contributions each individual makes to what it is to be human. I do 
notbecome myselffully until all people become fully themselves and so this 
life and the next are a continuous growth and afmal reconciliation ofevil by 
the overwhelming goodness to be discovered in persons, in Christ and in the 
loving divinity he opens to us. Thus nobody, ofwhateverbelief, background, 
race omationcan beexcluded from ourpersonal concern and love. We have 
to learn to relate and grow through our immediate contacts but our meaning 
and concern have to embrace even all those we do not know and cannot meet 
until the next life. There we meet, understand, forgive and love in union with 
Christ in the mystery of the Divine Life. This is a very condensed statement 
of what I think motivates my life and guides what I try to do. It is also the 
ground of the guilt and pain I experience as I try to avoid its implications 
through selfishness and general sinfulness. 


Aims: I would wish people to be more aware of their uniqueness, personal 
wo~, and capacity for continuous growth; of their unity with all people; of 
theu need for others and the vast opportunities for co-operation and mutual 
support; {forChristians) ofChrist asbeing for all people and notnarrowly for 
church members; ofChristian unity as a sign of the greater and fundamental 
unity of all peoples; of the loving presence of God in all lives. 


2. The Team's Ideas for the Project 


With the "received approval of the Cardinal Archbishop of Armagh"* they 
hoped tohave thefreedom tooperatein counselling, adulteducation, community 
development, ecumenical action and similar areas of work within and beyond 
the Portadown Parish. They would not engage in established parish work other 
than to asmall degree and only then by mutual agreement with the parish priest. 
The most valuable opportunities should arise, they said, from the fact that they 
would be a new and relatively free agency for undertaking new initiatives. 


Initially they were concerned "to settle into the area quietly and to begin to 
learn from the people there." They wanted to have the time and means to learn 
about the real needs that the people experience in their lives. They wanted to 
fmd out what they should do by living there and by promoting friendly 
acceptance and mutual trust. Two questions were in their minds: "Have we 
resources which could be useful? How do we make these available to people?" 
The "Avec approach" they said, seemed appropriate to this kind of activity. 


3. Difficulties foreseen 


At this stage thebasic difficulty that the Jesuits faced was effecting an entry into 
Portadown and establishing creative relationships with all those with whom 
they wished to live and work. This difficulty had several inter-related and 
compounding aspects. 


First, as Jesuits had beenpersonae non gratae in the Province for a century, 
a lot of mistrust had to be overcome for the Team to be really accepted by the 
bishop, priests, religious and laity in the diocese. This was in addition to the 
traditional tensions and rivalries between diocesan (secular) and religious 
clergy. Over the past few years some Jesuits had been active in the North and 
done some distinguished work which had been generally well received 
ecumenically, but without official permission and somewhat clandestinely,as 
the Roman Catholic hierarchy had not agreed to a formal presence and groups 
of priests in the North. This was an undesirable situation because it could so 
easily adversely affect relationships. 


Second, they would need to overcome the widespread assumption that they 
could notunderstand"theproblems"ofUlster andfeel thefears that accompanied 
them because they were "outsiders". 


Third, there were considerable difficulties in getting alongside the people in 
the deprived areas of Portadown where they intended to live and minister and 
establishing genuine and equitable relationships of mutual respect and 
acceptance. They were priests, Jesuit priests, not laity. In stark contrast to the 
local people they had distinguished academic careers, they were widely 
travelled, they had held positions of high status and they were people with 


"The Cardinal was the Bishop of the Diocese in which Portadown is situated. To save 
confusion I refer to him as the Bishop. 
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influence. Father Lennon, for instance, was a lecturer in the Irish School of 
Ecumenics, an author and broadcaster. And, whilst they had wide pastoral 
experience ofpeople with moreformal education and ecumenical sympathies, 
they had no experience of pastoral work with the kind of people who lived in 
Portadown. 


Fourth, because of differences of theology, ecclesiology and ecumenical 
stance they saw considerable problems in getting local clergy and laity to work 
with them according to the insights of Vatican II to which they were deeply 
committed. 


4. Action already taken 


Official agreement of the Irish Jesuit Province had been obtained through the 
person who succeeded Father Patrick Doyle as Provincial for the three priests 
to try to develop this work in Portadown. The bishop, priests and curates of the 
diocese in which the project would be situated had agreed to the project in 
principle. But it had yet to be inaugurated. 


II. DESIGNING-ACTING-DESIGNING 


In this section Idescribe adesign-action-design sequence which occurredover 
a period of eleven weeks: getting out the basics of the design of the project 
related to the overall pattern of working relationships during the first week of 
the course (November 1980); the Jesuits going to live in Portadown; getting at 
the essential design and redefming purposes during the second week of the 
course (January 1981). Once the basics of the design became clear, effective 
action followed at a breathtaking speed. 


1. Entering The Diocese 


Aware of the critical importance ofthe entry into the diocese upon the viability 
of the project, members of the consultative group questioned Father Doyle 
closely about the nature of the negotiations. Whilst he was the Provincial. 
FatherDoylehad tested out the idea ofthe projectwith the bishopofthediocese 
concerned personally in order that he could respond freely and privately. The 
bishop was convinced of the value of the Project; had he not been, the Jesuits 
would nothave pursued the ideafurther. Hewas also convinced that the priests 
and curates of the diocese should be given an opportunity to decide freely and 
privately whether they wanted the project. So the bishop himselftested out the 
idea with them. They were in favour of the project but did not want to make 
a fmal decision until they had met the Jesuit team and discussed it with them. 
A meeting was arranged. The bishop introduced the Jesuits and withdrew to 
allow the discussion to take place. The priests and curates decided for the 
project and the Jesuits accepted the offer. 


Members of the group explored thoroughly the entry into the diocese 
because they could scarcely believe that the negotiations could be done so 
thoroughly, sensitively and non-directively and because they were concerned 
toensure that theprojecthad notbeen imposed on thepriests and curates. Three 
things became clearer from this exploration. 


First, in this instance initial resistance of the official church to the Jesuits' 
presence in the North had been overcome. Opportunities to develop new 
relationships had been secured Second, the project was now set in apowerful 
matrix offree acceptance from "below" and "above" in the diocese and in the 
Jesuit Province. Third, important as this was, it was only the ecclesiastical 
gateway into Portadown; there were other things and relationships equally as 
difficult to negotiate. FatherDoyle said that thenextone was the physical entry 
into the parish-and he felt that that would be a tricky operation. At this stage 
we differentiated between approach, entry, work and withdrawal and this 
helped us to think more realistically about the initial stages in relation to the 
later ones. Father Doyle found this particularly helpful. 


2. The Overall Pattern of Working Relationships 


Thenext stage ofthe discussion in the sameconsultative group session was one 
of the most exciting. intensive and productive in which I have engaged. As the 
discussion proceeded I built up an untidy version of the following diagram, 
Figure 4:1. Doing so clarified, facilitated and honed the discussion and the 
ideas that emerged thick and fast. Mterwards we realized that what we had 
produced was a project design which modelled working relationships. 


Arunning summary indicates the twists and turns of the discussion and how 
we worked on fIrst one and then another aspect of the design and put them 
together. Itstarted by members ofthe group asking whether theTeamhad any 
contacts in Portadown which might be growth points for creative caring and 
community building. They had: Father Lennon was meeting with a group of 
parents in an area of deprivation and had good relationships with brothers 
teaching in the area and some local parish clergy. At this point it dawned upon 
us that, not surprisingly. so far the focus was entirely upon the Catholic 
community: the Jesuits were Catholics going to work in a Catholic setting 
facing Catholicentryproblems and the needs oflocal Catholics were great. But 
the purposes the three Jesuits had for Irish society and the church could not be 
achieved through working only with Catholics. They knew that. They needed 
and wanted to work with people ofall denominations and none. for the benefIt 
ofboth Protestant and Catholic poor and everyone else (see the diagram as a 
whole and seven0'clockinparticular). Establishing goodworking relationships 
with their fellow Catholics had temporarily overshadowed the need and 
problems of doing so with Protestants! 


Three other groups now came clearly into focus with whom they needed to 
work: the poor, Catholic and Protestant (seven o'clock on the diagram); the 
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network of charitable, voluntary and statutory agencies already working for 
and with the poor and deprived (nine o'clock); and the Protestant churches, 
ministers and laity (three 0'clock). Examining what was involved inestablishing 
comprehensiverelationships led us to see that thewholeconstituency, including 
the Roman Catholics, comprised those sympathetic to the Jesuits and their 
projectand thoseunsympathetic and antipathetic. All too easily they couldfmd 
themselves working with the sympathetic and consequently, by default, 
reinforcing faction between those sympathetic to ecumenical developments 
and those not. These were developments they would regret. 


Considering all this reinforced the desire and intention to worktorthe whole 
and with as many people as they couldfrom theCatholic, Protestantand secular 
communities for the common good and holistic development. But we 
acknowledged that it would be quite impossible for the Jesuits (or members of 
other religious or seculargroups) to work directly with some ofthosewho were 
unsympathetic or antipathetic to them. Facing this led us to underline the need 
for those who can work together to do so for the common good and holistic 
development, not simply for their own good. In the long term this strategy can 
gradually break down mistrust and build up trust in communities where 
sectarian groups have blatantly "looked after their own". 


Then we started to look at the bridging and mediatorial roles that peoplefrom 
the different factions could play when they are working together for the whole. 
Ourattentionfocused particularly on theJesuits and theProtestants. Protestants 
working with the Jesuits live and work with Protestants who arenotsympathetic 
to the Jesuits. Clearly the sympathetic Protestants could be mediators between 
them-provided, that is, that they are not marginalized because of their 
associations with the Jesuits: a real possibility. An important part of the 
development work that sympathetic Protestants and Jesuits could do together, 
therefore, would be to think out how the sympathetic Protestants could avoid 
being marginalized and how theycould act as mediators. TheProtestantscould 
do the same for the Jesuits. In fact this could be a feature of all the working 
relationships. (This led to the three o'clock part of the design!) As we 
discussed all this it struck Father Doyle that the women religious would make 
good intennediaries. 


Attention then turned to the network of charitable, voluntary and statutory 
agencies and groups working with and for the poor (protestant, Catholic and 
neither). By default they could easily induce bad relationships with such 
people and be played off against them if they started to work with the poor 
without making themselves and their purposes known to them. They would 
need to workfor changewith and through themas well as wi th thepoor. (Seven 
and nine o'clock of the diagram represent this thinking in the design.) 


Then there was the contribution, which is discussed later, that the Jesuits 
could make to development through action in relation to, but beyond the 
project area (eleven o'clock on the diagram), and the other contributions 
which they were making through theirnot inconsiderablescholarship and their 
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status in the Church. They were keen to continue to make these. 
Reflecting on the diagram helped us to see that this pattern of working 


relationships could develop a wider and deeper sense of community between 
theTeam, between workers ofdifferent denominations and agencies, between 
organizations and churches, and between people with different needs. 


Towards the end of the session we felt that the project Team members 
needed to consider what had emerged and to determine the implications of 
any conclusions they might reach. We also felt that they needed to establish 
criteria that would help them to decide where to live and to work out the 
steps to be taken during the next phase of the project. 


All this was done in just over one-and-a-quarter hours by a newly formed 
group! 


3. Entering Portadown 


Events movedfast once theJesuits had agreed that they wanted to establish the 
pattern of working relationships depicted in the model above. Entry into 
Portadown was their next objective. They worked out their criteria for the 
house in which they would live and checked them with local clergy. The 
principal ones were that the house enabled them to live alongside a Catholic 
area ofextreme deprivation in accommodation indistinguishable from that of 
local people; that Catholics and Protestants alike could visit them freely; 
and that it provided accommodation for three priests to live and work. Then 
they worked out how best to move into such a house. They thought about it 
from their own perspective and they tried to stand in the shoes of their new 
neighbours and to speculate on the possible effects upon them of three Jesuits 
moving in next door. Through looking at in this way they really saw and felt 
that their entry was a dramatic event which could have positive and negative 
effects: Three Jesuit priests moving in to a closely knit homogeneous 
community of deprived people was indeed a serious discontinuity! Some 
would welcome them and be glad to have such neighbours. Others could feel 
intimidated, that they had lost some of their freedom to be themselves and that 
they faced censure from what was normally hidden from priests. The Jesuits 
got very excited about approaching their entry in this way and the challenge to 
make it a dramatic event of a positive kind. 


Against this background they drew up these entry guidelines: establish 
neighbourly relationships as priests gradually and gently; invite people in as 
opportunities present themselves; keep a low profile; establish a parish role 


*The Jesuits got the idea of considering their ent!)' as a "dramatic event" from a session 
conducted dUring the first week of the course by a Jesuit of their own order who was on the 
staff, The Revd Dr Hen!)' Grant. He was presenting an analysis of the "Troubles" that he had 
made for a doctoral thesis. As part of the analysis he had traced out the socio-religious effects 
of what he called "dramatic events of a divisive nature" e.g. bombings and sectarian murders. 
He has since pUblished an article on this entitled "Understanding the Northern Irish Troubles: 
A Preliminary to Action" in Studies: An Irish Quarterly Review (Summer 1983). 


through helping with liturgy; explain who they were and what jobs they were 
doing outside the area and that they wanted to be part of this community; avoid 
making peoplefeel depriVed or inferior (this had profound implications for the 
way theyfurnished the house and their standardofliving); get toknow families; 
prepare people for the coming and going of priests and Protestant clergy and 
people to their house. 


Less than eight weeks after the discussion on working relationships they 
were living in a house they had rented in Portadown in a block bricked up 
because no-one else wanted to live there which met their criteria! Settling into 
the community had gone well. The Jesuits said that the things which helped 
most were the sensitivity engendered within them by thinking of the move as 
adramatic event and in the change oforientationfrom thinking about it as "our 
entry" into their community to conceiving it as "their reception of us into their 
community"-both things achieved by trying to stand in the shoes of the local 
people to see things through their eyes. 


Now that they had successfully entered into the diocese and the local 
community they set about building up the working relationships they had with 
others. 


4. The Essential Design 


We now pick up the story nine weeks later during the second week of the 
course. Father Doyle said that he and his colleagues were following through 
the work done during the previous session on working relationships; they did 
not want any further help on that at this stage. They wanted the consultative 
group to work with FatherDoyle on the "basics of the project" and particularly 
on its design and purpose. They felt the need for "crucial reference points in 
the surging seas ofproject work in areas ofdeprivation deeply affected by the 
'Troubles"'. They had now stated their overall purpose: to contribute to the 
reconciliation of the people of Ireland. We worked on the project design and 
then on their objectives for the project. 


The Diagram on Working Relationships (Figure 4:1) helped us to identify 
the following basic groups of people: 


Group I The local people. (Almost entirely "working class" people.) 


Group II The Jesuits living in the area and working at all levels of the 
community. 


Group III Those who work in the local area but who live outside it. (They 
are mainly "middle class".) 


Group IV Those who live and work entirely outside thelocal area but who 
have the power to affect what happens to it and in it. (This is a 
vast numberofpeople at all levels in politics, military and para­
military organizations, government, industry, voluntary 
organizations and in the church.) 
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I contributed the following diagram (Figure 4:2) to show the interaction 
between these groups. 


Relatingworkto 
otherresearchstudies 


and local areas 


FIGURE 4:2. ESSENTIAL DESIGN OF THE PROJECI' 


For Father Doyle and the members of the consultative group this diagram 
powerfully depicted essentials in the structure and design of the project: we 
referred to it as the "essential design". It was a "disclosure model"2 which 
animated us. Poring over it led us to make the following points. 


•	 People in the local area have contributions which they alone can make 
to their own well-being, development and redemption no matter how 
deprived they seem to be. Nothing thatothers do is asubstitutefor these 
contributions. A primary responsibility of the Jesuit Team is to help 
them to make these contributions through theirinteraction with Groups, 
II, III and IV. For instance they could work with Groups III and IV to 
reduce undesirable fonus of dependency frequently induced and 
encouraged by their interventions. 


•	 Overall development is most likely to occur if people from all the 
groups are acting collaboratively. The Jesuit Team could help to 
promote this because they are both local and non-local workers. 


•	 The Jesuits must work alongside the local people but, if they are to 
make their fullest contributions, they need to work with and talk to 
people in Group III (and possibly help people in Groups I and IV to do 
so); they need to relate their work to the wider debate about working for 
development in such areas; they need to report their experiences and 
educate others; they need to promote and support similar work in 
different local areas. This will tax to the full all their reserves and 
exploit their status, leaming and contacts to work out theircommitment 
to the preferential option to the poor. These activities beyond the local 
area are an integral part of it: they are not activities to compensate for 
the local involvement. 


•	 The Jesuits were, in fact, ideally equipped and placed to make this 
design work. 


•	 At the time we felt that this design model seemed to be the single most 
important thing that came out of the consultations. 


5. Project Objectives redefined 


Now we were in a position to redefine the objectives the Jesuits had for the 
project in this way: 


(a)	 To promote human and spiritual betterment in an area of acute 
deprivation in Northern Ireland from aliving/working base within the 
conununity by getting all parties (Groups ofpeople I, II, III and IV) to 
make their contributions and, whenever possible, to work together for 
the betterment of the whole. 


(b)	 To learn as much as possible about reconciliation and development in 
Ireland from the experience and to get as many others as possible to do 
the same. 


Achieving these objectives, they felt, would make significant contributions 
towards achieving their overall purpose-the reconciliation of the people of 
Ireland. 


ITI. OBSERVAnONS ON THE PROCESS 


Now to some observations about this particular experience of designing a 
project; then, in Chapter Six, I consider the creation of designs for church and 
conununity work most likely to promote development. 
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1. Purpose and Objectives 


It is interesting to see the ways in which the purposes and objectives evolved 
as the design unfolded Father Doyle's expression of aims in his initial paper 
enabled us to carry out the nrst phase of the design. At that point he expressed 
his aims in tenns of the things that he desired for all people-becoming more 
aware of themselves, their capacities for growth and their place in the 
overarching unity of all people, non-Christians and Christians. During the time 
of moving to Portadown they had felt the need for "crucial reference points". 
(During the plenary sessions of the nrst week of the course we had discussed 
reference points along the lines that they are discussed in Chapter Five.) They 
now stated their purposes as, "to contribute to the reconciliation of the people 
of Ireland". This enabled them to go on with the next phase of design. Then 
after they had got out the "essential design" they were able to articulate their 
objectives. These were: to promote betterment in an area of acute deprivation 
in Northern Ireland bedevilled by the "Troubles" and to learn as much as 
possible about reconciliation and development in Ireland and to make it widely 
known. One of the interesting things about all this is the creative interaction 
between theclarificationof"aims" and thedesigningofthe project. Successive 
statements ofaims helped the Team to design the project and successivestages 
of the design helped to clarify aims. As the aims became more specific, so did 
the design, and vice versa. 


2. Developing a Systemic Approach 


The way in which theJesuits had approached the Dioceseshowed deep insights 
into ways in which the inter-related parts work. What the design process did 
was to bring out thesystemic nature ofthe activities in which theTeamplanned 
to engage and led to the project being seen as a systemic exercise. 


First, they worked at the Roman Catholic aspect. Gradually they built up a 
more comprehensive picture of Portadown by putting together sub-systems 
which they had previouslythoughtofseparately. For instance theynrst worked 
at the Roman Catholic diocese as the system. It is in its own right a very 
complicated and important one. Then they saw it as aSUb-system related to or 
adjacent to other sub-systems: the community in which they would be living; 
the voluntary and statutory agencies; the Protestant churches, etc. Asystemic 
pictureemerged. Thenitbecameclear that theTeam were introducing another 
sub-system, foreign to the host system because it was Jesuit and different in 
membership, approach and theology. As far as possible the Team and their 
projecthad to mesh in with as much ofthesystem as possible. Making systemic 
connections avoided it being a top-down or bottom-up project. They had 
begun to do this with the Roman Catholic diocese without conceptualizing 
what they were doing in the way we have just done. Having conceptualized 
the process systemically they were in a better position to engage with the 


system as awhole and with its parts in asystematic way: they would, ofcourse, 
encounter the system whether or not they were conscious of it. 
~ilst they wanted to mesh into the Portadown system they also wanted, as 


an mtegral part oftheproject and their ministries, to mesh into the largerhuman 
and religious systems of action and research which affected the locale. They 
wanted and needed to be both local and non-local workers. 


It was fascinating to see how, by concentrating on purpose and actualities, 
we ~oved ~ro~ a single organizational (the Roman Catholic diocese) to a 
mUlti-or~aruzationai communitydeveloprnentapproach andfrom anexpanding 
compleXity to an essential simplicity of design. 


At an early stage the Jesuits had been asking whether they would constitute 
a team or a religious community. These questions were not pursued in the 
consultativesessions. Looking back, Irealize thatdesigning the projecthelped 
toform the!esuits in~o aworking teamand to get them working at their separate 
and collective functions. They were, in fact, being formed by their purposes, 
the context and the functions they would have to perform-quite a different 
process from that of forming a community and then implanting it. Other 
aspects of their community life would develop from within themselves and 
their personal, devotional and social activities. 


3. Diagrams and Models 


Diagrams and models wereprincipal tools in this process. It is quite impossible 
for me to do this kind of designing or to see how to do it without diagrams, 
models and flow charts. I discuss their uses in Chapters 6 and 7. 


IV. ASSESSMENT BY TIlE TEAM 


This chapter is based on notes I drafted in 1985. I sent a copy to the Team and 
had this reply from Father Patrick Doyle. 


Your account ~as very useful to read especially as we are now reviewing our 
fIrst fIve ~ears!n Portadown. The work has not been written up fully but 
progress IS bemg made. . . . I bring out the notes and diagrams of the 
~onsuitancy Sessions at our various review and planning meetings. So the 
infI~enc~ aJ.1d help of the Avec course '80-81 has perdured. The Essential 
DeSign did mfact embrace most of the developments which have occurred. 
Cle~ly thedepth and effectiveness ofthedifferent relationshipshave varied 
conslde~ably. ~so the sequence of their development has depended on 
many thmg~ OUtside our control. However, by now when one fills out the 
structure W!th actual named relationships it can look impressive! It is 
therefore still valuable in the process of assessment and planning. 


In 199~ I sent Father Doyle a draft of this chapter. The following is an excerpt
from hiS reply: 
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It might be of interest to add that the house we rented was in a Housing 
Executive Estate with endemic unemployment of 90 per cent and very run­
down physically and in morale. The house we got was in a block, of many 
others, bricked-up because nobody wanted to live there. Mter one year we 
took the adjoining house because the whole block was being renovated for 
others now applying. Eventually the whole estate got a complete and 
effectiverenovation. Thefrrst Community Council BrianLennondeveloped 
was largely responsible for this advance together with better relations we 
helped develop with Groups III and IV. 


Fr Michael Drennan, SJ was in Portadown only for the weekends during 
thefrrst year. His placewas taken in the endof1981 by BrotherDavidByrne, 
SJ, who is still doing trojan work amongst the people of the area. Fr Declan 
Deane thenjoined us and we were four for most of the time until 1988 when 
I came to Belfast to open another residence. My place was taken by a Fr 
Senan Timoney. Changes of personnel continue but Father Brian Lennon 
has remained for the twelve years the centre of great activity and initiative. 
Many local people have grown very considerably in confidence and skill so 
that even Brian could leave soon with the good hope that much community 
development would continue. Over the years afterour firstfive the spiritual 
dimension flourished in ways we could not have more directly encouraged 
in the early years. Ecumenical contacts and co-operation in community 
affairs also grew but of course even now in limited ways. 


NOTES AND REFERENCES 


1. A phrase now in common use amongst Roman Catholics and particularly Religious. It was 
first used in the conclusions ofThe Third Conference of the Latin American Bishops in 1979 
at Puebla attended by PopeJohn Paul II in a message to the peoples ofLatin America as a main 
heading. Cf. Sheppard, David, Bias to the Poor (London: Hodder & Stoughton, 1983), p. 149. 


2. Cf. Lovell, George, Diagrammatic Modelling: AnAidto Theological Reflection in Church 
and Community Development Work (an Avee Publication, 1980), p. 26. 
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Part Two 


Approach and Method
 







The value of the modes of studying work discussed in Part One is proven. I 
have used themextensively over thepast thirty years. At thesame time I found 
myself adapting them in this way and that to fit in-service training courses and 
project and consultancy work. Gradually I realized that I was working to an 
underlyingsequencewhich constituted abasic analysis-designprocess. Making 
the nature ofthisprimaryprocess explicitis important. Ithas helped me to work 
to it and to produce with greater ease and confidence various task sequences 
for different purposes and situations. I describe the underlying sequence here, 
discuss what is involved in using it and illustrate ways in which I have adapted 
it. Then I return to a much neglected subject, the design of work programmes 
with thepotential to promotehuman and spiritual development, and I round off 
this part with a chapter on basic equipment. 
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CHAPTER FIVE 


Process, Context and the Human Factor 


The ftrst part of this chapter presents a schema for studying all kinds ofchurch 
and community work. The second part discusses some of the things involved 
in using this schema, such as coping with feelings and limited thinking time and 
workers being their own analytical instruments. The third part is about coping 
with contextual intimidation. 


I.	 THE CORE PROCESS: FROM EXPERIENCE THROUGH 
CRITICAL AND IMAGINATIVE THOUGHT TO CREATIVE 
ACTION 


Underlying the examples I worked through in Part One is a very important 
dynamic and thrust from experience through critical and imaginative thought 
to creative action.*I would represent it diagrammatically as follows in Figure 
5:1 in order to suggest how thought, informed by experience, is earthed in 
action. 


SPECIFICWORK 
EXPERIENCESlSrnJATIONS 


\
CRmCALAND
 
IMAGINATIVE
 
TIlOUGIIT
 


~__ ____ __ ~M_O_RE_CREXJ1VE A_CTI_O_N ..


EVALUATION 


FIGURE 5:1. THE CREATIVE ACTION THRUST OF CRITICAL AND 
IMAGINATIVE THOUGHT 


*To communicate about the experiential approach to Christian Education during the 1960s 
the late Douglas S. Hubery coined the phrase "from experience to experience through 
experience". Cf. Teaching the Christian Faith Today (A Chester House Publication 1965). 
This was the inspiration for "from experience through critical and imaginative thought to 
creative action". 


113 







This thrust is built into the structures used to work on problems. cases, 
situations and projects in Part One. It directs and eases people towards 
thoughtful action even while holding them back from precipitate action to 
enable them to think things through. Getting as many people as possible 
engaged together in this process is of the essence of church and community 
development. 


1. Stages in Critical and Imaginative Thought 


As Part One illustrates. our ability to think things through to a good 
conclusion improves when our efforts are guided but not dominated by a 
logical sequence of thinking steps. Reviewing all the examples and my 
experience I identify the eight stages in thinking critically and imaginatively 
about church and community work which are set out in Display 5:1. 


Stagel.	 Depicting situations.
 
background. context &
 
how we see and feel
 
about them.
 


Stage 2. Depicting things as we 
Studying Things would like them to be.
 
as
 


Stage 3. Establishing points of They Are
 
reference such as purposes.
 


Stage 4.	 Conceptualizing.
 
analysing. diagnosing.
 
forming hypotheses &
 
synthesizing.
 


I 


Defining What Needs Stage 5. Drawing up development
 
To Be pone
agendas. 


Stage 6. Designing work programmes 
& means of evaluating them. 


Working Out 
Stage 7. Planning ways of putting How To Do
 


designs to work & of
 
evaluating them. ThingS
 


Stage 8.	 Deciding. contracting I& commissioning.--------- ­


DISPLAY 5:1. EIGHT THINKING STAGES 


Our aspirations and feelings are significant parts of "things as they are"; that 
is why Stages 2 and 3 are grouped with Stages 1 and 4. Whether people are 
satisfiedordissatisfied is. for example. an importantpartofanysituation. Each 
stage has its own ethos. Looking forward and designing. planning and 
dreaming have an ethos quite different from that associated with analysing and 
deciding. The systematic movement in thought from what is to what is to be 
has a momentum and drive of its own which uplifts the spirit and stirs people 
to want to get on with things. 


These thinking stages are especially helpful when we are overwhelmed by 
complex situations and issues. when we are daunted by the task. when our 
feelings tend to inhibit rational thought. when wejustdo not think it is possible 
for us to think our way to a good conclusion and when we are so eager to get 
on with things that we do not want to stop and think. 


There is a logic in the order but the sequence is not invariable. Stages 2 and 
3 could well precede Stage 1. Sometimes an examination of a situation or 
problem starts with what people are planning to do next. Le. with Stages 6. 7 
and 8 or in the evaluation of a programme of work. Wherever you start. some 
ofthe steps canbe done adequately onlywhen theothers have been worked on: 
2. for instance, can be informed by 4; 6 and 7 depend upon what people are 
prepared to do, and thatcomes outclearly in 8. Inpractice, each stagefacilitates 
and refmes the others, and Stage 3, points of reference such as beliefs and 
purposes, is a guide to them all. So it is good practice to summarize what is 
emerging in order to revise earlier thoughts in the light of later insights. 


There are many ways in which this process can be sabotaged deliberately or 
by default. For instance some people make heavy emotional bids to "get on 
with thejobbecause we all know whatneeds tobe done, don't weT They want 
to by-pass Stages 1 to 7 ifnot 1 to 8. Others are very happy to think and think 
again without acting on their conclusions. Maintaining the thrust towards 
action generates the distinctive ethos of a workshop in which people are 
engaged in purposeful, productive thought rather than in a "talking shop". 


Pursuing this process in living situations in which you have invested a lot of 
yourself taxes your feelings as well as your ability to think critically and 
imaginatively. You can experience all kinds ofemotions. We need to deal with 
theseso that they help rather than hinder the thinking processes. Thosehelping 
people to use this process need to be sensitive and to offer the moral and 
pastoral support and care which enables people to think through things about 
which they feel deeply and to think about their feelings as well as their ideas. 


Our ability to think things through also improves when the uses of these 
stages is accompanied by meditation, reflection and prayer and when what is 
being learnt through the process is articulated. Adding all these dimensions to 
figure 5:1 gives us a conceptual framework for analysing and designing all 
kinds of church and community work, a schema. This is presented in Figure 
5:2 and described and discussed in detail in the remainder of this chapter. 
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Stage 1: Depicting Work Situations, Backgrounds and Contexts and how we 
see them andfeel about them 


Part One showed the importance ofgetting as accurate a picture as possible of 
the work situation, the nature of the workers' involvement and how they feel 
about it: the problem and the project were defined; the case set down 
succinctly; the situation described. Subjective realities (feelings, ideas, 
thoughts, hopes and fears) were differentiated and stated alongside objective 
ones about place, programmes, numbers of people, finance etc: they are 
equally material "facts". The examples I have given in Part One showed the 
importanceofworking to the perspectives ofthose involved because how they 
see and experience the realities conditions what they do. Clarity about this 
facilitates creative interaction between their perspective and those of others. 
The art in all this is to depict these various realities about workers and their 
situations in ways that enable all concerned to grasp the essentials and to work 
at them. I say "depict", rather than describe, because, for me, it conveys 
portraying things through graphics and possibly paintings as well as through 
the spoken and written word. 


AU but painting were used in the worked examples. The aim is to portray as 
succinct!yas possible theessentials ofsituations, theexperienceand dimensions 
ofproblems, thestory-lineofcases. Descriptiveeconomy is necessary in what 
is essentially an exercise in profiling: too many words and fussy diagrams 
obfuscate. 


Stage 2: Depicting Things as we would like them to be
 
There are many reasons why it is good practice for people engaged in
 
development work to describe and share their visions, their ideas about how
 
they would prefer things to be. Actualities and visions are creative foils to each
 
other when they are depicted together and compared and contrasted. (A.N.
 
Whitehead said, "... progress in the right direction is the result of a slow,
 
gradual process of continual comparison of ideas with facts":) Individuals
 
working privately and groups of people need to have both in view. What can
 
happen is that people in working groups who have shared their understandings
 
of their situations try to continue without sharing their vision. (It can happen
 
the other way round as well.) Working to public statements of the actualities
 
and private visions is a recipe for frustration and confusion: people are
 
assuming or guessing what others think would be ideal. Visions help us to
 
formulate some important points of reference such as purposes.
 


Stage 3: Establishing Points ofReference
 
Five reference points that help people to regulate this process are described in
 
section 2. They are purposes, noxiants or things to be avoided, beliefs,
 
resources and needs.
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To move beyond this feeling of powerlessness, we need the creativeStage 4. Conceptualizing, analysing, diagnosing, forming Hypotheses and 
resources of vision and energy.


synthesizing Second, social analysis is a scientific effort; that is, it uses analytical tools 
Essentially this activity is about workers systematically conceptualizing, to divide reality into separate and abstract parts .... However, if the analysis
examining. diagnosing and analysing their work themselves and establishing breaks a living body into its component parts, it risks destroying its creative 
their hypotheses in order to be better able to achieve their purposes, improve life. Ifa social analyst takes away life, what will return it-at least in social 
their performance and develop their abilities and themselves and to help those terms? 


That task falls to the artist-not only the artist of high culture (the great with whom they work to do the same. Others, such as consultants, may help 
painters, composers, and authors of classical literature), but an artist whosethem to do these things and may suggest analyses but workers need to "own" 
roots are found in popular culture. We believe that the artistic impulse is thethe analyses. Consultants must aim to help workers to analyse their own work creative force in modem civilization. It is the spiritual source from which 


and to become increasingly better at doing so: they should not do it for them. vision and energy flow. While we need to analyse society with scientific 
I would hope that workers would help those with whom they work to acquire rigor, we must be wary of destroying that impulse.3 


these skills.2 


Analysis is about taking things apart or "the resolution of anything complex Stage 5: Drawing up Development Agendas 
into its simple elements" and "the tracing of things to their sources; the By "drawing up a development agenda" I mean determining just what needs 
discovery of general principles underlying concrete phenomena" (S.O.E.D.). to bedone to pursue the implications of the analysis. This was done in working 
Part One shows that the kind of analyses we are considering are about what is on the bishop's situation. Three tasks were identified, and others were added 
happening to people and workers in complex collectives (groups, committees, after further reflection. In the case study we speculated about the action that 
churches, organizations and communities) as they go about the business of could now be taken. 
living, working and worshipping together. They are, for example, about Drawing up such agendas is a reflective phase which follows analytical 
patterns of interaction which facilitate and inhibit human and spiritual growth probing and precedes designing and planning. It is abrooding mood stage and 
being achieved; they are about people and groups working well together; they astandingback to takestockbefore going forward. For this stage to be creative 
are about clashes between people, workers and groups and faction; they are the workers directly concerned have to experience a subjective synthesis 
about elitist, autocratic, authoritarian and non-directive action. The analyses, which brings together several elements: intellectual and intuitive convictions 
like thepatterns ofinteraction, touch thenervecentres ofworkers' and people's that the analysis is sufficiently profound and the tasks essential; feelings, 
motivation, purposes, beliefs and sense of vocation. Clearly, such essential convictions and assurances that they can and must do the tasks and that their 
analytical work is as sensitive as it is intellectually demanding: those who help commitment, calling and integrity as workers require them to do so. 
others to do it need to be pastors as well as analysts, who tread carefully on Sometimes workers simply cannot commit themselves to tasks that seem 
vocational ground because it is holy. obvious and logical both to them and others. Enthusiasm can waver after the 


In this context, dealing as we are with living situations, it is particularly excitementofanalyses which lead to disclosures. Atother times what they feel 
dangerous to take apart what subsequently cannot be put together. I have in their bones is needed just does not seem to fit the logic of the analysis. 
experienced it. To be health-giving, diagnosis must be followed by effective Sometimes I have become impatient with myself and others over such 
treatment. Similarly work analysis must be construed in a positive synthesis dissonance. At my best I have stayed with it and had the great privilege of 
and used in the design ofrealisticplans as aprelude to creative action. Analysis waiting expectantly whilst others search inwardly for the connections they 
and design must always be coupled: analysis is a means to an end, not an end. need to make.4 It has always been worth while. It has led to new insights and 
We return to this later. This underlines the importance of working at all the to key tasks being discerned which were previously obscured by other more 
stages of the sequence so that analysis leads to synthesis, and to a purposeful obvious tasks. 
movement from what was done to what is to be done. Waiting and working for connections to be made by workers themselves 


Holland and Henriot, dedicated advocates of"pastoral social analysis" in the between their inner and outer worlds is essential because these connections are 
service of faith and justice, underline all this: a primary source of creative energy. It leads to what Eric Fromm calls non­


alienated activity and that, he says, gives "birth to theirownfaculties and brings 
First, social analysis is only a negative instrument. By that we mean it has life to other persons and to things".s Genuine development agendas emerge
the destructive power to tear away the mystification ofour social world and from this process which is soul-searchingrather than brainstorming. Mechanical 
to unveil the deep structures that control it. Our response to that disclosure listing can be a servant of, but not a substitute for, this process. At times itis often afeeling ofpowerlessness. We are overwhelmed and immobilized. 


prevents reflection. (We experience the ''paralysis of analysis".) 
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Stage 6: Designing Work Programmes, Projects and Programmes andMeans 
ofevaluating them 


Designing the basics of human work programmes is one of those things it is 
easier to illustrate than to describe. The Jesuits' project described in Chapter 
4 illustrates it admirably. Figures 4:1 and 2 are designs. It shows how it was 
intended that the Project would work. Itsets out the structures and the working 
relationships that would hold the human parts together and facilitate the flow 
of creative effort in many different directions. It shows the kind of structures 
and relationships necessary; it does not show how to construct and establish 
them. Doing that, in the terminology I am using, is planning, contracting and 
commissioning. More often than not, people in church and community work 
act withoutovertreference to thedesigns upon which their action is based. This 
is a stage that is generally omitted. This neglected activity is considered in 
Chapter 6. 


At this stage it is alsodesirable to design asystem ofevaluation, i.e. to decide 
justwhatis to be evaluated and in what way can itbe shown thatobjectives have 
been achieved. 


Stage 7: Planning Ways andMeans ofputting Designs to Work andevaluating 
them 


This stage is about the steps to be taken to convertdesigns into reality. Thinking 
through these steps is areal test ofthe feasibility ofdesigns and aprelude to the 
next stage. People often think quite wrongly that they are "designing" when 
they are doing this. It involves things like: deciding who to see, in what order 
and to what ends; convening meetings; deciding what to do and how to do it; 
setting up groups and organizations. 


Stage 8: Deciding, contracting and commissioning 
Generally speaking people give themselves morefreely to the tasks associated 
with the fIrst seven stages when there is a fIrm and genuine understanding at 
the outsetthatdecisionswill bemadeonIywhen the implications are suffIciently 
clear for all concerned to make them freely and realistically. With this 
understanding, provisional decisions are made en route to facilitate the 
processes of analysis and design. At appropriate points these are revised or 
confmned. When the information is available decisions and contracts are 
made and people commission themselves and others to do the work. Such 
arrangements help those who get so carried away by the subject matter and 
group processes that they over-commit themselves. At the same time they help 
those who hold backfor fear ofcommitting themselves prematurely. And they 
defend people from those who habitually think of things for others to do and 
leave them to do them! 


Thus, in the early stages of this process, tentativeness engenders free, 
imaginative and creative thought that leads to well-informed decision making 
and action. The later stages lead to disciplined decision making. The process 


" 


opens out thought to lead on to action. This is an action-focused, not an 
open-ended, process. 


2. Workers' Reference Points 


Tobe mosteffective the useofthis processhas to result in activities which those 
concerned can sustain and which: 


(a)	 give expression to their beliefs; 


(b)	 are along the line of their purposes; 


(c)	 make constructive contributions to the overall context in which 
they occur. 


I would now like to show that these fundamental requirements can be used to 
produce overall reference points which can be used to guide, check and 
regulate the process and, if necessary, to adjust whatever emerges from it. 


Formulating reference points and using them is an integral part of the 
process. There are several reasons for setting them alongside the process as 
well as within it. 


~irst, they are rarely used consistently to check what is emerging from the 
vanous stages even when people are convinced of their importance and have 
taken the trouble to formulate them precisely. They tend to be polished, put on 
a pedestal and forgotten as people grapple with more tangible things. Setting 
~em out separa~ely alongside the process helps to remind people of the 
Importance of usmg them over and again. 


Second, in working on the stages it is all too easy to produce lop-sided plans 
through becoming preoccupied with one part of the analysis rather than the 
whole of it. This was a very real danger in designing the project described in 
Chapter Four. The design was developed piecemeal. Critical pieces would 
have been missed had we not compared the pieces of the design we had put in 
place with the Jesuits' beliefs, purposes, personal needs and critical features of 
thecontext in which they were to work. I have in mind the subtle and significant 
nuances of the relationships in the design between the Jesuits and people in 
other organi~ations working with the poor and in the way of relating to 
u~ympathetic Protestants through sympathetic ones rather than directly. 
Without these refmements of earlier designs the project would have been 
seriously flawed. Clearly, the effects oferrors multiply as one works through 
the stages. 


Third, putting this process to work involves introducing a systematic and 
closelystructured way ofgoing about things into specifichuman activities with 
their?wn flow o~ thought and action and in which people have their own way 
ofgomg about thmgs. Sometimes it all comes together in a positive dynamic. 
More often than not, cross-currents of thought, beliefs, purposes, approaches 
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and methods play on orderly processes and interrupt, deflect, resist and even 
swamp them. (This is my experience, but it is also my experience that the 
process invariably generates more productive thought and action than there 
would be without it.) Whilst all this is going on, clearly marked reference 
points are needed to keep our bearings and to help others to do so. Reference 
points, not visions, are needed. Pictures of places help us to recognize them. 
Reference points help us to discern whether our thinking and deciding is going 
in the right direction. They need to be sharp and readily available to help us, 
individuals orgroups, when we are deeply involved in the kind ofprocesses we 
are considering here. 


Fourth, reference points relate to all stages so they need to be readily 
available all the time. 


There are many different kinds of reference points. Those that I use are 
beliefs, purposes, things to avoid ("noxiants"6), needs and resources. 
(Hypotheses are another kind that keep alive speculative thinking. They are 
discussed in Chapter 7.) Reference points,like tools, are useful for different 
functions and some are in more constant use than others. Beliefs connect us 
with the ground ofourbeing and doing. Purposes pointtowhatwe wantorneed 
to achieve and noxiants to what we wantorneed to avoid. Needs and resources 
earth us in our situation and context. Together they form a framework of 
reference. Missionstatements, which are very much in vogue insecular as well 
as religious institutes, weave together these kinds of reference points in a 
paragraph or two. 


There is a limited numberofdifferent kinds of reference points. The content 
of each kind and the way in which it is expressed is unlimited. Individuals, 
groups, organizations, churches determine them in their own way. This brings 
us to the need to formulate the content so that it really represents our thinking 
and is useful in the work place. 


a. Purposes and Avoidances (Noxiants) 
For many years I worked consciously and systematically to what I wanted to 
achieve (purpose and objectives) and subconsciously to whatIwanted to avoid 
(noxiants). Occasionally I did work to noxiants but I was not aware of the 
methodological implications of what I was doing. Now I work consciously to 
both. I put down quite unashamedly what I want orneed to avoid. For instance 
Imight put down that I want to avoid compromising my integrity or that I want 
to avoid making a mess of a meeting and having to endure the inner pain that 
would follow. The sea-change was brought about by reading about a contrast 
that Professor Gareth Morgan makes between "goal oriented strategies" in 
organizations and "a strategy based on the avoidance ofnoxiants". The latter, 
he says: 


involves a choice of limits and constraints rather than a choice of ends, 
creating degrees of freedom that allow meaningful direction to emerge .... 


Whether we examine the Ten Commandments or contemporary legal 
systems, we imd the principles of avoiding noxiants defining a space of 
acceptable behaviours within which individuals can self-organize.7 


Morgan argues that "the process ofpursuing a specific goal and the process of 
identifying and avoiding noxiants" are not simply two sides of the same coin, 
they "are qualitatively different modes of action that impact on organization 
and environment in very different ways".8 That may be so but my experience 
is that both modes of activity have a place in the kind of work in which I am 
engaged. They go together, just as Jesus' great commandments to love God 
and neighbour and selfgo alongside the commandments not to murder, commit 
adultery, etc.9 I find working to both purposes and noxiants releasing and 
creative. It helps me to steer away from the noxiants and to keep nearer to the 
fairly narrow purpose path. 


Purposes and noxiants help to check in a positive and negative manner 
whatever is emerging from the process. A purpose, for example, might be to 
promote love and care in aneighbourhood; anoxiant to avoid mistrust. Using 
these to check ideas for action involves asking, "Will our plans help people to 
love and care for each other? Can they possibly lead to mistrust?" Each 
question has its own potential not possessed by the other for checking things 
out and faulting plans. Together they have a pincer checking effect. 


Noxiants are sometimes better evaluative reference points than purposes. 
Attempts, for instance, to promote dialogue must aim to avoid defensive 
thought and behaviour which rings the death knell on all forms ofdialogue and 
critical thought. There is a checking cutting edge in the noxiant that is absent 
from the objective, "to promote dialogue". Noxiants they might be, but 
avoiding things can be very positive. Much in the case study in Chapter 3 and 
the project design in Chapter4 is about avoiding bad relationships: the minister 
with his wife, Sunday School teachers and church members; the Jesuits with 
the local priests and with people in secular, Protestant and Catholic agencies 
who are working with the poor. The noxiants were very much in the Jesuits' 
mind when they were designing the project. Things might have been quite 
different if the minister in the case had had in mind the things he needed to 
avoid, for instance one section of the Church playing him off against another. 
For these reasons I find it more effective to use purposes and noxiants rather 
than to transform noxiants into negative purposes and objectives as is some­
times done. 


Formulating one's own real purpose is often adifficult thing to do; butwhen 
achieved it becomes a signpost, directing and redirecting attention and effort 
to vital points. Doing so involves clarifying to oneself what is at the core of 
what one aims to achieve in and through every aspect of one's work. An 
objective10 is also something one aims to achieve but, in the terminology I use, 
it is a sub-purpose, something necessary to the purpose but not equal to it. For 
example, to increase church membership is an objective; to get people to live 
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in Christian love with people in the Church and in the community is apurpose. 
Thefonner is not apurpose because it is not the core ofwhat the church wants 
to achieve. To achieve the church membership objective mayor may not 
promote the overall purpose. It will only do so if, as the result of joining a 
church, people live in Christian love. 


Similarly, to build a community centre is an objective; to help people 
differing widely in belief and culture to use the Centre and to love and care for 
each other is apurpose because it is aboutdeveloping Christian attributes. The 
building of a community centre provides opportunities for people to meet; the 
way in which it is run and the effects, good orbad, that staffand members have 
upon one another are crucial to promoting the purpose. So, again, good 
working relationships are an objective, not a purpose. 


A purpose stated in terms of helping people in a specific church and 
neighbourhood to love themselves, each other and God and to care for one 
another is more useful as a reference point than one stated in terms, say, of 
bringing in the Kingdom: it is useful because it is possible for most people to 
assess whether or not specific action in a given situation is likely to promote 
loving and caring relationships; the same people may make gross errors in 
assessing whether the action will bring in the Kingdom. 


Purposes are fonned within us by complex intellectual, moral, spiritual and 
intuitive processes}· Elliott Jaques says: "It is done by touch and feel, by 
intuition, by hunch, by guess, by flashes of insight".12 It is a conviction about 
what is needed to improve things substantially. Thesepurposes influencewhat 
we do. They are primary reference points. They are inseparablefrom us. They 
are buried deep within us. They are generally available for us as reference 
points only ifwedig them out and define them. (Note that the task is to describe 
and define purposes that already exist: it is not to construct them, al though once 
defined we may want to modify them.) People are generally helped to get at 
their purposes: 


•	 by expressing their intuitions and gut feelings about what is needed; 


•	 by differentiating between objectives and purposes through asking 
"why?" or "what for?" of each successive objective until the most 
useful formulation of purpose is reached;13 


•	 by stating beliefs and purposes separately~ 


•	 by fonnulating statements which make clear that objectives are 
subordinate to purposes (this can be done by adding to a statement of 
objectives an "inorder to"or"for" clause. Itcan alsobedone by adding 
to a statement of purpose a list of objectives, each one prefaced with 
''by'' or "through". The latter I [md particularly useful in sorting out 
objectives from purpose and in classifying them); 


•	 by stating purpose in terms of: 
-peopleand theirrelationships rather than things and theirrelationships, 
-the human rather than the material. 
-personal rather than the impersonal attributes, 
-specific situations and people; 


•	 by expressing purposes succinctly and plainly. 


Our motivation is always mixed. Clarifying and working to our substantive 
purpose and noxiants helps us achieve our highest motives and to steer away 
from ?ur lowest. These referencepoints, therefore, perform moral and spiritual 
functions as well as pragmatic ones. 


b. Beliefs 
Our belief systems are intricate and complex. They are rational and non­
rational. Some of our beliefs are fine, noble and well thought out; others 
anything but. Consequently each of us operates out of a qualitative mix of 
beliefs as well as out of mixed motivation. Sometimes our beliefs are fixed at 
other times they are in flux. At other times we cannot make up our mi~ds 
~hether to adopt beliefs about the essential goodness of people or their 
sinfulness and end up confusing ourselves by alternating between them. To 
complicate things further, our awareness ofour beliefs and our ability to get in 
touch with them and to articulate them varies enonnously. Some beliefs are 
located in ourhead, others in ourheart or gut. Head beliefs are more public and 
easier to get at than those of the heart and the gut; head beliefs are better 
org.anized and more rational (or rationalized) than our heart and gut beliefs, 
which are personal and precious and which have more profound, pervasive and 
hidden effects upon our character and behaviour. This is discussed in Chapter 
10. 


Exploring all this is a privileged and fascinating occupation. Nevertheless, 
there are many problems in establishing reliable belief reference points. We 
need to resist the temptation to abandon the task: the rewards are great. What 
is required is as honest a statement as possible Ofany beliefs upon which we 
believe we are operating in relation to aspecific aspect Ofour work at a given 
time. This focus makes the task more manageable. A statement of this kind 
is as good a reference point as it is possible to get, provided that the beliefs are 
stated, as a friend of mine, The Revd Dr Michael Bayley, is wont to say. 
''without reference to merit". They should not be edited simply to match 
standards ofacceptability. Tobetrue toourselves and others and tobeeffective 
inour work and ministry, what we do together and separately mustbeauthentic 
expressions ofour individual and corporate beliefs. If they are not, we need to 
work atbeliefs, thought and action until they are authentic expressions ofwhat 
we are and want to be. 


The case study in Chapter 2showedjusthow important itwas for the Church 
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members,officers and teachers to statejustwhat theybelieved aboutcorrununion 
and to examine the problem in relation to those beliefs as well as in relation to 
their objective of making the children feel part of the family-much of the 
difficulty stemmed from treating this objective as a purpose. An ecumenical 
group ofpeople with whom Iworked on agood neighbour schemewere unable 
to clarify theirpurposes until theyhad defined the beliefs thatmotivated them.14 


c. Resources 
Basically, the resources required to do church and community work arepeople 
and their mental, nervous and spiritual energy, their time, equipment, plant and 
money. Making accurate estimates of the material resources needed is not too 
difficult. Estimating the resources of time available is also not too difficult 
whereas estimating that which will be needed is very difficult. Quantifying 
how much mental, nervous and spiritual energy is available and will be 
required is impossible. Nevertheless, it is necessary to make the best possible 
estimates ofwhat is availableand what mightberequired. Forone thing ithelps 
to make realistic plans and contracts. Another reason is that it reduces the 
dangers ofpeopleexperiencing "burn-out"'5 throughbeing over-taxed. Purposes 
to which people are highly committed induce what I understand some 
psychologists call "traction", i.e. the power to draw the various threads of 
individual and collective effort, energy and objectives together and to pull 
people along.16 (Acute human and spiritual need also induces traction.) 
Traction can cause people who are highly committed to advancing their 
purpose to give time and energy they did not know they could fmd and which 
can take them beyond their reserves and strength. This can occur when things 
are going really well and people are carried along with the momentum and 
excitement. It can also occur when enormous effort is required to make very 
little progress or to hold the line. People who possess purposes ("my/our 
purpose") can be possessed and obsessed by them. 


Beliefs drive people on. Purposes and needs and a sense ofvocation induce 
traction. Christians are urged to give themselves unreservedly to the service 
ofGod, Church and world. No matter how long or hard people work, church 
and community work is never completed; there is always more to be done. (A 
discussion I had about the implications of this obvious fact with a very 
intelligent person helped him to find immediate release from grossly 
overworking. He realized that subconsciously he had been working on the 
assumption that if only he worked hard enough he could complete the work. 
What released him was the realization that he could complete his work, his 
contribution, but not all the work associated with his purposes; that was not his 
responsibility.) It is essential, therefore, to regulate the input ofenergy. Work 
aimed at promoting the well-being and development of others must also 
promote the well-being and developmentofthe workers. Working toresources 
as well as to beliefs, purposes, need and vocation is one way of ensuring that 
this happens. 


. 


.~ere are dangers, however, in regUlating our input. The work requires the 
Wlllmg,costly and sacrificial giving and sharing ofself. Doing that responsibly 
we have to tread a narrow path bounded by reckless abandon on the one si~ 
and cool, calculated and careful giving on the other. It is hard to remain on that 
path. Pse~do-professionalism and over-concern for our own well-being take 
us to onesideandobsessiveandinsatiablecommitment to theother. Everything 
must be done.to keep workers on the central path for their own good and that 
of ~e work m which they are engaged. Resources are a down-to-earth 
renunder that the work is ~nite; workers are finite and so is the work they can 
do. Resources are a very Important reference point. 


d. Needs 


Progr~~ of Chur~h :md community work exist because they provide 
opportunities for multifanous human andspiritual needs to be met. On the one 
hand they exist to meet the needs ofpeopleforplaces to meetfordiversesecular 
and religious activi~es and the needs for help, counselling and mutual support 
and ~an~ other th~gs. On the other hand they exist to meet the needs 
orgaruzations :md ~err,:orkers haveforopportuni ties to pursue theirpurposes 
and to put therr behefs rnto practice. Some of these needs are healthy ones 
others are not. Healthy and unhealthy needs of people, organizations and 
wor~ers are ke~ reference points: the former point to objectives; the latter to 
noxlants. Keepmg them in mind and submitting them to critical analysis helps 
workers to get at substantive needs rather than superficial wants. 


General!y speaking, careful attention is given to meeting the needs of the 
people whtlst workers are left to see to their own needs. One reason for this is 
that workers tend to give themselves spontaneously, willingly and genuinely 
to the needs of others; another reason is that Christians have been encouraged 
to forget the",lSelves and their needs and to deny and sacrifice themselves. 


~.s we saw m the discussion about resources, workers' needs are important. 
Cntical and co~p~sionate attention must be given to them. The purposes of 
theChurch require It: theChurch exists for its non-members andfor its workers 
and me~~rs. Self-interest requires it. Meeting workers' vocational needs is 
heaIth-gl~mg to th~m and to those they befriend and serve. Some workers may 
well be usmg, albeit unconsciously, programmes to "satisfy" Unhealthy wants 
and ~eeds such as a lust for poweror desires to be thecentre of attention. They 
requrre help. The purposes of the Church require that they be given the help 
~at ~ey need to develop for their own sake and also for the sake of the work 
mwhich they areengaged. GiVing such help is a tricky work- cum-pastoral task 
generally best tackled in private through counselling and consultancy. 


One of the effects of t~~g such needs seriously is that workers and people 
attend to human and rehglOus needs at a progressively deeper level-they 
address "real needs", which they are constantly seeking to do. Clearly not all 
the needs of the workers are ofan acute kind. More of them than ever before 
are now being met through assessment, appraisal, counselling, consulting and 
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in-service training schemes. Most of the needs can go on the development 
agenda. Discussions I had with one group of lay workers deeply involved 
in the organization of both church services and church social work identified 
three needs. 


Thefirst, and mostimportant, was toexperiencefor themselves thesuccessful 
application ofChristian teaching to social situations. They had heard so much 
from the pulpit about how it does work and seen so little evidence of its doing 
so in their neighbourhood. Second, they wanted opportunities to go to church 
withouthaving anyjobs to do so that they couldgive themselves to worship and 
prayer. Third, they wanted to enjoy each others' company socially. 


Setting out all the needs-those ofpeople and those of the organizations and 
their workers that aim to see that these are met-helps to tackle the tricky 
business of meeting all the needs concurrently through church and community 
work programmes. Focusing predominantly, if not exclusively, on the needs 
ofthepeople out there engenders apatronizing approach. Unavoidably itgives 
the impression that the workers are people without needs engaged in helping 
those who have them. Trying to equalize things by saying that the work helps 
to meet the needs of the workers can causepeople to feel they are being "used" 
for purposes to which theydo notsubscribe. Theonly way inwhich Iknowhow 
to pursue both ways concurrently is through egalitarian programmes of inter­
related development of all the people and secular and religious organizations 
concerned.17 


3. Independent Reference Points 


People who follow the procedures I have described are taking a positive grip 
on their own situation and their environment. They are doing everything they 
can to direct, control and shape their affairs from within themselves in accord 
with their ideas rather than being formed and directed from without by other 
agents according to their purposes and beliefs, although they will, of course, 
be influenced by them. Inasmuch as they succeed they are able to be 
autonomous and act accordingly. (They are in fact "autogenic" rather than 
"allogenic".18) By defming their own reference points, they are constructing 
the contextwithin which they are going to think and work and which they have 
organized in such a way that will impinge upon them, their thinking and their 
action.19 Clearly there are dangers in all this. Forinstance, individuals, groups, 
organizations and churches can end up in a little world of their own. They can 
fall victim to what has been described as "group think".20 They can be locked 
in their own closed thinking circuits.21 Being alert to this very real danger is 
one way of obviating it. Others are discussed below. 


Such undesirable things are less likely to happen when as many people as 
possible who differ significantly are using procedures such as the ones I have 
described to work through things together at local level (within and between 
churches of different denominations, in community groups and other 


organizations) and at regional and national levels. They are even less likely to 
happen when people from local, regional and national "domains" are working 
through things together. Overall development which is contextually located 
depends upon this kind of critical thought/action in all these domains and 
between them. Progress is being made in promoting critical and open thought 
within and between these domains: the latter is much more difficult than the 
former.22 Open participation in collective thinking allows different patterns of 
thought and reference points to interact and new patterns to be formed (This 
can also happen when individuals and groups work with consultants and 
facilitators.) Itenhances the contextual awareness ofall concerned and helps 
them, separately and together, to have the most profound effect upon their 
context. 


Church and community development equips people to engage in, and to 
promote, this kindofopen participation: its philosophy and theology argues for 
itand its approaches and methods facilitate it. Ihave illustrated this inPartOne, 
especially in Chapters 3 and 4. 


Anything, in fact, that gets people comparing and contrasting their own 
thinking openly with that ofothers is to be welcomed, provided that it does not 
paralyse them. There are infmite possibilities ofdoing this through books, the 
media, worship, Bible study, house groups, etc. 


Two things I wish to mention here. One is worship. Over and again during 
the past twenty years, as I have struggled to explore this new field of work, 
worship, and particularly the eucharist, has helped me to put it in a wider 
context. In that environment Ihave faced and explored issues I could not have 
done in other settings. I much appreciate Robin Green's suggestion that: 


Liturgy, which is the vehicle through which worship is expressed, creates an 
environment in which human beings confront those sides of themselves 
which under normal circumstances they dare not face.23 


The second thing I wish to mention is the important function that churches can 
performby offering an overall referenceframework which can act as acatalyst 
to our own. An example ofthis whichhelped me greatly was astatement in the 
1986 Methodist Conference Agenda.24 It was entitled "A Context for Policy 
Decisions". It had been devised to help the President's Council to review 
connexional policy with particular regard to the uses to which we put our 
limited resources at a time when new opportunities and needs are stimulating 
a desire to respond in new ways. The Revd Brian Beck, the author of the 
statement, setout the reference points as "nineobligations which we mustseek 
to fulfll. They are the dimensions within which we have to live. They are not 
set out in any particular order (as in the three-dimensional world in which we 
all live, all three dimensions are equally important, whatever the order in which 
we speak of them) and they are notnumbered for that reason." Iparaphrase the 
obligations because they are such agood example of the way in which we can 
help people to reconsider theirown referenceframeworks. Theobligations are: 
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A deeper rooting of the life of the Church. (Several concerns come 
together here: the quality of worship, including the use of the arts, the 
need for better theological knowledge and understanding, and a wider 
concern for and fostering of spirituality.) 


To develop and pursue the mission of the Church, in its many forms. 
evangelistic and socio-political. 


To take seriously the intellectual encounter with our society. (The 
engagement is in several theatres: scientific/technological, politicaV 
economic, religious/theological, in the encounter with other faiths and 
moralities.) 


The discernment, development and deployment of the gifts of the 
whole people of God. 


To ensure that we do not allow two experiences of disappointment in 
ecumenical negotiations ... to deflect us from our commitment to the 
ecumenical movement. co-operation with otherchurches, andultimately 
(in whatever form) the reintegration of a divided Church. 


To ensure that we do not allow the natural insularity of the British 
Islanders to blinker us to our membership in the world church, with the 
obligations and potential which that brings. 


Priority is to be given to the poor. 


Priortiy is to be given to those activities which have along-term rather 
than a short-term application. 


We must ensure that our procedures acquire enough flexibility to 
enablechanges tobe agreed and take pIacerapidly, and local adaptations 
to be encouraged. 


Theseobligations havehelped me. It is not difficultto see how they can be used 
to check and evaluate our plans for action and our reference frameworks. 


The possibility of closed-circuit thinking cannot be entirely avoided. We 
select our circles ofinfluence and we have apropensity to welcome that which 
confmns our thinking and resist that which challenges and contradicts it. But 
we can reduce the dangers of our thinking becoming parochial and seriously 
dysfunctional by comparing our reference points with those formed in 
environments other than those in which ours were formed. This induces 
"double loop learning" which enables us "to take a double look" at things and 
to question the relevance of our operating norms.2S It alsohelps us to relate our 
work to the wider context of thought and need. 


4. Articulating Learning 


"Whatare we learning?" Thisquestion canbe asked at any stageoftheprocess. 


It never fails to evoke significant responses-frequently unexpected, always 
productive. There is an exampleofits effectiveness in the study oftheproblem 
on failure in Chapter 2. Spontaneously, the whole group knew what they had 
to do to tackle this problem when I asked them what they were learning: "We 
must get this kind of discussion going amongst the people with whom we 
work!" 


I use the question frequently, especially when I and those with whom I am 
working are stuck or struggling with a bad experience. Addressing it causes 
us to look at whatever we have been doing from a different angle. It distances 
us from direct engagement with the subject-matter and gives us a new 
perspective on it and our activity in relation to it. The analogy that comes to 
mind is of craftsmen or artists standing back from whatever they are doing, 
walking around it and looking at it first from this position and then from that. 
Viewing their work in this way helps them to assess it and to decide what, if 
anything, now needs to be done. Thus informed, they can return to close 
engagement with their material. Asking this question, therefore, frees people 
to change their mental and emotional perspective--a coffee break can, of 
course, have the same effect. It stimulates lateral thinking, it gets people to 
articulate feelings and part-formed thoughts generated by the activity. 
Establishing what we have learnt from a particular experience-and there is 
always something to be learnt-adds value to it. In fact, it can salvage bad 
experiences. It is a way of building up our own practice theory. It helps us to 
rise above circumstances. 


Also, by directing attention to what we are learning about doing God's will 
in the church and in society, it reinforces the vocational education model upon 
which the approach advocated in this book is based. Were it based upon a 
therapeutic model, thequestion would be, "Areyoufeeling better?" Ofcourse. 
this could well be asubordinate question, but the primary issue in this context 
is about what weare learning about ourselves as workers and the work in which 
we are engaged. 


5. Meditation, Reflection and Prayer 


As I said earlier, this process is most effective when it is used in close 
association with meditation, reflection and prayer. They are different but 
complementary activities. Analysis and design are in the active mood and 
mode of being; they involve the disciplined application of mind, inspiration 
and heart to the job of working things out systematically; they are carried out 
by logical dialogues informed by intuitions. Reflection is in a different mood 
and mode. It involves concentrating and waiting upon things meditatively, 
"listening" to what they might say. Prayer is adialogue with God about things. 
Meditation, reflection and prayer allow the free association of mind and heart 
with all that is happening in the widest possible context. These different 
activities draw and feed upon one another. Working at things systematically 
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and praying about them in a context of pastoral care integrates the activities, 
creates a spirituality of its own, generates and releases energy and enables 
people to work creatively for human and spiritual development. 


6. Evaluation 
The processes I am describing enable people to evaluate past experience 
through analysing it in relation to a cluster of reference points and through 
reflecting and meditating upon it and praying about it. Similarly, they enable 
workers to evaluate their ideas for future action. At the same time they 
encourage people to articulate what they are learning and thus to evaluate the 
processes in which they are engaged. The result is that continuous assessment 
is written deep into the analysis and design of church and community work. 
Thus evaluation is an integral partofthe process of thinking things through, not 
simply a stage in it. Consequently wherever, whenever and however people 
use this schema they have to be able to handle continuous feedback.l consider 


that later. 
Other ways of evaluating can complement that which is embedded in the 


analysis and design of work programmes. That is why in Figure 5:2 I have 
shown evaluation following through the action. Various systems are used to 
evaluate different kinds of change.26 The one I use involves assessing change 
in relation to objectives and purposes - I call it a "directional analysis of 
change". And I use "behavioural indicators" to assess changes in things such 
as commitmentwhich cannotbe directly observed or measured. Topursue this 
further would be to go beyond the scope of this book. 


ll. USING THE SCHEMA 


So far in this chapterwe have presented aconceptual framework, a schema,for 
analysing and designing church and community development work and have 
explored some of the things involved in using various aspects of it. Now we 
tum to using the schema to promote human and spiritual development. 


This schema can be used by individuals on their own to help them to think 
through their work. No area ofwork is too small or too largefor these analytical 
methods. Colleagues, teams and groups can also use it. Workers and 
consultants, too, canuseittohelpindividuals, groups,churches andorganizations 
to think about and to plan their work. Clearly there are significant differences 
in using the schema in these different ways and settings. Those will be 
considered later. Here we will concentrate on things to be taken into account 
in using the schema in any way whatsoever. 


1. An Art and a Craft 


Presenting the schema in an orderly way as wehave donecould mislead people 
into thinking that they have to use it, privately or with others, in a rather 
mechanical and inflexible manner in order to put their thinking and that of 
others into precisely the same tidy shape. That is not the aim. The intention 
is that the schema will help people to organize their thoughts and ideas about 
themselves as workers and about their work in ways which will enable them to 
make theirbestcontributions in theirsituations. Doing thatinvolves promoting, 
within workers in relation to their work, creative interplay between theschema 
and 


• the ways in which the people concerned naturally and normally think: 
about things; 


• the thoughts and feelings that the people have about themselves as 
workers and their work; 


• the subject-matter under consideration. 


The potential for variation in each of these three factors is enormous and the 
permutations ofthem are infinite. People, for instance, think indifferent ways 
and at different speeds. Many things alter the tempo and rhythm of thought. 
Some people want to think: from the abstract to the concrete whilst others are 
only comfortable when discussion is earthed in actual situations. Some people 
want to work through things systematically, whilst others like to move at will 
or whim from one topic to another. Turning to the second factor, people may 
be preoccupied with a particular difficulty or an idea or something they want 
to do. And the emotional investment that people have in the subjects under 
discussion will vary enormously. Some will be very clear, others confused. 
Similarly, the subject-mattercould vary enormously in contentand complexity. 


Clearly, whether we are using the schema on our own or with others, 
promoting creative interplay between so many human factors, subtly different 
and bewilderingly complex, is an art or a craft. It calls for self-knowledge, 
skills in working on our own and with ourselves and others, sensitivity to 
thoughts, feelings and situations, and the ability to choose appropriate ways of 
using the schema. Sometimes, for example, it is right to go through the eight 
stages systematically, or versions of it, as we did in the case study and the 
situational analysis (Chapters 1and 3). But even then itis essential to have the 
freedom toexplore, to revisitprevious stages and to visit stagesnot yet reached. 
At other times it is necessary to start with the things with which we are 
preoccupied or which we fear: beliefs or action plans for example. Then, from 
that point, to work backwards and forwards through the stages until all the 
necessary analytical and design work has been completed. Or, again, when 
working with others, it may be necessary to get people to work at stages they 
are neglecting or avoiding. 
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Then there are other choices, whether one is working systematically through 
the stages or in a much more discursive way. These concern methods. When 
working on adevelopment agenda, for example, it might be appropriate to do 
some hard disciplined thinking about the alternatives and their respective 
advantages and disadvantages as a prelude to making decisions. On the other 
hand, itmightbe much morecreative to meditate or reflect orpray orstate what 
is being learnt about making development agendas. 


Then there is the choiceofperspective from which to do the analytical work. 
Sometimes it is right to focus on situations, problems and cases in relation to 
one's own reference points. At other times it is right to consider one's own 
reference points in relation to a situation and/or independent reference points 
and set the work in a wider context. Choosing the most helpful perspective 
from which to analyse and design, selecting aspects of the schema and using 
them in the most creative way, is amatter ofjudgement, skill and style calling 
for the artistry of the craftsman in sculpting church and community work, the 
analytical rigour of the scientist and the systematic approach of the technician. 


2. Working to the Whole and the Parts 


The craft, therefore, requires the ability to work ateach stage separately and to 
the whole process. Each stage can result in a completed piece of potentially 
useful work: a building block. A sound design, for example, is aconsiderable 
achievement even if it is not deployed for some considerable time. The value, 
veracity and viability of the product of one stage depends upon the reliability 
of the stages that have preceded it: decisions depend upon planning, planning 
upon designs and design upon analysis. Error at one stage flaws the next. 
Fortunately the insights gained from alaterstage often reveal errors in an earlier 
one. But this does not always happen. 


One of the ways of avoiding the cumulative effect of error is to review 
periodically the stages covered in relation to each other by summarizing what 
has emerged from them and looking carefully at theconnectionsbetween them. 
Contrasting and comparing stages can show whether or not the stages are 
building upon each other in the most constructive way. Using the schema, 
therefore, involves changing perspectives between attending to the stages of 
the process and to the process as awhole and focusing variouslyon the people, 
their situations, the schema and the interaction between them. 


3. The Dynamic 


Working for development with people in church and community is as 
complicated, messy and difficult abusiness as it is exciting and absorbing. So 
is thinking about it. Theprocesses we are discussing helppeople to think about 
their work and to go about it in a more orderly and analytical way. They are 
tidy tools to workon untidy material. Concentrating on thetidy toolscould give 


false impressions: that using the tools is as tidy as the tools themselves; that the 
subject-matter is more tidy than it is; that the thinking will be functional only 
if it is as tidy as the layout of the process. The aim is to get and maintain the 
clarity of thought which gives life to the dynamic ofcreative activity within the 
peopleconcerned. Abitof tidying up, tocontinue the metaphor, can sometimes 
do this better than a thorough spring-clean. It is a matter of doing the amount 
of thinking and clarifying with which people can cope; no more and no less. 


It is easy enough to indicate the untidiness and complexity of the thinking 
process but I fmd it impossible to model it in still pictures and diagrams. For 
instance, thinking about an old experience is a new experience which can 
include new experiences of the original experience. As we think, act and 
evaluate, we continuously look back to former experiences to bring forward 
anything ofuse in the presentwhich we canuse in the future. "Layering" is one 
way ofdescribing the process of adding to previous experiences new layers of 
analytical and evaluative thought about them which contribute to an evolving 
understanding and interpretation of them. This happens in the use of the 
processes we are considering. The linearity of the diagram denies it. The 
"pastoral spiral" which some people prefer gets a little nearer to it but misses 
dimensions of my diagram. 


Another metaphor, the incoming tide, helps me to represent rhythms in the 
process. Withdrawing from the action to think, plan and evaluate is like the ebb 
ofthe tide. Itenablesworkers to gather themselves for the nextwaveofforward 
movement. Action, like the tide, sometimes moves gently forward whilst at 
other times it surges. Some ground gives way quickly to the incoming tide, 
some resists it. What is important is that the action tide is incoming. It is not 
always easy to discern whether tides are coming in or going out when they are 
on the tum. In human and spiritual affairs the eddies, currents and endless to 
and fro movements of human beings in thought and action often make it 
difficult to determine the flow of things. 


Several pictures of the processes of moving from experience to creative 
action areemerging. Onepictureportrays it ineightcarefully differentiated and 
inter-related steps. Another shows the movement of human thought from the 
present to the past, backwards and forwards to the future which forms new 
layers to old experiences and is ever generating new experiences. Yet another 
shows it tobe tidal. Certainly ithas apulse. Thesepictures arecomplementary. 
Together they prevent the process being seen as either formless or as an 
inflexible, closed, mechanical system. It is living and vital, at its mosteffective 
when it resonates with the rhythms of thought and action of people and 
enhances their creative dynamic.27 


4. Using it with Other People 


Basically there are two ways of using this process when working with other 
people. ThefU'St is to lead them through it stageby stage in away which seems 
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appropriate to the leader or worker. The schema as awhole is not disclosed at 
the outset: the leader uses it as apersonal mental map. The second is to get the 
commitment of those involved to the process from the outset by describing it 
to them and adapting or adopting it. The first is to be preferred when. for 
example, people are likely to be put offor overwhelmed by the presentation of 
all the stages. The second is to be preferred whenever possible because all 
those involved have opportunities to contribute to managing the process and 
this, in turn, maximizes effectiveness and learning. Shared understanding of 
the process engenders discipline amongst the participants and gives them 
freedom; thediscipline to follow theprocess and tosee that all necessary stages 
are covered; and the freedom to modify it as required. 


S. The Human Factor 


Workers and people are the make-and-break factor in these processes of 
thoughtful action. The processes will only work if they have th~ per.s?nal 
resources and the skills and the will to use them. The human factor IS cntical. 
1hree aspects of this are considered in this section. 


a. Workers as their own Analyticallnstruments28 


The processes work in and through the people who engage in them: the 
workers. They provide the data from their observations. Everything, including 
the perspectives of others, is processed through their minds, hearts and souls. 
The principal axis of the process is their perspective. Much vital data is 
provided from their experiences of the situation upon which they are working 
and whatotherpeople think andfeel. Otherdata comesfrom research, surveys, 
published papers, etc. They interpret their own data and that of others. The 
infortnation they workonis variouslyabout places,buildings, details ofevents, 
money; experiences ofpeople and God; ideas and concepts, etc. They use their 
beliefs and noxiants as reference points and they assess resources and needs. 
The human factor dominates. Human error is omnipresent. Workers are their 
own analytical, design, decision-making and acting instruments. 


Most of their infonnation comes through the workers' own observations as 
participants in their working situations. Participant observation29 is the 
principal research tool used in community studies, anthropology and action­
research. (The processes described in this section are action- reflection-action 
procedures and sequences which have much incommon with action-resear~h.) 
Members of these disciplines have put an enonnous amount of effort mto 
studying the theory and practice ofparticipantobservation and experimenting 
with its use in orderto make it as reliable an instrument as possible. "Participant 
observation"has, in fact, become a technical tenn for all that is involved in this 
way ofcollecting andcorrecting data whichhelps towards abetterunderstanding 
of human situations. 


All of us participate and observe. We cannot help doing so. What I have 


learnt about ''participant observation" from the three disciplines mentioned 
above has enriched my ministry. It has helped me to be much more effective 
as a minister in my work with people in church and community. It has helped 
me to take better account of the effects that my part in the scheme of things and 
the nature of my participation have upon my observations. (The kind of 
participation varies greatlyfrom activeleadershipto apassivepresence.) Ithas 
helped me to take into account ways in which Idistort data and deceive myself. 
It has helped me to be aware of the ways in which data is distorted by 
misinfonnation, evasions, lies and "fronts" and the need to correct it. It has 
helped me to see the value of recording what I have seen and thought. The 
enonnous value of participant observation is that it enables workers to study 
human situations from within, the changes and developments as they occur, the 
sequence of events which lead to changes for the better and worse, and the 
causes of change. 


When working with people for human and spiritual development, some 
people hesitate about using anything that smacks of a scientific method. They 
feel that "studying people" with whom they are working in loving, caring 
relationships can affect their relationships with them adversely. I agree, but the 
processes described in this book are designed for workers and people, 
separately and together, to study the work in which they are engaged. People, 
of course, are involved in the work and processes but the emphasis is on 
thinking through critical aspects of our vocational work or apostolate in order 
that we may do it more effectively and with growing satisfaction. 


This is not the place to explore this subject further. I have described 
elsewhere ways in which this method helped a group of ordinary people to 
solve problems connected with violent behaviour which had vandalized and 
closed our youth club.30 Also some books are listed in the notes for those who 
would like to pursue this matter further.31 


b. Feelings and Emotions 
Part Oneillustrateshowfeelings and emotions ofvaryingkinds areinextricably 
intertwined with ideas, thoughts. beliefs and concepts in the lives and working 
relationships of church and community workers. They can range from 
depression toexcited anticipation. Generally speaking,problems andcases are 
associated with a sense of failure and all the pain that goes with it. Examining 
whathashappenedprobes sensitivewounds. Workers canexperiencefrustration 
because they sense opportunities have been missed and that they have lost the 
initiative. Not surprisingly, they tend to be defensive and apprehensive 
because they know healing will hurt and that there could be hurt without 
healing. 
Quitedifferent emotions arecommonly associated with new projects. Workers 
are excited about thepossibilities and promise ofnew beginnings, the challenge 
of exploring the unknown and of creating something. Getting people to take 
ahard look at difficulties they had not previously seen in a project that they are 
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on fIre aboutcan all too easily dampen their enthusiasm and weaken their will 
to continue with the project. Working to feelings and within the emotional 
competence of people. therefore. is as necessary as working to thoughts and 
their intellectual competence. People simply cannot think straight when they 
are out of their emotional depth. Defensiveness prevents creative thought. 
Panic is the end of rational thought. 


A vital question for workers. co-workers and consultants is implicit in all 
this: whathelps people towork atfeelings and todevelopemotional competence? 
I venture the following suggestions. based on the things which I have found 
help the negative feelings of people to give way to positive ones and which 
enhance their emotional involvement in their work. 


•	 Offer and honour confldentiality. 
Establish an understanding with the people about what they require of •
 
you should their feelings take over.
 
Acknowledge and acceptfeelings ofany kind as a legitimate partofthe• 
reality of the work situation but avoid inflaming them. 
Work to feelings and thoughts. (One way of doing this is to ask people• 
"How do you feel?" as well as "What do you think?" Another way is
 
to ask if any feelings are inhibiting their participation.)
 


Work with people on their feelings with empathy but non-emotively.
 • 
(At times I have found myself adding my feelings about. say. the
 
injusticeexperienced by someone.to theirs and using emotive language.
 
Generally speaking. this does not help, whereas controlled emotional
 
involvement does.)
 
Work at feelings specifically and with objectivity. (Working at
• 
feelings in relation to specific situations. people and events using 
expressive but non-emotive language helps to do this.) 


Help people to express feelings that they need to make explicit and help• 
them guard against the danger of saying things publicly that they will
 
subsequently regret having said. (Sharing thoughts and feelings is
 
always arisky business. One of the things I do when I think people are
 
about to take too big a risk is to hold them back for a moment and ask
 
them to consider whether they need to share whatever is about to
 
come.)
 
Check out and take seriously how people feel about doing things.
• 
(Sometimes people cannot enter into a discussion about something 
because they cannot see how it can be done or they cannot see 
themselves doing it. Ithappens to acolleagueofmine. Theyneed some 
idea of how the thing might be done before they can discuss whether 
it should be done.) 


•	 Plan for affective involvement. 


Working with people affectively in these waysgives thememotional confidence. 
develops work programmes with which they are most likely to be able to cope 
and gradually extends their emotional competence. 


c. Handling Feedback 
In addition to the technical and conceptual skills required. the ability ofpeople 
to participate creatively in the processess described in this chapter depends 
upon their capacity to handle positive and negative feedback constructively. 
They are likely to experience both kinds offeedback. My experience has been 
that, overall, the effect of working through the process is invariably positive: 
facing up to and working through negativefeedback is releasing and renewing; 
moving from designing and planningcan tum anydisappointmentexperienced 
in the analysis to the hope and expectation that comes from new plans and 
knowing just what to do. Part One illustrates this. The objective of this section 
is quite specific: it is to bring this important but often neglected aspect of the 
process into full view in order to encourage and help people to prepare 
themselves for it in advance. As people think their way through these 
processes, feedback can come to them in four different ways: they will 
certainly experience the first and probably the others as well. 


Self-feedback.This feedback is the innerresponse we experience when we are 
involved in some activity or other in private or in public or when we are 
reflecting on it. Wefeel whether things are going weIl orbadly. His immediate. 
unbidden and can be difflcult to control. It is the response of our whole being 
to whatever is happening. Every part of us is affected by our feelings. our 
mood. our composure and our energy level. It can variously freeze or free us; 
it can affIrm, confIrm, confound, confuse and embarrass us. It changes our 
state of mind and being and our ability to think and act. Some of the worst 
experiences of negative self-feedback come when least expected and 
consequently are more devastating. It must be said that self-feedback is not 
an infallible or even reliable guide to our performance as experienced by 
others even though it is often a good indicator of what is happening and of 
our effectiveness. Our poise, well-being and performance depend upon being 
able to handle, in public and private, a range of feedback from that which 
flatters to that which devastates. 


Unsolicited feedback from others. The supportive and evaluative value of 
unsolicited and other forms of feedback is dependent upon the perceived 
motives. insights and sincerity of those who give it. It can be the expression 
ofjoy at some success or support at a time of failure or loss. It can be a caring 
challenge. On the other hand, it can be an attempt to hurt or to curry favour. 
We need to be able to discern feedback that must be taken seriously. 


CasuaIly solicited feedback. More often than not it is when we are feeling 
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battered or uncertain that we solicit feedback casually. Loaded rather than 
unloaded questions come more easily to our lips under such circumstances. 
We are more likely to say, "I did all right in that discussion, didn't I?" than 
"Please give me you honest opinion of my performance in that discussion". It 
is more difficult to give an honest answer to the first because the request is for 
affirmative support rather than an assessment. 


Serious attempts to get reliable feedback. Various methods of evaluation 
and survey can be used to get reliable feedback. As we have noted, the process 
described here is evaluative. 


Possible aids to handling feedback. What will help us to handle feedback 
especially that which hurts, deflates and erodes confidence? Answering that 
question helps us to prepare to tackle the process and the feedback openly and 
more confidently. Church and community workers with whom I have 
discussed this have found one or other of the following things have helped 
them. 


(i) The Importance ofProcessing Feedback. It is important to work on the 
basis that the quality of the human processing of feedback, not the nature or 
quality ofthefeedback, determines the substantivelong-termeffects that it has 
upon those who receive it and those with whom they work. Even though 
research shows that the most common result is that success leads to greater 
efforts and failure to less,32 the reversedoes happen: "success can lead to taking 
things easy and failure to increased effort".33 Success can also lead to conceit. 
Research also shows that "those high in achievement motivation appear to be 
stimulated to greaterefforts by both success and failure".34 This underlines the 
enormous importance of the personal preparation to receive feedback and 
guidelines for processing it. 


(ii) Personal Preparation for Feedback. Some questions help to prepare to 
receive and work on feedback that comes in all four ways: 


•	 What kind of good and bad inner responses and reactions do you 
customarily make when you receivefeedback that is positive/negative? 


•	 What responses do those with whom you work often make and what 
effects does that have upon you? 


•	 What would you have to do in order to improve the way in which you 
process and use feedback? 


•	 What kind(s) of feedback do you need from whom or what? 


•	 Why do you need it? 


•	 Are there any dangers in trying to get it? 


•	 How can you get and receive it? 


(iii) Guidelines to Processing Feedback. Remain critically open to negative 
and positive feedback; don't dismiss or quench it by denigrating the sources. 
In relation to feedback, however, the source may be wrong and you may be 
right. Several things can help: 


•	 Make it usable and manageable by: 
-collating and condensing it to avoid the problems of feedback 
overload; 
-trying to de-personalize and objectify it possibly by writing it down, 
or talking tosomeoneelse about it. Look at itfromdifferentperspectives. 
Feelings are facts but try to avoid being preoccupied with them. Delay 
reaction when possible. 


•	 Determine quite specifically to what the feedback properly relates: to 
you? your work? your beliefs/purposes? your organization? Or is it a 
projection of a problem that others have? 


•	 Decide whether or not anything can be done about it and whether it is 
worthy of serious attention. 


•	 Try to keep things in proportion by counter-balancing positive with 
negative feedback and vice versa. 


•	 Avoidconfusing qualitative with quantativefeedback: oneperson may 
be right and the rest wrong and vice versa; the person who makes most 
noise mayor may not be right! 


•	 Evaluatefeedback and determine its implications in relation to beliefs, 
purposes, needs, resources and your personal performance (not onlyin 
relation to yourself) and in relation to what you know of its source. 


•	 Whenever possible seek help and support, not just one or the other. 


•	 Think, feel and pray things through. 


6. Using Appropriate Modes 


Successful use ofthesesystematic thinkingprocedures depends to aconsiderable 
extent upon selecting a mode of the process most appropriate to the people 
concerned and the task in which they are engaged. This variously involves 
translating the description of the stages and procedures into a language 
understood by and acceptable to those involved; choosing an appropriate 
mode; designing new modes when the available ones are not suitable; and 
structuring procedures to fit people and their circumstances. This is true 
whether we are working on our own or with others. 


Translating. The language used here to describe the process is appropriate to 
those who are comfortable with formal and slightly technical language. I use 
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it with some, but by no means all groups. Some people, for instance, I 
encourage to work through the process by using two groups ofquestions. TIle 
nrstis about reference points: Whatdo you want to do? (purpose); What don't 
you want to happen? (noxiants); Why? (beliefs); What are your resources? 
The second group is: What is the situation like? What changes would you like 
to see? What works and doesn't work? Why? What needs to be done? How 
can these things be done? How will we know when we have done them 
satisfactorily? What has to be done and who is going to do what? People and 
their situation would determine the order in which these questions would be 
put. Translating the terms into appropriate language is vitally important. 


Choosing. So far we have described the generic process and four modes of it 
related to working on problems, cases, situations and projects. The stages and 
sequences of the generic process are directly useful to help people think 
through things. I have used it in this way on a wide range of my own work and 
that of others. One example is work that I did over a period of two years with 
alarge ecumenical team. We agreed the process. They wrote papers depicting 
the situation as they saw it and as they would prefer it. I collected their replies 
and drew outcritical features. We gaveaday to discussing it and analysing the 
situation and toestablishing thedevelopment agenda. Someofthe work on this 
agenda the team carried out, some of itwe did together. Ihave worked through 
the same process with many individuals and groups in two hours or so. 


Sometimes the mode is appropriately self-selecting through the focus of 
people's attention on a problem, a case, a situation, a project or a whole 
prograrnrneofwork. Generally speaking the problem and case-study methods 
are apposite when they can be properly considered without surveying the 
situation as a whole. Situational and longitudinal studies of projects and 
programmes are necessary when overviews of the inter-related parts are 
required. Studying problems and cases can lead to, or clear the way for. 
situational and longitudinal studies. Studies of situations, projects and 
programmes can identify key problems and cases that would not have been 
identified by working on the cases and problems initiallypresented by people. 
Modes are not always self-selecting so it is prudent to check out which is 
appropriate. 


One of the issues is whether to start with problems and cases or situations. 
A way to check this is to ask at an early stage whether people experience this 
kindofproblemorcasefrequently. Ifnot, the problem orcase mode is probably 
appropriate. If they do, then it may be that there is in the people themselves. 
or in the way in which they work, or in the situation, a more basic cause of the 
difficulties. The natureofthosedifficulties/issues will indicate the appropriate 
mode. 


Designing. Tailor-made modes have to be designed if neither the generic 
process nor the four modes is sui table. (There is, ofcourse, considerable scope 


for adaptation in all the given modes.) Designing appropriate modes is a 
fascinating andfuilllling occupation. Aproject upon which Iworked illustrates 
this process. 3S It was entitled "Relationships in Mission". The aim was to 
promote deeper levels of interdependence and mutuality in the relationships 
between theOverseas DivisionoftheMethodistChurch (MCOD) andMethodist 
Churches in West Mrica. 


Three consultations were held between MCOD and the MethodistChurches 
in Sierra Leone (1984), Ghana (1985) and Nigeria (1986). The facilitating 
structure for these consultations was an application of the basic principles and 
processes we are considering. During thecourseofa week we worked through 
aseven-stageprocess: agreementaboutobjectives for theconsultation(reference 
points); establishing profiles ofthe churches (situations as they were); agreeing 
a programme of work to be done on issues of mutual concern during the 
consultation (development agenda); working on the agreed tasks in separate 
groups (designingprogrammes); sharingfindings and analysing and reflecting 
on what was being learnt about being together in the Kingdom of God 
(theological reflection); ensuring that the consultations flowed into the life and 
work of the churches (putting ideas to work); and preparing and agreeing a 
report during the consultation (recording). There were three core strands to the 
process: theology, relationships and practicalities, inclUding finance (key 
reference points). Versions of the chart in Figure 5:3 were used to explain and 
promote the consultative processes, which were set in a prayerful context. 


Structuring. PeoplenotonIydiffer considerablyin their ability andwillingness 
to think systematically but they are more capable of doing so in some 
circumstances rather than in others. Helping people, therefore, to work through 
things as thoroughly as they are able-and thatis the aim, not working slavishly 
through a process in a doctrinaire way-involves finding structures which fit 
them, their mood and circumstances. Both over- and under-structuring can 
inhibit thought. Frequently I have had the experience of people saying in a 
group that they feel inhibited from contributing something they feel to be 
relevant because it does not fit into the pattern that is emerging. Taking such 
incidents seriously invariably leads to a revision of the process, to acorrection 
of the structures and to new patterns of creative thought. Another frequent 
experience is ofpeople saying things like, "I am lost," "I do not know where 
we are going," "I just cannot see where that fits." This can be an indication 
oflack ofstructure or the failure to build up the unfolding pattern of thought so 
that everyone can see how things fit and do not fit together. One of my reflex 
actions to such situations is to summarize-I do it whenever Iget lost or stuck 
in working things out on my own or with other people. SummariZing is one of 
my most useful tools. It gathers up the thinking, and gives us a chance to take 
hold of it together and decide just what we must do next. We are most likely 
to get the structuring right if we: 
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•	 haveassimilated theessentials ofthe processes so that they are anatural 
part of the way in which we ourselves work at things; 


•	 tailor structures to people rather than people to structures; 


•	 work to the people, their thinking rhythms and their situation; (This is 
no easy thing when working with people who differ significantly, as I 
invariably do. I try not to leave anyone behind: working to those who 
can verbalize their thoughts most readily marginalizes the others and 
their contributions-and thebest thoughts do not always comefrom the 
quickest thinkers! I find that this generates trust and mutual respect and 
understanding of each other's thought-processes. As trust and respect 
grow, people think together more deeply and more quickly. This does 
not, of course, preclude comparatively fast-flowing conversations 
between two or three people which others pick up in subsequent 
discussions and from which they learn.) 


•	 stretch but do not overstretch people; 


•	 keep aweathereye open for indicators thatprocesses and structures are 
impeding thought; (Some indicators have been mentioned. Others are: 
the mechanical orland desultory application of the processes; lack of 
creativity; the lossofenergy;peoplenotapplying themselves;boredom.) 


•	 check out from time to time whether or not people are happy with the 
way of working; (This can be done with a light touch. Itdoes not have 
to be a ponderous evaluation!) 


•	 strike a working balance between competing objectives. (There are 
several competing objectives in this kind of work related to: making 
critical decisions when time for thought is seriously limited; involving 
as many people as possible in the decisions and getting as many 
insights as possible; helping people to learn how to work things out 
more thoroughly.) 


Such approaches to structuring formal and informal discussions help people to 
learn together as they work together. They give people clues about ways of 
promoting more creative thought through the informal conversations and 
gossip which are importantparts ofthe fabric ofhumanlife. The grapevine and 
networks carry much of the traffic that promotes or undermines human well­
being and development.36 


All this is highly pertinent to an important issue in community development 
highlighted by Professor Roland Warren. He suggests that community 
development can be "seen as a process of converting the community or parts 
of it into a formal organization for problem-solving and action purposes".37 
One effect of this is that it converts the much-valued gemeinschafl* (natural 


*gemeinschaft has three central aspects: "blood, place (land) and mind, with their sociological 
consequents ofkinship, neighbourhood and friendship".38 It is based on community sentiment, 
customs, commonly accepted norms and shared institutions and values. 
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community) to gesellschaft· (organized society). 
Ithas been commonly thought that the latter destroys the fonner. In part this 


is the case but more recent research demonstrates that they co-exist. The 
growth of gesellscha/t does. in fact. lead to the growth of gemeinschaft as 
people seek ways of compensating for living in urban society by generating 
"community". However this might be. there is the possibility of community 
development that seeks to promote gemeinschaft actually converting parts of 
the community into gesellschaft-like structures and methods. This tricky issue 
from community development resonates with the problem ofover-structuring 
analytical and design processes which we have just discussed. 


7. Subject-Matter 
These processes are used on various kinds of subject-matter: the actualities of 
working situations presented by the workers; what the workers think and feel 
about the situations; the beliefs. purposes. hopes. fears and aspirations of the 
workers; the understanding andknowledgederivedfrom many sources that the 
workers have about themselves. other human beings and church and society. 
The processes are designed to help workers to gather this information; to shape 
and order it so that it is most readily available and useful; to supplement it; and 
then to work on it so that it is used in relation to the purposes of the workers. 


In this way much complex infonnation can be brought into consciousness. 
At times workers can manage to use it creatively with the help of the processes 
without too much difficulty. At other times the difficulties of handling it are 
further complicatedby the cloud ofunknowing that surrounds us when we are 
working with people: always there are so many things it would help us toknow 
about whatpeople reallythink andfeel andhow they will respond to this or that. 


And there is another difficulty. On all sides the subject-matter opens out on 
to the disciplines of the social and behavioural sciences and theology and their 
endless literature. Seeking help from these disciplines in relation to specific 
work situations takes us into the complexities and contradictions of these 
disciplines. Not surprisingly. people stick to well-worn traditions and their 
habitual ways of working at things and are wary of new ideas! So much 
information can be overwhelming and intimidating. Several things can help. 
although the inherent difficulties do not go away. 


First. my experience is that for the main part people. especially pairs and 
small groups. can be very creative when they work at the infonnation and the 
knowledge that they alreadyhavein the ways Ihavedescribed. The introduction 
ofthe process greatly enhances the use to which they put whateverknowledge 
and infonnation they have. This is good because more often than not they 
simply have to get on with things and have not time to do any research. 


*gesellschaft "refers to the large-scale. impersonal and contractual ties that were seen by 
nineteenth-century sociologists to be on the increase at the expense of gemeinschaft"·39 


Second. when further information is needed the processes help to determine 
what is required.40 


Third, to be most effective I need to work within my own discipline and to 
concentrate on my own work situation. paying particular attention to the 
~te~a~es between my situation and the contextual issues and between my 
dlsclplme and that of others. Attention to those interfaces enables me to read 
off theimplications ofissues andotherdisciplines for my work and situations­
and thi~. in turn. infonns others working on the issues and in other disciplines. 
I hav~ Illustrated this later in this chapter from some work I did in Ireland. 
Th~s does n.o~ preclude my making excursions into other disciplines or 


~or~g on cntical contextual issues. On the contrary; it gives me a secure 
situational and professional base from which to make such excursions and 
many adv~tages accrue from doing so. For instance. I brought to the worked 
examples mPart One my experience and research into church and community 
develo~ment. But there are many difficulties and dangers in making these 
excursions ap~ from fmding the time and the energy and selecting promising 
areas. There IS the sheer number of disciplines that have so much to offer to 
ch~ch and community work through their study of things such as human and 
Sptr1~al de~elopment. churches. organizations. communities and the ways of 
working With them. And one thing leads to another: I find community 
development useful and that takes me into adult education. community studies. 
anthro~ology •ethnography•social psychology. urban sociology .... All yielding 
~se~l infonnation-and this is only one cluster of relevant subjects. Quite 
trrationally. Ifmd myselffeeling Imustmaster thesesubjects. Igetdemoralized 
because Icannot do so. It is precisely at this point that the orientation described 
at the beginning of this paragraph helps me. My objective is not to master but 
to forage: to sear~h fo~ ~ings which. once integrated into my own discipline 
(that of a ~ethodlst rntruster engaged in church and community development 
work~. Will e~ance my ability to do my work in my situation. So. in my 
f?rag~g two Important reference points-professional discipline and work 
sltua~o~-help me tofind my way around thecomplexities ofthese disciplines 
and slrntlarly around the complexities of the contextual issues. 


Afourth thing that helps me is the realization thatthesubstantivecontributions 
o~ a~l ~e relevant disciplines can be made only through people from those 
dlsclplmes working together. Theprocesses described in thisbook and the non­
d~~ti~e approach make unique contributions towards making such multi­
dlsclplmary partnerships happen and work. 
Fif~. when ~eople are approached non-directively they are more likely to 


share ~onnation about their thoughts and feelings which is highly relevant to 
promoting human and spiritual development-information that is which canbe . • • 


~amed only through people themselves giving it. The use oftheseprocesses 
which are thoroughly non-directive. therefore. provides a sound body of 
~ow~edge ~d underst~ding upon which to build. Those who habitually take 
dlrective actionareless hkelyto get into such privilegedpositions because they 
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are inclined tooverlay the thoughts ofothers with theirown thinking andplans. 
However, in working with people there is always so much we need to know that 
we do not know but desperately want to know. Questions and hypotheses are, 
therefore, important tools when working with people (cf. Chapter 7). 


The sixth point is the fact that we continually act to good effect in human 
affairs on the basis of a minute part of the sum total ofhuman knowledge even 
when we are working at full capacity or overload. 


So, having made the best possible use of the knowledge we have and that 
which we can bring into play through inter-disciplinary partnerships we can 
only commit the outcome and ourselves to God and his providence. 


8. But there is limited thinking time! 


Advocating this approach can all too easily give the impression that church and 
community workers should think about every aspect of their work in this 
thorough-going way all the time. Palpably, that is neither desirable nor 
possible. In one way or another we are thinking about things all the time. But 
at anyone time most of us can think in depth about only a few things of 
importance to us. We are most free to do that when other aspects of our lives 
and work are running smoothly as a result ofprevious hard thinking, studying 
and training. Not being able to think in this thorough-going way about 
everything does not mean, as some suggest, that there is little point in trying to 
think about anything in this way. Itpoints us to the vital importanceofselecting 
carefully just what we should be thinking about in this way at any particular 
time. Discerning this with perspicacity can make heavy demands upon our 
thinking and decision-making resources. The processes described in this 
chapter help people to engage in this kind of thinking. Our effectiveness in 
promoting human and spiritual development depends upon doing this whether 
ornotour thinking time is at apremium. Disciplining ourselves to do this helps 
us to encourage and enable others to do the same. 


The task is a challenging one. There is not much difficulty in getting people 
talking and thinking quite hard about things of mutual interest. We all 
experiencedifficulties in thinking about things that we need to think about,but 
do not want to. Exploring why we are resisting may be a way forward. 


My conviction about the need for this kind of thinking was reinforced 
recently when I reviewed in some detail the work we did over a period of six 
years in achurch, youth and community centre. I was impressedby thebreadth, 
depth and intensity of the thinking about fundamentals that went on. Ordinary 
people of all ages, Christians and non-Christians, engaged in it with me, using 
elementary formulations of the process described in this book. We had an 
enormous appetite for rigorous thinking about core issues that resulted in 
action. People's minds, as well as their hearts, were directing their action. 


m. COPING WITH CONTEXTUAL INTIMIDATION 


All aspects of church and community work: from local to national and the 
disciplines we have just been considering open out on to pressing contextual 
issues such as poverty, deprivation, injustice, sexism and racism, conflict, 
faction and violence. When I focus on work of the kind described in Part One 
I have no doubts at all about the value of what I am doing and I am confident 
about the processes I am using. My feelings are less predictable when I focus 
on aspects of the context, Le., the widercircumstances in which the work is set. 
Sometimes I am affmned in what I am doing, and excited by the possibilities 
I see. This is especially the case when some of the acute contextual issues are 
being experienced and tackled in the situation upon which I am working. That 
is, when I am working on concrete effects of poverty, injustice, or racism: I 
have restricted myselfto working at issues situationally rather than campaigning 
about them, important as that is. 


Atothertimes I am variouslychallenged, intimidated,overwhelmed, deflated 
and depressed by the puny contributions I feel I am making in relation to the 
awful vastness of human need; by new theories, approaches and methods 
which appear to invalidate the ones on which I am working; by the feeling I am 
dealing with symptoms rather than causes; by my inability to get to the heart 
of the matter which seems to be "out there" somewhere, and put things right 
at source; by theever-changing climates ofopinion in theeconomic and socio­
religious spheres and the many disciplines which form important parts of my 
context It is all quite disturbing. I cannot, and Iknow I should not, shut out the 
context, but there is a temptation to do so, especially when it is overwhelming. 


What I believe I need is a creative tension between me, my work and my 
context with which I can live-if the tension is too high or too low it is 
disenabling. I am still struggling with all this and I know that that is my 
permanent lot! The modest aim of this section is to share some of the things 
that have helped me and those with whom I have worked to make the tension 
a little more creative and bearable. 


1. Contextualizing our Approach 


One thing I fmd helps me is to reflect on the contributions that the processes 
we are considering and church and community development are making and 
could make to tackling critical contextual issues. This reverses the process 
from thinking of the implications of the contextual issues for our work to 
thinking of the application of our approaches to the contextual issues. I have 
attempted the latter in Chapter Twelve. 


2. Understanding the Dynamic 


How Iexperience the overall context is one part only ofthe dynamic interaction 
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3. Relating to the Wider Context
that takes place. How others experience itcouldbe significantly different. For 


One way of working at these things constructively is to consider what areinstance, unemployment and its consequences will be experienced q~te 
healthy and what are unhealthy relationships between ourselves and ourdifferently by the following: someone who is unemployed; em~l~yers. With 
context. Those with whomI have discussed this say thathealthy responses arejobs to offer; ministers ofreligion with guaranteed employm~nt ~stenng to 
those in which they accept and face up to the contextual issues in relation tocongregations composed of a rising minority of people Without Jobs and a 
their vision; listen to that which they do not want to hear; look for positives in majori ty in secure well-paid jobs. The positive and negative effects of.one or 


more contextual factors upon the interaction between these people IS very 
complex. The following simplified version ofthe dynamics, Figure 5:4, helps 
to keep some of this complexity in mind and to work at it to better effect. It 
illustrates the ways in which contextual factors affect workers, people and the 
work in which they are engaged and the relationships between them. 
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what appear to be negative contextual factors and vice versa; keep calm and 
think of what they can do; collaborate with others and seek any necessary 
technical help to become properly informed; accept the pain, take risks and 
pray. 


Unhealthy relationships, they say, are those by which they evade the reality 
by sticking to the status quo, burying themselves in their work, isolating 
themselves and rubbishing new ideas and those who propose them. Panic, they 
say, is abadresponsebecause itparalyses themordrives them into inappropriate 
action. Examining these kind of responses helps people to determine the 
approach they wish to adopt towards contextual issues. 


This can be followed by another thing I have found useful: tracing out the 
actualities of the patterns of interaction in given situations through flow charts 


1 or diagrams. This can promote mutual understanding and support between 


I
I
I
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workers. Those who wish to pursue this more rigorously mightfind some work 
by Gareth Morgan helpful.41 


4. Detennining the Implications of the Context for my Work 


During the 1970s and 80s I was involved in work-study courses in Northern 
Ireland. On the first course with an ecumenical group of twelve people, the 
work papers contained no references to the "troubles". (At that stage we did 
not ask them to write about the context as we did later: cf. the Appendix.) The 
situations described could have been anywhere in the UK; yet one person was 
working on the ''peace line" and another in the Shankill Road and still another 
on the Falls Road! Understandable and responsible caution could explain the 
omission. They were taking considerable risks by joining an ecumenical 
group; to put things on paper about the "troubles" could have been dangerous. 
We raised this omission with them and after everyone had painstakingly 
committed themselves to absolute confidentiality they discussed it with us. 


One of the things that emerged was that they desperately wanted to make 
contributions to peace but they felt that they could only contribute through 
becoming political activists. They did not want to do that. * They said that they 


·Very interestingly some years later I read this comment by Professor Hywel Griffiths, 
written some two years after the incident I am describing. 


..... community work itself has come to be associated with left wing political activism. I 
do not like [this] for two reasons. 


"In the first place I do not like it because I believe it is based upon a delusion. The delusion 
consists of believing that community work is concerned with political action and that 
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were priests, ministers, religious, church and community workers at work in 
local churches and communities. That is what they wished to remain. They 
wanted to make their contributions through their vocational work. 


So we focused on promoting change through the work that they did with 
people as ministers, priests, religious and church and community workers. 
Everyone was amazed at what emerged. They saw their ministries in a new 
light. The following extracts illustrate the points made. 


One of the changes that they wished to see was "a deeper and wider mutual 
understanding between people divided by religious and political faction, 
resulting inless fear, more trust and more loving relationships". They said they 
could contribute towards achieving these changes by getting local groups of 
Christians to meet people of different denominations in different areas. First 
they would begin in their own communities with those whose differences are 
considerable but less than those between separated communities. This, they 
felt, would enable them to learn about the processes ofcrossing divides before 
tackling the bigger divisions between people and communities. They would 
build personal relationships through cultural activities before tackling the hard 
questions of sectarian divisions. They said that they needed to get as many 
people as possibleengaged in the kind ofexercise in which they were involved 
(those engaged in discussing the problem of failure in Chapter One said the 
same). They felt that it was important to get the following people to think in 
the way that they had done because they influenced large numbers of other 


therefore through community work one can have an influence on politics. There is DO 


evidence to support this belief: indeed there is much contradictory evidence. In Ulster where 
1 worked for many years during the seventies 1 found myself working occasionally with 
community groups and organizations that were prepared to set aside conventional ideas of 
legality and morality in pursuit of their aim. Even then with all the considerable force that 
they could muster and all the recklessness they displayed they could not effectively playa 
political role. All that they could do at the political level was to interdict on occasion; all their 
best socially-useful work was undertaken at a sUb-political level. Direct action may provide 
new services on a self help basis or affect the outcome of a particular decision which has to 
be made; but generally it can have no effect on decision-making systems and therefore has 
no political significance. 


"Secondly I do not like this association because it would identify a strategy for effecting 
social change with a political ideology in a way which would not only prevent other political 
groups from embracing it but even encourage partisan opposition to it. The values of 
community development are plain to see and it may very well be that they might have appeal 
to more people of one political persuasion than another. 


"But that is not a sufficient argument for making them the property of one political 
grouping rather than another. Moreover the attempt to do so, as we are witnessing today in 
the espousal of certain forms of voluntary action by the party in government, carries with it 
the grave danger of splitting voluntary action and those associated with its promotion into two 
rival camps. If that were to happen we would all find ourselves serving someone else's 
political purposes and rather than having an influence on politics we would instead lose our 
own credibility. As professionals seeking to promote community development that credibility 
rests upon our expertise and our integrity and not upon the political principles and affiliation 
which we may personally hold,'04z 


people: clergy and lay leaders, extremists (andbetween them they had pastoral 
relationships with such people from all sides), teachers, youth and community 
workers, the media. 


One of the things that they said would help them to do this was an analysis 
by Dr Henry Grant43 of the social and religious interaction between the various 
faction groups which followed violent events. Another thing that would help 
was to follow the way in which theirdiscussions hadbeen structured: open and 
free exchanges about whetheror not to discuss the implications ofthe "troubles 
for them" and the arrangements for doing so; establishing the objective of the 
discussion; considering an analysis of the socio-religious dynamics of the 
troubles (in thiscase theoneby DrGrant); identifying the changes that they felt 
could have far-reaching effects for good in Northern Ireland and the various 
things needed to make those changes; determining just what they could do 
towards making those changes through their work in the church and the 
community. 


Others focused on what they could do to achieve the same changes through 
their pastoral work with people of all denominations who were bereaved, 
threatened, hurt and frightened by violent action, whatever their religious 
affiliations. Extended and deep pastoral counselling ofindividuals and groups 
provided opportunities to work through many of the deep questions relating to 
fear, bitterness, disillusionment, depression, hopelessness, desires for revenge, 
forgiveness, and Christian and other responses to tit-for-tat killings which 
would break the chain reactions ofevil. In fact, they saw that by staying in role 
they could try to strengthen the moral and spiritual infrastructures, with all that 
this could mean for healing and peace. 


These kinds of discussions influenced the work of the Jesuit Project 
described in Chapter Four which was done on one of the later courses in the 
series. It also greatly influenced the thinking of the Revd Fred Graham, a 
Church of Ireland priest who later wrote a dissertation about his attempts to 
promote better ecumenical relationships in a staunchly Protestant rural parish 
in Belfast.44 


Ihave told this story because it illustrates quite vividly that there is much that 
can be done in relation to major contextual issues through working with people 
locally in church and community in all kinds of situations. Other things have 
to be done by politicians and people of other professions. That is understood. 
What we are concentrating on is the unique contribution that can be made 
through church and community work in urban, rural and suburban settings; and 
that is determined by attending to the interface between the situation and the 
critical contextual issues. 
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CHAPTER SIX 


Designing 


Designing is "a kind of making".l Designers juggle things until they get a 
conceptual pictureofthecreative interaction between parts ofasystem thatwill 
do what they want it to do. Designs model how things work or how designers 
think that they will work. Producing designs is an important part of the 
processes we are describing. 


Deciding the word to use to describe this important activity was difficult. 
"Designing" is not a word in common use in church and community work. Of 
itself this is significant; it points to its neglect. It is widely used in engineering, 
building, the arts and the world of fashion. I could not think: of a better one. 
Designing, so closely associated with making and inventing things in every 
aspect of human life, is a key activity in constructive development work. 
"Planning" is another possible word but I prefer to use this for making the 
organizational arrangements ofjusthow, when and by whom designs are to be 
translated into action. 


Consciously or unconsciously we design work programmes and projects to 
meet our understandings of how people and things actually do work, how we 
think that they should work and how we think things should be done. 
Consequently, underlying all human action is adesign which reflects reality as 
we perceive it. Some designs work, others don't. Trying to make bad, 
inappropriate or impossible designs work is the source of many problems I 
encounter in church and communitydevelopment work.2Suchdesigns squander 
energy unproductively and cause scarce resources to be spent prolifically on 
repairing damage and salvaging projects rather than doing the job they were 
meant to do. Faulty designs bedevil (play the devil with) development work, 
workers and people. Workers and people become frustrated and disillusioned 
and experience conflict and pain. And sometimes they can blame themselves 
rather than the design. In some cases the effects of using bad designs make it 
impossible to do anything constructivealong similar lines for someconsiderabIe 
time. 


Forthe mainpart I find designs areimplicit rather thanexplicit. Consequently, 
clergy and laity do not normally work to them nor at them. More often than not, 
the inner design is formed by planning the outer action~r through using 
traditional, inherited or standard designs for church and community work such 
as clubs, playgroups, neighbourhood schemes, church audits. Rarely do 
workers, in my experience,address themselves direct!yand purposefullyto the 
design of their own programmes. Only afew of them have acquired the ability 
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to do so. Once they are alerted to the importance of designing and given some 
tools with which to do it they work atit with verve, as can be seen from the work 
that the Jesuits did which is described in Chapter 4. 


Designing, one of the most neglected aspects of all forms of church and 
community development work, is one of the most exciting but demanding 
activities, which pays high dividends. In this chapter I attempt to describe it 
and to give some clues about how to go about it. Then I invite you to consider 
the ideas about designing in relation to the worked examples in Part One. 


I. DESIGNS 


Preparing for creative action involves crossing the Rubicon between two 
complementary creative activities: analysis and design. To analyse is to take 
things apart in order to identify their inner nature and how they function. To 
design church and community work programmes is to conceptualize patterns 
ofhuman behaviour, action and organization which will achieve desired ends 
in specific situations and contexts because they fit what is known from 
theology, theory, analysis and experience about working with people and God. 
Designs are, in fact, models that disclose the relationships and organizational 
dynamics that are not normally observable. Designs show how to put the 
''parts'' together so that they work. A design, therefore, comprises a creative 
system of causal connections between people and organizations necessary to 
a programme of development work. The design in Figure 6:1 described in 
ChapterFour illustrates this definition-fortunately it is easier to illustrate the 
design process than to describe and define it.3 


This diagram shows thepattern ofworking relationships that the JesuitTeam 
believed would achieve their purposes in Portadown. Such designs are to 
church and community workers what architects' drawings are to builders. 
They show what needs to be constructed but they do not indicate how to do so. 
Our illustration, for example, does not show how to establish the working 
relationships nor the order in which todo so-butitdoes show the relationships 
that are needed to make the project work. Working out how to build those 
relationships is part of what is involved in making the design operative in· 
Portadown; that is, in taking it from the "drawing board" and embodying it in 
the workplace. Doing this involves planning, organizing and doing. At best 
these activities follow designing. Regrettably, because, as we have noted, 
designing is neglected, they are generally carried out without conscious 
reference to the design implicit in them. But no matter how carefully they are 
done they cannot be a substitute for designing and they are always more 
effective when the design is used explicitly. In fact, designing and planning 
and organizing are most likely to be done well when they are seen as discrete 
sequential activities. 


Other examples of designs in this book are: the bishop's work contexts 
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(Figure 3:1); the processes employed during the "Relationships In Mission" 
consultations (Figure 5:3); and the schemafor analysing and designing church 
and community work. which is of itself a design (Figure 5:2). 


il. DESIGNS AS ACTION-SYSTEMS 


Basically there are three approaches to the promotion ofchurch and community 
development through the use of the processes described in this book. The ftrst 
is to makechurches. religious and secularcommunities and Christian voluntary 
agencies more effective agents of overall human and spiritual development 
through their existing progranunes and structures. The second is to introduce 
new progranunes and projects into these agencies. The third is to introduce 
alternative ways and means ofpromoting development and contributing to the 
common good. Chapters 1. 2 and 3 illustrate the first approach; Chapter 4 
illustrates the second and third approaches. 


These approaches variously involve designing or re-designing action­
systems4 ofonekind or another. lithey are to work these systemshave to mesh 
positively with churches. communities. and organizations. which are the host 
systems.*They comprise inter-related parts which work. orare meant to work. 
inparticular ways according to the functions theyhave to perform. thepurposes 
they have to achieve in specific situations. and the beliefs of those involved in 
them. They vary inftnitely in nature. type. size. structure. and dynamic. and in 
the underlying design. Those involved in these systems can reject or accept 
ideas to modify their existing design and proposals to introduce new ones. 
Thus. development programmes and projects involve conceiving action­
systems that will work in the human systems that will host them and 
alongside other systems with which they need to engage creatively. For this 
to happen it must be possible to introduce the action-system of the new design 
without its being rejected before it is accepted by and embodied in the host 
system. All this is illustrated by the project in Portadown described in Chapter 
4. The Jesuits were introducing an alternative way of being and doing into a 
host community so that they could work with a range of Catholic. Protestant 
and secular organizations. By avoiding rejection they gave their project the 
time necessary for it to be embodied in the church. religious orders and the 
community. 


Thinking in this way of one system entering or modifying another helps me 
to think more realistically and comprehensively when designing development 
progranunes. It makes me think systemically. It makes me check for a ftt 
between action and host systems. Itreminds me that thehost and not the action­
system is the primary system. In some cases the aCtion-system is to the host 


·A system is "a group of related elements organized for a purpose".s It is "an organized 
whole made up of the interdependent elements that can be defined only with reference to each 
other and in tenns of their positions in the whole".6 


system what scaffolding is to a building and a starter motor to the engine. In 
other cases it is a new sub-system. Thinking in this way helps me to avoid 
designing progranunes which are "linear task models"? that cut through host 
systems destructivelyS. 


ill. ASPECTS OF DESIGNING 


Analysis is commonly thought of as a science and designing as an art. My 
experience is that each is both an art and a science. One of the dangers of 
thinking of designing as an art is that it can imply that one's ability to design 
depends upon having artistic gifts. Certainly some peoplehave more of aflair 
for designing church and community work development progranunes and 
projects than others have. However. my experience over and again is that 
people who claim to have no natural gifts in this direction can be pleasantly 
surprised at what they can in fact do. Awareness of the nature of the activity 
and the simple devices I will describe can release in workers imaginative and 
creative design ability that they did not know they had. My aim in this section 
and the next is modest; it is to share ideas that have helped me and clergy. 
religious and laity working at all levels in the church and community to design 
progranunes. 


Designing church and community work progranunes starts to become 
possible for me when I break it down into four discrete tasks. 


1.	 Determining precisely what the design has to do. Le. what it has to 
produce. the functions it has to perform and the ends to which it has to 
contribute and. equally important. what it has not to do (cf. the 
discussion about "noxiants"). 


2.	 Identifying the "givens" within which or in relation to which thedesign 
has to function effectively. I call these design criteria. They include 
things such as: beliefs about the ways in which one should/should not 
deal with peoplein general and in particularsettings and circumstances. 
culture. purposes. human and physical resources. work rhythms of 
the participants. contracts. commitments. constraints of particular 
situations. local factors. Designs that will work have simply got to 
meet these criteria. 


3.	 Thinking out designs (I discuss aids to doing this in the next section). 


4.	 Testing out designs. One way to do this is by the designers themselves 
checking a design with the function (1 above) and the criteria (2 
above). or by checking the design with people who know whether 
or not the design will work in the situation for which it is intended and 
whether or not it is a ftt with the workers' frames of reference. TIme 
after time I have seen such people suggest modifications that made 
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the difference between success and failure. Sometimes it is possible to 
test designs through pilot projects, but that is not always possible. The 
Portadown project is a case in point. 


The sequence is not invariable. In the design of the Portadown project, for 
example, the best statement of purpose came when the design was complete; 
"givens" emerged as we proceeded with the design and we were testing out the 
design for viability as each part of the design emerged. 


These processes are directed towards designing programmes and projects 
for specificsituations. They haveto fit givencircumstances-suitably adapted, 
they may well fit other situations, ofcourse. All situational designs, however, 
have to fit the granddesign of the KingdomofGod and meet thecriteriaderived 
from our understanding of it. What we are about, therefore, is situational and 
theological designing. Consequently, the study of the workplace and its 
context needs to be undertaken along with the study of the Kingdom. 


IV. AIDS 


This section continues the discussion started in the previous one about the how 
of designing by attempting to answer a clutch of questions. How do you fmd 
the causal connections in human affairs which enable people to live and work 
togetherevermoreeffectively and efficiently? How do youdesign programmes 
and projects which positively affect being, culture and spirituality? How do 
youfmd ways ofgoing about things that mesh into given realities andengender 
purposeful progress? Here I share quite simple things that have helped me and 
others to do these things. 


1. Forming Patterns 


All human situations are complex. Finding how things could go together 
creatively is not easy. When I am trying to do ajigsaw puzzle I put as many of 
thepieces as possibleon a tray so that! can start to see which pieces fittogether. 
This helps me to fmd "straightedges"whichframe thepicturepuzzle, to collect 
pieces that seem to go together and to start to work on parts of the jigsaw. 


Asimilar procedurehelps me to design development work programmes. I set 
out on a piece of paper notes of the "things" that could be part of the design. 
Reflecting on what I have found myself doing intuitively for many years, I 
discern a recurring pattern in the way in which I do this. Purposes, beliefs, and 
design criteria I tend to put around the edges because they constitute the 
principal frame ofreference. In thecentre and towards the left I tend to put the 
development tasks-in the centre because of the need to focus on doing them 
and on the leftbecause thatgives room to plot theprocess towards the purposes 
which I invariably put top-right and away from the things to be avoided in the 
bottom-right. Alongside this Inote theavailablehumanand physical resources, 


the events (meetings, services), the groups, the structures, the procedures 
which could possibly become part of the design. This process is not as orderly 
as it would seem from this description-it never comes out in the same way 
twice. Sometimes there is much on the paper, other times a few words or 
symbols. The objectives of this part of the exercise are twofold: to bring all 
these things into consciousness and to lay them out so that they can be seen, 
looked and stared at, and mulledover; and to ensurethatcritical and troublesome 
things are not overlooked. It is amazing how often doing this brings other 
highly relevant information andfactors into consciousness and into play which 
just had not occurred to people during the analysis. 


Now people can start designing by concentrating on all that is on the sheet 
until possibilities start to arise and connections are made by discovering how 
events, resources and people could possibly contribute towards achieving 
purposes; by discerning causal sequences and creative structures. 


This is asimpledevice involving setting out theparts as apreludefor looking 
for patterns-but who but an absolute master would think of playing chess 
without the pieces on aboard visible to sight? Ihave never known itfail to help 
people to get involved in designing. 


Sometimes the general outlineofagranddesign stands outand itis so clearly 
right that it only remains to fill in the detail. When this happens I find it , 


advisable to check it against any other possible alternatives that can be ji"
iii


conceived. When no design comes immediately to mind I try to think and get iii'Ii':
others to think of as many ideas as possible without reference to their merit, 1!li 


feasibility or viability. Frequently people who previously said that they were 'i 


stuck and had no ideas before the things wereput on paperfind to their surprise 
that they do have ideas. They start toput pieces togetheruntil acoherentdesign 
is produced and framed with reference points. When no design emerges I try 
one or more of the following devices. 


Reflecting on the things that could Corm parts oC the design. This can be 
done, for instance, by concentrating on the information until it "speaks to you". 
That involves waiting in patience upon the situation. Patterns often emerge as 
we simply gaze at things, concentrate on this and that, pursue thoughts that 
emerge, browse, focus in and out on this and that. (I actually look at it from 
another perspective and squint at it.) 


Consciously searching Cor a design by: working out who and what are 
essential to the design; searching out the connections that will enable them to 
work together to achieve the desired results; and finding ways of portraying 
objectively and succinctly the emergent design so that others can consider it 
critically. 


Brainstorming. The approach here is almost the opposite to reflecting. It is 
away ofeliciting creative thinking through generating an atmosphere in which 
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people share whatever thoughts occur to them as they occur, without reflecting 
upon their merit. To encourage people to think aloud, to engage in "free­
association", the atmosphere must be non-critical and non-judgmental.9 One 
thought triggers off another. 


Brainstonning is nonnally associated with groups, but it can be done by 
individuals. I do it often. One of the ways in which I do it is by simply putting 
things on a piece of paper as they occur as quickly as I can to keep up the 
momentum, to allow one thought to spark off another and to stifle relective 
thinking until I cannot think of any other ideas. Another way that I do it is by 
tracing out the free association of my thoughts by putting them on paper with 
connecting lines. When Icome to the end ofa train ofthoughtI start again with 
the next idea. Eventually there is a pattern of my thinking on paper. Tony 
Buzan calls these "brain patterns". 10 This of course can be done in, by and for 
a group. Once the ideas and thoughts are out we/I can work on them. Some 
will be discarded, whilst others may well combine to fonn a design. 


Lateral thinking. Edward de Bono coined this phrase. Lateral thinking is 
"sideways thinking", whereas the most common way of thinking is "straight­
ahead thinking", or what de Bono calls "vertical thinking". At best these are 
complementarymodesofthinking.I'OneofthethingsthatIgotfromdeBono's 
writings was the way I could obtain new insights by turning my attention 
from a problem that was defying solution by logical forward thinking 
(through, for example, using the problem-solving approach described in 
Chapter 2) to the first thing that caught my eye when I turned away from it. 


Anexamplecomes to mind. Earlyone morning Iwas travelling up to London 
with acolleague with whom I was conducting a course. As we travelled there 
were two topics of conversation, the nature of lateral thinking and a deep 
concern wehad that members ofthe coursehad shiedoffa topic that we thought 
was the key to a cluster of problems. Before we got off the train I suggested 
we think about the first thing that struck us in order to illustrate and test the 
lateral thinking method. Whatstruck us was that in amoment oftime theempty 
platfonn was flooded by commuters who were moving steadily through the 
narrow ticket collector's gate. Considering this we fastened on the flow 
problems that railway organizers mustface. After doing this for some time we 
said almost in the same breath. "Our problem with the course is that we have 
notgot the thinking flow right". An adjustment in thesequence was all that was 
needed; it corrected the design of the course. 


Lateral thinking is a way in which things nonnally dissociated are brought 
into proximity. This can just happen: an apple falls and Newton grasps the 
theory of gravity; Jeremiah stared with a glassy gaze at a cauldron on a fire 
fanned by the wind from the north and knew in a moment that disaster would 
flare up from the north.12 Such incidents are variouslysaid to happenby chance 
or by providence. However that may be, they just happen; they cannot be 
foreseen. Lateral thinking is a way of "contriving" comparable experiences. 


Comparingand contrastingtheactual, thepreferred (orthe ideal)scenarios. 
Dr Gerard Eganl3 has evolved a method of designing "action strategies" by 
describing and comparing "current" and a range of ''preferred scenarios". 
Questions that help to defme the preferred scenarios are: What would the 
problem look like if solved? What would the opportunity look like if 
developed? What do you want things to look like? Once described, these 
scenarios can be contrasted and compared with a view to discerning what 
action could help to change the actual into the ideal and the project design that 
would facilitate it. 


Viewing the actual and the preferred from different perspectives. Once 
the current and preferred scenarios are established, there are at least three 
perspectives from which to view themin the search for clues as tohow todesign 
programmes of action that move from the actual to the ideal. The first looks 
at both of them from some position objective to both; the second looks at the 
ideal from the actual; the third looks at the actual from the ideal.'4 Workers 
deeply involved in situations generally adopt the second perspective and find 
it difficult to move to the first or the third. People outside the situation adopt 
the first or third perspective and have to discipline themselves to gain 
something approximate to the second. Working on the third perspective is less 
common than working on the other two. It is the reverse of thinking and 
working our way forwards from what is to what we want. It is like imagining 
the way up a hill from the top rather than from the bottom. The interaction of 
perspectives can be generatedby deliberatelyadopting each perspective in tum 
orby members ofagroupforming sub-groups, each taking oneperspective and 
then sharing what emerges. Ideas for designs can come from these processes. 


Identifying "constraints" and finding ways of releasing them. Designs 
frequently concentrate upon using and reinforcing the positive drives and the 
growth points and develop programmes that bypass the constraints. The Revd 
David WasdelI'5 suggests we should work on the constraints: 


Research into patterns of organization development, carried out repeatedly 
since before the Second World War, and conftrmed in institution after 
institution, indicates that long-tenndevelopmentofan organization towards 
agiven objective is rarely achieved simply by reinforcing thepositivedrives. 
Time and again such a strategy starts off well but at another level of the 
organization's behaviour, it triggers off further negative constraints and 
inhibits the perfonnance of its task. These new constraints then mount until 
they overwhelm the new initiatives. At that point, whatever the energy put 
into the strategy, no apparent results are forthcoming. The organization 
becomes highly stressed, tends to withdraw its positive initiatives and moves 
into decline, retreating further away from the goals towards which it was 
trying to move. Christian congregations have proved to be no exception to 
this general rule. 
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Long-termchurch developmentrequires theidentificationofthoseelements
 
in the church's life which are acting as blocks, constraints, or inhibitors, of
 
the church's achievement of the particular goal in question. Once those
 
constraints have been identified, then strategic planning must focus on
 
releasing the constraints,removing theinhibitions,overcoming theblockages,
 
so freeing the church to move naturally under the powerof its already active
 
drives towards the goal it seeks to achieve.
 


Finding ways and means of overcoming and releasing constraints is one of the 
most important aspects of designing development work programmes and 
projects. 


2. Visual Aids 


Visual aids-charts,diagrams, maps, models, pIans-haveformed an important 
part of what I have said about designing. Sadly much designing and planning 
in church and community development work is done in people's heads and 
through talking things through. On many occasions I have sat through two or 
three hours ofaplanning meeting and no one has put a note on apiece ofpaper 
except myself: such a meeting comprises a group of "talking heads". I have 
been struggling to gi ve coherent shape to what has been said on my pad. More 
often than not the people areneither trained nor used to designing and planning: 
Such groups have neither private notes nor common reference pOints readily 
provided by words, diagrams, charts on a board or a piece of newsprint. Most 
people simply cannot design sound development programmes whilst they 
remain "talking heads". Infact, Icannotseehow itis possible todesign without 
resorting to the use of diagrams. Amongst other things, using the diagrams 
draws upon the righthemisphere ofthebrain (thenon-verbal) and complements 
the use of the left hemisphere (the verbal). (There is a section in Chapter 7 on 
the use ofdiagrams in analysis and design.) I fmd that the mostuseful diagrams 
simply come without words as I take up a pen to draw them. 


Somepeople can design and plan in theirheads and through talking but even 
then, as the following quotation shows, it is advisable to write them down: 


While it is perfectly possible to develop awhole plan in one'shead, it is better
 
to write itdown so thateveryonecanunderstand and agree what is to bedone.
 
This will avoidconfusion lateron, and ithelps toensure that an inexperienced
 
manager thinks through the project and works outwhat needs to be done and
 
who will do it.
 


Furthermore a written plan goes far beyond a brief description of the
 
project. .. and will allow responsible sponsors and others to help identify
 
pitfalls or opportunities for improvement.16
 


3. Separate Designing from Planning and Programming 


Separating designing from planning and programming enables people to 


168 ",. 
.:J-~,_ 


,a...


concentrate on designing freely and imaginatively. They are different kinds of 
activities, which, ifattempted together, can confuse each other. When we turn 
from designing to putting designs to work we are involved in making 
arrangements of one kind or another with individuals and groups, organizing 
meetings and planning events. Doing these things test out the design and its 
viability and may well lead to adjustments to it. 


V. COMPARING THEORY WITH PRACTICE 


Reviewing Part One in the light of the ideas and suggestions in this chapter 
about designing is one way of exploring just how designs can emerge. You 
might consider, for instance, how, in Chapter 4, the project designs evolved, 
and the contributions made by the methods you havejust read about. Another 
thing you might do is to model thedesign of the action plans emerging from the 
study of the case and problem in Chapters 1 and 2. Yet another thing to do is 
to examine the way in which the bishop made profound changes in the design 
of his theological project. (cf. Chapter 3.) To illustrate these changes I have 
modelled the original and the revised designs in Figures 6:2 and 6:3. The 
original design was one through which the bishop tried to get others to adopt 
the doctrine ofjustification by grace through faith. The revised design was one 
by which he intended to get people to share and explore their theological 
orientations.Theoriginal design is alinearchange model aimed atdevelopment 
through the theological conversion of others to a particular doctrine. The 
revised design is very different: it is a systemic process aimed at all-round 
theological development through engendering mutual theological acceptance 
(a key element in "justification"), understanding and critical interaction 
between people. The original design evangelizes to a given theological 
position; the revised design evangelizes to a given pluralistic theological 
process. The original is "single-loop learning" (Le. acting in relation to a set 
ofnorms); the revised is "double-loop learning" (Le. taking adouble look at the 
norms of all concerned). 


Both designs could be divisive: in relation to the original design, some 
people would object to the theological content and to the implicit theology of 
the approach and method with its propensity towards theological uniformity 
and exclusivism; in relation to the revised design, some would object to the 
theology ofthe approach, which is overtlyinclusive,pIuralistic andcollaborative. 
Initiators in both cases contribute their own theological ideas as well as 
facilitate the processes-even if these are different ones requiring different 
skills and commitments to different theological stances,positions and processes. 
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VI. CREATIVE NATURE OF DESIGNING 


Arthur Koestler summarizes so much of what I have been trying to say in this 
chapter. He captures theereative nature ofdesigning in this quotation taken out 
of his context and placed in mine: 


The creative act is not an act of creation in the sense of the Old Testament. 
It does not create something out of nothing; it uncovers, selects, re-shuffles, 
combines, synthesizes already existing facts, ideas, faculties, skills.17 


To engage in this kind ofereativity three activities mustbe brought together to 
form a causal triangle: analysing, synthesizing and designing. Together they 
form apowerful nucleus in all forms ofchurch andcommunity work. I express 
them diagrammatically in Figure 6:4. 


Synthesizing 


Designing 


Analysing 


FIGURE 6:4. A CREATIVE NUCLEUS: ANALYSING, SYNTHESIZING 
AND DESIGNING 
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CHAPrERSEVEN 


Basic Equipment 


So far in this book I have demonstrated the skills, abilities and equipment 
required to analyse and design development work through describing how 
some people did it and examining the processes by which they did it. This is 
the counterpart in the written word to watching people do something and being 
told why they are doing it in that particular way. Actually the written word 
allows us to "watch" what is done in slow motion and to stop and examine any 
stageat will. This approach is significantlydifferent from thatoflisting generic 
skills that people need to have in order to analyse and design on their own and 
in groups, communities and organizations. I 


I have chosen this approach quite deliberately because it shows how, in 
analysing and designing, the personal and interpersonal processes, the tasks 
pursued, the skills and the abilities and equipment deployed are all of apiece. 
It illustrates how these things are embodied in reality and thus, to put it 
negatively, it avoids the separation of the parts. It is possible, of course, to list 
from what Ihave written the things people need in order to do this work. You 
might find it helpful to do so and to note those things you have acquired and 
those which you need to develop. There are things that can be drawn out which 
equip people to engage in every aspect of analysis and design. In this chapter 
I discuss the use of words, diagrams, questions and hypotheses or hunches. 


My experience is that I and those with whom I work are most creative when 
we work at things through the spoken and written word and through depicting 
things in diagrams. These three activities-talking, writing things down and 
constructing diagrams-draw upon a wide range of our faculties through the 
left and right hemispheres of our brains and they "speak" to each other. A 
distinguished economist and Nobel Prize winner, Sir John Hicks, testifies to 
the samekind ofexperience. He is reported to havesaid that he always explains 
his propositions in words, in diagrams and in mathematics and that he only 
publishes when he can do all three.2 


The combination of words, diagrams and fonnulae challenges the common 
belief "that 'thinking' is synonymous with verbal thinking".3 "Often", says 
Woodworth, "wehave to getaway from speech in order to think clearly".4 And 
Koestler claims that the "distrust of words is a trait often found among those 
who create with their eyes" and he provides evidence that many scientists 
"distrust conceptual thought" and reIyon "visual imagery".S All this illustrates 
different ways in whichpeople think. Thecombined use in group work ofthese 
methods enables people who think indifferent ways to make theircontributions 
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to better effect and it allows individuals to draw upon the different ways in 
which they think. 


I am awarethatbyrestricting myselfto my ownexperience and concentrating 
on these four things that I have found helpful I am missing out other ways that 
help people to think, analyse and design. Omitting them is notto dismiss them; 
it is simply to acknowledge that I have not used, researched and tested them 
sufficiently to write about their use in the processes ofanalysis and design that 
I am examining. 


Now to the four pieces of basic equipment. 


I. WORDS: SPOKEN AND WRITTEN' 


Church and community development is "talking work" (in contradistinction to 
manual or craft work)' aimed at getting people thinking, working and growing 
together and giving a voice and say to all participants. It is putting words and 
language to work for human and spiritual development. 


Words are the tools ofthought and communication. Theycanbe instruments 
of analysis, design, planning and carrying out work programmes with people. 
"Our ability to reflect on our experience", says David Smail, "is only as good 
as the linguistic tools available to us to do so".s Qualitative verbal interaction 
of a unique kind is the key to the corporate application of the processes of 
analysis and design that we are considering. This interaction is open and free 
whilst being focused, disciplined, structured and purposeful. It aims to give a 
voice and say to all participants and to take all contributions seriously. (I am 
amazed at theeffects ofaworker's taking seriously the first verbal contribution 
by a member of a newly formed group. Repeatedly I sense surprise, if not 
shock. and aquietness as the group takes on a quite different attitude and ethos 
modelled on the worker's response.) 


To promote this kind of interaction workers have to work as diligently with 
the words of others as with their own; they have to help people to find words 
to express themselves adequately; they have to help people to move from 
arguing, debating and using rhetoric to thinking things through together using 
all their resources and insights; they have to help people when words are being 
used in anger to hurt, to confront the issues constructively and to begin to care 
for each other; they have to act as translators and to fmd words to cross chasms 
of misunderstanding and disagreement as they help groups to fmd a lingua 
franca. (A large ecumenical team of well-educated professional people to 
whom I acted as consultanteventually came to the conclusion that toovercome 
the acute difficulties they were facing they needed a"more adequate working 
vocabulary".) 


To doall this, people and workers have toengagein openunrehearsed verbal 
exchanges-apart, that is, from prepared opening pieces which are of great 
importance-in situations that can be supercharged with emotion, positively 


and negatively. People and workers need considerable skills to work 
~llectively ~th ~ords in. these ways, especially when they are working 
WIth people differmg conSiderably in their verbal facility. They also need 
certain commitments, which we will consider later. 


For me, apreacher, to become involved in this kind oftalking work involved 
a conversion as shaking, painful and liberating as any I have experienced. It 
was from h~bituall~ using verbal facilities for my purposes and often, to my 
shame, unfalfly agamst those ofothers to acommitment to use them for others 
to put them, such as they were, at the service of others and their well-being and 
development. This means, for instance, making sure that all suggestions, 
whatever you might think of them, are equally well articulated so that the 
quality ofthedescription is notconfusedwith theqUality ofthe idea. When this 
is done, people are more likely to select ideas on their merits; the better idea is 
noUost to anothersimplybecause it was badly described. This conversion took 
place in the late 1960s and I have been working out its implications ever since. 
(There are, of course, occasions when it is right to use verbal facilities against 
others.) 


I am convinced that the quality and effectiveness of the work done in the 
church and in thecommunity is directlyproportional to thequality ofthe verbal 
~xch.anges that suffuse it. The adoption of the non-directive approach is an 
mevltable consequence of this conclusion. But I am not under any illusion 
a?<>ut ~e difficulties ofpromoting this kind oftalking work and adopting anon­
d~ective approach. For one thing, in all walks of life, words and talking are 
WIdely used to sell, persuade, cajole, manipulate, threaten, impress, etc. Then 
again, those with the greatest facility with words in positions ofauthority may 
not have the deepest insights or the best ideas but they often have the will and 
the power todominateand quash others: moreperceptive, less articulate people 
can be marginalized by less perceptive, more articulate and powerful ones. 


Sadly, words can also be weapons that underminecollaborative action, task 
groups and community. Opportunities to talk things out together have been so 
miSUS~d that meetings are often dismissed as talking shops, i.e. places where 
there IS a free flow of words without commitment and action. This has to be 
avoided. It is the death ofchurch and community development,just as talking 
to good effect is its life-blood. Meetings need to be talking workshops in which 
people use words and other means of communication constructively in the 
ways illustrated in Part One. The main point that I wish to make here is that 
f~r the Church (~d other organizations) to become involved in promoting the 
~d offree-flowmg open verbal exchanges described above, laity, ministers, 
pnes.ts and religious simply have to learn, as I had to, a mode of talking work 
so different from the one to which they are most accustomed that it is 
tantamount to acquiring another language, with its own vocabulary, grammar 
and syntax. What facility I have with this language I learnt first through 
experiential education9 and then through group and community work. 


For the main part, in most churches in the liturgical context oneor two people 
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preach to and speak for congregations whose verbal responses are strictly 
limited to those prescribed. This is the antithesis of the talking work we are 
considering. I am not suggesting, as I might have done some years ago, that 
this liturgical mode should be replaced by that necessary when people are 
analysing and designing church and community work together. Traditional 
services of worship are vitally important to melO-so much so that I rmd that 
discussionduring servicescan detractfrom theirvaluesubstantially. (Discussion 
afterwards is quite a different matter.) Nor am I arguing against debating and 
lecturing, they have their place. Worship, debating, lecturing and otherforms 
oftalking work can stimulate inner dialogues that promote human and spiritual 
development. I I What I am arguing is that workers and organizations aiming to 
promote holistic development need to be taking the skills that I describe 
seriously and that such development is most likely to occur when the different 
ways ofusing words are used and experienced appropriately in concert, so that, 
for example, workers worship together and worshippers work together. 


The verbal ability to preach does not necessarily mean the ability to lecture 
or work with people in groups. Preachers and lecturers share their thinking 
through projecting it; whilst workers promote shared thinking. Sennons are 
preached in situations designed for one person's thinking to be made overt 
whilst that of the congregation remains covert; community work is designed 
to make as much of each person's thinking as possible overt with due respect 
for privacy. Preachers and lecturers deal in set pieces, community workers 
work with many set pieces and those that are composed on the spot. Preaching 
is, amongst other things, declaring what needs to be done, how it should be 
done, challenging people to do it and leaving the doing to those who may. 
Church and community workhelps people todecide for themselves whatneeds 
to be done and to talk out what they are going to do. 


There are many ways of acquiring the ability to engage in non-directive 
talking work by reading about it, experiencing it and doing it. Fortuitously, I 
have found that writing up this kind oftalking work has been away oflearning 
in depth about how to do it (and not to do it!) and it has greatly enhanced the 
talking and group work:. During the 1960s, when we were first using this mode 
of talking work, the late Dorothy Household and I developed a way ofwriting 
about itwhich wecalled "recording".12 Arecord is awritten structured account 
of a meeting between two or more people giving an orderly presentation of: 


the overt purposes, objectives, and tasks of a discussion; 


any relevant infonnation about the way in which it was conducted; 


any decisions made or conclusions arrived at by the members; 


any of the underlying considerations, arguments, reasons and feelings 
which led the members to their decisions and conclusions; 


any infonnation about the apparent group processes and the overt 
interaction of the membersnecessaryfor an understanding ofwhatever 
happened during the discussion; 


the worker's reflections and implications for future discussions. 


In theIlrst instance we started to write these records to avoid groups going over 
the same ground ad nauseam. Then we realized that they perfonned many 
functions and so I have used the method extensively in different ways ever 
since. What we found was that: 


•	 records, byportraying the life and work ofagroup,help ittoget toknow 
itself and to build up its identity, to see how it is functioning and 
malfunctioning and provide common reference points and discussion 
building blocks; 


•	 records provide opportunities for workers and people to learn about 
themselves, each other, theirbeliefs and theirenvironment, through the 
linguistic exercises necessarily involved in achieving their purposes, 
solving their problems and meeting their needs-therefore they are 
educational and developmental tools; 


•	 records stimulate people to express themselves more precisely and 
therefore to learn how to use language more critically and creatively; 


•	 records enable people to realize they have a contribution to make; 


•	 records aid efficiency, communication and self-evaluation; 


•	 records are self-training and research tools. 


Therefore recording and records greatly enhance the quality and effectiveness 
of talking work and, by causing everyone to think and reflect in greater depth 
than they would otherwise do, they help everyone-not only workers-to be 
better equipped to engage in this kind of talking work. And they enable those 
who are better at writing than speaking to make significant contributions. 


II. DIAGRAMS 


Diagrams play an importantpart in the work I do. They are anatural part of the 
way in which I communicate. Examples are to be found in this book but they 
are much tidier than working diagrams. PeopleI meet find the diagrams I draw 
very helpful butfew have used them previouslyin their church and community 
work. A large percentage soon start to draw their own diagrams and show 
considerable skill in doing so. All they needed to start them off was an 
experience of them. A small percentage say that they follow diagrams when 
used by others but that they do not add meaning to their thinking and that they 
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would never construct them or use them. Avery smallpercentage tolerate them 
but do not like them. Butfor the majority they open up new and exciting worlds 
of thought and are tools for thirJcing. 


Diagrams are line drawings showing the parts of things or how they work. 
They select, simplify and exaggerate aspects ofreality seen to be significantfor 
the purposes in hand and play down or ignore those that are not. Koestler 
compares them to cartoons: 


Every drawing on the blackboard-whether it is meant to represent the 
wiring diagram of a radio set or the circulation of the blood, the structure of 
a molecule or the weather over the Atlantic-is based on the same method 
as the cartoonist's: selective emphasis on the relevant factors and omission 
of the rest. A map bears the same relation to a landscape as a character­
sketch to aface; everychart,diagram, or model, every schematic orsymbolic 
representation ofphysical or mental processes, is an unemotional caricature 
ofrealityP 


Somediagrams are whatRamseycalls "picturing" orscale models-adrawing 
of a building indicating how it is used or a map of an area showing where 
organizations and churches are located are examples of this kind of diagram. 
Other diagrams are what Ramsey calls "disclosure" models. They reveal 
something ofthe innerstructure andessential shape ofthings; they disclose the 
connections between variables and processes of cause and effect; they show 
how things do or could fit together. 14 Both kinds of diagrams are useful but it 
is the latter that are the creative tools of analysis and design in church and 
community development work. (Examples ofdisclosure diagrams are Figures 
2:2,3:2,4:1&2,5:2,6:2&3, 8:1.) Other diagrams show the different stages, 
optimal phasing and timingofaseries ofinter-related tasks. Such diagrams are 
commonly referred to as "critical paths" or "flow charts". (Examples are 
Figures 2:3, 5:3; Displays 5:1 and 11:1.) 


Just how and why, then, are diagrams useful? They help us to talk about 
things we fmd difficult or impossible to describe. Discussing theological 
models, Ramsey says that they can "enable us to make sense of discourse 
whose logical structure is so perplexing as to inhibit literacy"; they can "enable 
us to talk of what eludes us"; and they enable us to "map large-scale 
interpretations of phenomena".ls This applies to all kinds of diagrams. 
Moreover, onceconstructed, they are invaluable aids to discussion. People can 
identify unmistakably things to which they are referring by pointing to them 
and using a minimum number of words. Making points through verbal 
exchanges requires more time and more concentrated attention is required to 
follow preciselywhat is being said. Theconsequenteconomy in making points 
combined with the vividness with which they are made and the ease and clarity 
with which they are grasped, generates a dynamic in the exchanges between 
people which stimulates and facilitates creative thinking. Ideas flow freely. 
Diagrams objectify the discussion-there is a tangible output which people 


have produced together. This keeps the momentum going not least because it 
tends to reduce defensiveness and people's being possessive about "their" 
ideas. 


An important aspect of diagrams is that they represent positions that things 
occupy in the scheme of things and the relationships between them. This can 
bring descriptions ofthings and lists ofpoints to life. (Cf. 'The Diagrammatic 
Overview ofThe Book" in the "Purpose and Structure ofThe Book".) Above 
all, diagrams add non-verbal dimensions to our comprehension of things and 
our discourse about them. Thus they enhance participation in analysing and 
designing by enabling us to use the sideofourbrain that thinks inpictures rather 
than words-and thathelps those who do theirbest thinking in this way to make 
their contributions. Finally, many people find diagrams easy to remember. It 
follows that diagrams are useful for conceptualizing, analysing and explaining 
things and for designing projects and programmes. 


There are, however, disadvantages, limitations and dangers in using them. 
They are approximate; they represent some things but not others; they are not 
comprehensivestatements ofreality. Thus it is dangerous to read too much into 
them. They are mostuseful inhighlightingkey characteristics aboutcomplexly 
related entities; they are least useful in presenting subtle nuances. In fact, they 
can mask the need for accurate verbal descriptions of nuances that diagrams 
simply cannot convey. Diagrams that are really helpful are not always easy to 
construct, whilst ones that dysfunctionally misrepresent things come all too 
easily. Whilst some diagrams communicate Widely, others do so only when 
people see them built up and the effectiveness of others is restricted to those 
involved in their construction-they simply do not travel! 


As I have already said, by and large people readily use all types ofdiagrams 
that are provided. Most people are not as adept at producing disclosure 
diagrams as they are at producing the other forms. Consequently they are 
inclined to overwork and misuse the other types of diagrams and even to use 
them as though they were disclosure models. 


How, then, do you draw diagrams? As far as analysis and design are 
concerned, the diagrams that I construct and use emerge from my interaction 
with people and the situations in which they are engaged.* They come from 
"reading" the situations. There areexamples ofthis inChapterFour. Professor 
Gareth Morgan, in an outstanding book about understanding organizations, 
says: 


... the trick is to learn how to engage in a kind of conversation with the 
s!tua~on one is trying to understand. Rather than impose a viewpoint on a 
Situation, one should allow the situation to reveal how it can be understood 
from other vantage points. In a way we can say that one should always be 


·Some diagrams that result from studying the theory, theology and practice ofa wide range 
of experience model underlying processes and become analytical tools. Figure 5:2 is an 
example. 
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sensitive to the fact that asituation 'has its own opinion' ... as one develops 
the art of reading situations, critical analysis and evaluation become a way 
of thinking. One quickly learns to recognize important cues and to uncover 
crucial insights.16 


Diagrams emerge from that kind of "conversation"-not always, but more 
often than not. To be more specific than this with certainty is not possible 
becauseIcannot discern all the innerconscious and unconscious processes and 
the partplayed by the left and righthemispheres of my brain. (I understand that 
the left is verbal, analytical, digital, abstract, rational, linear, temporal, and 
logical, and uses signs; whilst the right is non-verbal, synthetic, spatial, 
analogic, non-rational, holistic, non-temporal, intuitive and uses symbols. I?) I 
glimpse three different and, I suspect, inter-related ways in which diagrams 
come tome. 


The first is a conscious process. I listen and look for the principal 
features, reference points and entities in a situation and what people are 
saying about them. I do this with great attention and concentration. I focus 
on them in tum and lock them in my consciousness. Possibly I write them 
haphazardlyon apiece ofpaper. (They could bekey people or groups, events, 
issues, etc.) Then-but it is in parallel not in sequence because one is thinking 
about all the things at the same time-I look for connections, patterns of 
interactions, discontinuities, factions, etc. At this stage my questions will be 
directed towards clarifying any ideas or hunches about these things. In short, 
I am building up in my mind, and possibly jotting down on paper, a picture of 
the system or sub-system, the parts and their structure. 


Now it is necessary to fmd some way ofputting the emerging mental picture 
into diagrammatic form to facilitate further and deeper discussion. (At all 
stages it is essential to be tentative so that other insights emerge freely and 
become part of the emerging conceptual picture. Insights and hunches need to 
be tested and corrected.) More often than not this process has started on my 
jotting pad. I then attempt to set out the entities, their inter-relationship and the 
patterns of interaction and some representation of the key processes that 
constitute positive and negative aspects of the inner dynamic of the system(s) 
in diagrammatic form. (This helps us to see how clearly related this activity is 
to designing and why working diagrams are so important to designing.) In a 
summaryform, therefore, theconceptualizingstages associated with diagrams 
are:. 


listening and looking; and trying to look at things from different angles 
to see if other perspectives throw new light upon things; 


abstracting from the generalities what appear to be key factors; 


searching for connections between the key factors (how they fit or do 
not fit together, the interaction between them etc.); 


searching for ways to portray objectively and succinctly and clearly 


whatever I have "seen" or found so that I and others can consider 
critically whatever it is. 


This involves: 


observing 


extracting/isolating 


interpreting 


relating 


conceptualizing 


representing. 


The second way in which diagrams come to me is a combination of 
conscious and subliminal processes. I read meditatively and critically 
what people write, I listen intently to what they say, and I look at them as 
theyaresaying it. Through this process verbal and non-verbal communications 
arepicked up which inform and shape diagrams; partlyas described above and 
partly inhidden ways. Iknow this through experiences where Ihave identified 
the effect of non-verbal communications. For example, I was once working 
with a group of people from the same area. They were talking about several 
churches. I drew one or two map-diagrams placing the churches. After some 
time they said that I obviously knew the area. I did not, and I asked them what 
led them to think: that I did. They said it was because I had put all the churches 
in the right relationship to each other geographically. The complexities ruled 
out chance. Pondering this, I realized that I had picked up non-verbal signals 
they had madeby the movementoftheireyes and heads to indicate thedirection 
in which one church after another was located. I read these signals without 
"knowing" I had done so. I was reminded of what Jonathan Miller said on a 
1V programme about the importance of doctors attending to the non-verbal 
communications ofpatients when diagnosing. He maintains that they provide 
vital clues. For example, stabbing pains are indicated by stabbing the fingers 
to show where this takes place, direction and frequency. IS 


The third way in which I produce diagrams is, I believe, through the 
activity ofthe right side or hemisphere ofmy brain. My evidencefor saying 
so is this. Time and again when working with individuals and groups I start to 
draw diagrams without any conscious mental picture of what I am going to 
draw. As Istart, Igenerally say what is now my partypiece to covermy anxiety 
about the outcome: "I do not know whether I can do this, but may I try to draw 
a diagram?"-and I start without giving anyone the chance to say no! More 
often than not auseful diagram emerges, generally of the disclosure genre. As 
soon as I start to draw the diagram Ibegin to explain it, presumably the activity 
of the left side of my brain. I have seen others do the same. At various times 
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Ihave urged people who have said that they have afeeling about asituation but 
no clear idea "to draw without thinking". More often than not they produce a 
diagram that illuminates things-sometimes it is their first diagram. 


These are three ways of constructing diagrams inductively. Concentrated 
attention must be given to verbal and non-verbal communications. Some of 
this can be constructed into diagrams through the predominant use of the left 
side of the brain; some through the right side of the brain. Take courage into 
both hands andjust start to draw without thinking in words. Once thediagrams 
are out, they lend themselves to analysis. 


Somediagrams communicate their message immediately and unmistakably 
without much efforton the reader's part. But, as we have seen, otherdiagrams 
speak only to those who study them carefully, and doing that calls for 
application. For me this is most difficult when adiagram is acomplex of lines 
and arrows connecting several "boxes" or circles and when either there is too 
much or toolittleverbal explanation. One wonders where to start, justwhat the 
arrows mean and what is the distinction between full and dotted lines, etc., etc. 
These difficulties arise when people have to read adiagram they have not seen 
constructed, and since most published diagrams are the final product, the 
stages in their construction are rarely given. Questions that help to read 
diagrams are: 


what are the principal entities? 


why are they arranged as they are? 


what is the diagram saying about the relationship between the entities? 


what is the diagram as a whole saying to me? 


what do I think about it? 


Infact, theseand similarquestions help to recapitulatestages in theconstruction 
of a completed diagram. 


Building up diagrams in dialogue can be exciting and productive. The 
process is alive, vital and dynamic, but it can be disappointing when they are 
presented to others in their final state to find that they are dead and uninspiring, 
they have lost their dynamic and excitement. Examples of diagrams built up 
in a consultancy session are given in Figure 3:1. 


Now look at the diagrams in this book! 


III. QUESTIONS 


Analysing and designing church and community work involves pursuing 
appropriate questions related to human affairs in specific situations and 
contexts. Questions are basic tools; using them is partof the craft of this work; 
questioning is a core process of analysis and design. What this means in 


practice is illustrated in Chapter One, Working on a Problem. Those with 
questioning minds-workers and people-take to this quite naturally. But 
there are many workers and people in church and community work who need 
to analyse but who do not have questioning minds. Some of them actually feel 
uncomfortable in analysing problems, cases and situations because they feel 
it is beingjudgmental,hypercritical and uncharitable and thereforeunchristian. 
Frequently people will optoutofdiagnosing acase by springing to thedefence 
of the worker. Before they can continue they have to be assured that it is 
necessary to diagnose rigorously to "prescribe" acccurately. Practice and 
experience apart, two things have helped me and all kinds of other people to 
use and develop their ability to question: an understanding of different kinds 
of questions and sequences of basic questions. 


1. Different Kinds of Questions 


Unloaded questions (e.g. "What do you aim to achieve through this project?") 
are more likely to promote direct, open, honest exchanges than loaded 
questions ("Do you agree that the aim of this project should be ... ?") which 
focus attentionon the thinkingof thequestionerrather than thatoftheonebeing 
questioned and upon the implications of the invitation to agree or collude and 
on what kind of an answer to make. Unloaded questions facilitate qualitative 
exchanges between people and enable people to think and to think together. 
Loaded questions are manipulative devices which can lead to deviousness and 
insincere relationships. 


Karl Tomm,19 writing about systemic family therapy, has usefully 
distinguished four types of questions. 


1. "Lineal" questions, which have an "investigative intent". 
E.g. Who did what? Where? When? Why? 


2. "Circular" questions, which have an "exploratory" intent. 
Circular and "circularity" Ifind somewhatconfusing terms, but the questioning 
activity it points to is important. I understand by this method the questioner 
"behaves like an explorer" on the assumption "that everything is somehow 
connected to everything else". Questions are formulated to bring out the 
''patterns that connect" persons, objects, actions, perceptions, ideas, feelings, 
events, beliefs, contexts, and so on in systems.20 Tomm illustrates this form of 
questioning in this way: 


Thus, a more systemic therapist may begin the interview ... : "How is it that 
we fmd ourselves together today?" (I called because I am worried about my 
husband's depression), "Who else worries?" (The kids), "Who do you think 
worries the most?" (She does), "Who do you imagine worries the least?" (I 
guess I do), "What does she do when she worries?" (She complains a lot ... 
mainly about money and bills), "What do you do when she shows you that 
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she is worrying?" (I don't botherher ... justkeep to myself), "Who sees your 
wife's worrying the most?" (The kids, they talk about it a100, "Do yourkids 
agree?" (Yes), "Whatdoes yourfatherusuallydo when you and your mother 
talk?" (He usually goes to bed), "And when your father goes to bed, what 
does your mother do?" (She just gets more worried), and so on.21 


This kind ofquestioning, which teases out the different ways in which different 
people are acting, reacting and relating, greatly helps me to get a much more 
comprehensive understanding of alI kinds of groups, communities, churches 
and organizations and prevents me from getting fixed on what is happening to 
one individual in a group or one group in a church. It helps me to see things 
not from one but many perspectives. 


3. "Strategic" questions, which have a corrective intent. 
E.g. Why is it, do you think, that you do not try harder to get people to talk in 
committees? 


4. "Reflexive" questions, which have a ''facilitative'' intent. 
E.g. What do you think the committee would do ifyou told them just what you 
think? What do you think you would feel like if they did that? What do you 
think you would do? These kinds of questions cause people to reflect upon 
situations, actions, new options, beliefs etc. They can help people to ''new 
perspectives, new directions andnew options" and "to generatenew connections 
and new solutions on their own". However, care must be exercised, because 
opening up a multiplicity ofnew possibilities can be confusing when purposes 
are not clear. 


Ian MacKay22 gives another classification; the main categories are: 


open questions;
 
"Please telI me about.. .?" "What do you think about ....?"
 


probe questions;
 
"How do you mean?" "What would you do if ...?"
 


closed questions;
 
These are questions to establish facts: "How long did you work there?"
 


link questions;
 
To effect the transition from one form ofquestioning to another. "You
 
said you were interested in ... what particularly interests you?"
 
''Why?''
 


counter-productive questions;
 
These questions are leading, trick, multiple, marathon, ambiguous,
 
rhetorical and discriminatory.
 


MacKay considers these and subsidiary questions in relation to purpose, 
question form and illustrations. 


2. Sequences of Questions 


Sequences of questions I call "facilitating structures". The problem-tackling 
sequence given in Chapter One and the case study method in Chapter Two are 
such structures and there are sequences in the examples given above, whilst the 
method of working on situations and projects in Chapters Three and Four are 
facilitating structures made up of a sequence of tasks and questions. These 
facilitating structures have wide use but they do not fit all the work I do by any 
means. Sometimes they can be adapted; at other times new questions and 
sequences of questions and tasks have to be worked out. Sequences which I 
devised for people engaged in committee work illustrate this. 


Preparing for Meetings 


Why and What? Being Realistic 


Why am I bringing this matter Can this committee deal with 
to the committee? the subject in the time? 


What do I want them to do or How can I save their time? 
to decide? 


Am I clear enough about the 
"why" and the "what" and the 
choices to be made? 


Homework	 Timing 


Have I got enough information?	 Is this the best time to raise 
the subject? 


Have I done alI the work I 
can/must do beforehand? 


Decision-Making in Meetings 


What must be decided?
 


When must it be decided?
 


Who must decide?
 


Gather and share alI relevant information
 


List choices
 


Choice 1 pros and cons
 


Choice 2 pros and cons, etc.
 


What is our decision?
 


Who is going to do what?
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This all-too-brief introduction shows just how versatile a development tool 


the humble question really is and how interesting and absorbing using it can 
be.23 


IV. HYPOTHESES 


Increasingly I am finding hypotheses very useful in the analysis and design of 
church and community work. 


A hypothesis is a provisional supposition which accounts for the available 
information and which serves as a starting point and as a guide for further 
exploration. Hypotheses are hunches, ideas or theories which need to bestated 
clearly and adopted tentatively until they are disproved or proved.24 Such an 
attitude towards them is as critical as their content because their value is lost 
when they are stated as hypotheses and treated as established theories or 
explanations. What matters is that they are useful in analysis and design. 


What I amfmding particularly useful are systemic hypotheses, an idea I got 
from a particular approach to family therapy and organizational behaviour.2s 


Such hypotheses relate to human systems and the functional, structural and 
affective relationships between their parts. Consequently they are more about 
systemic and multiple causation than linear causation.* I have not found this 
easy to grasp and apply but my efforts to do so have given me a much more 
comprehensive perspective on situations and paid high dividends. The 
hypothesis I formulated in relation to the Bishop's work in Chapter 3 is one 
attempt that I made. 


Dr Gillian Stamp's analysis of the place and function of Deaneries in the 
Church of England illustrates the nature of systemic hypotheses.27 Her 
hypotheses are: 


• The deanery has emerged as an attempted resolution of unresolved 
tensions in the theology and the policy of Church of England. 


• The espousal of inappropriate images is adding confusion to the 
attempts to unravel and restore appropriate internal and external 
relationships. 


• Inside the church there is agap between the parish and the diocese. This 
is echoed by a gap in ministry between the domestic and the regional. 


• Whether the deanery is a device or an entity, the single term is being 
stretched to cover, at least, two distinctly different institutional forms. 


The function of hierarchy is not subordination but supplementation. 


Examples almost at random of the kind ofhypotheses that! have established 
and used in studying work situation with principal workers are: 


·Edwin H. Friedman differentiates between these kinds of causation through the diagrams 
in Figure 7:a opposite.26 


The movement from strong central control to shared control and 
openness in the diocese has disturbed its stability and made it volatile: 
it is essential to identify just what needs to be done to generate the 
homeostasis (or equilibrium) the system now needs. 


Remedial action needs tobe taken immediatelyin relation to theuneasy 
relationship between the informal, professional and apostolic aspects 
of the life of this religious congregation. 


The diocesan system is not working as well as it might do because key 
figures are not able to work to both the parochial and diocesan sub­
systems; they focus on one or the other but not on both. 


Iseem toformulate theseby very much thesameprocessesby which Iconstruct 
diagrams and designs through an analytical dialogue with what I know of the 
workers and their situations. The great value of formulating these hypotheses 
is that they engender a perspective that attends to how the parts are working, 
or not working together for good, and thus they help to identify the action 
required to make a system work better. 


Words, diagrams, questions and hypotheses are all tools that can be used for 
or against the best interests ofpeople and workers. As I have presented them 
they equip people to promote human and spiritual development because they 
are shaped to be the executive instruments of action that is essentially non­
directive. For them to be deployed consistentlyfor these ends the ability to use 
them must be compounded with the commitments described in Chapters 8 and 
10 and the appropriate personal and social skills described in this book. 


B C 


A~~D 
A-'B-'C-'D=E E 


FIGURE 2FIGURE I 
Multiple causation Linear causation 


D E 


FIGURE 3
 
Systems thinking
 


FIGURE 7:1. THREE FORMS OF CAUSATION 
In figure I: A causes B; B causes C; C causes D; D causes E. Figure 2 is also linear thinking. 


Figure 3 is different: A, B,C and D come together as interdependent forces to cause E through 
the complex interaction between them. 


188 189 







NOTES AND REFERENCES 


1. Many textbooks on community work and community development describe the skills 
required. See, for example, Batten, T.R. & M., The Non-Directive Approach in Group and 
Community Work (Avec Publication, 1988); Thomas, D.N., The Making ofCommunity Work 
(London: Allen & Unwin, 1983); The William Temple Foundation Occasional Paper, 
Involvement in Community: A Christian Contribution (William Temple Foundation, 1980). 


2. lowe this information to Walter Eltis's contribution to an article on ''The Experts' Expert: 
Market Forces" in the Observer Magazine, 12 March 1989. Ian T. Ramsey, Models &: 
Mystery (London: OUP, 1964), says Lord Kelvin said "lfI can make a mechanical model, I 
can understand it" (p. 2). 


3. Cf. Koestler, Arthur, The Act ofCreation (London: Hutchinson, 1964), p. 173. I find his 
chapter on ''Thinking Aside" and particularly the sections on "The Word and The Vision" and 
''The Snares of Language" most illuminating in relation to the subject-matter of this chapter. 


4. I owe this quotation to Koestler, ibid., p. 173. 


5. Koestler, ibid., p. 171. 


6. I wrote this section before reading David Deek's excellent Chapter "Basic Resources: 
Words" in his book Pastoral Theology: An Enquiry (London: Epworth Press, 1987), pp. 9 ff. 


7. The phrase "talking work" lowe to Argyle, Michael, The Social Psychology of Work 
(Harmondsworth: Penguin, 1972), p. 129 ff. 


8. Smail, David, Illusion and Reality: The Meaning ofAnxiety (London & Melbourne: Dent, 
1984), p. 64. 


9. For an exposition of experiential education see Dewey, John, Experience and Education 
(London: Macmillan, 1983 reprinted 1968); Hubery, Douglas The Experiential Approach to 
Christian Education (National Sunday School Union, 1960); Goldman, Ronald Readiness 
for Religion: A Basis for Developmental Religious Education (London: Routledge & Kegan 
Paul, 1965) et al. 


10. Cf. Green, Robin, Only Connect: Worship and Liturgy from the Perspective ofPastoral 
Care (London: Darton, Longman & Todd, 1987). 


11. An extraordinary article on "Preaching & Counselling" by Dr W. Berger shows how 
ideally both preaching and counselling can promote an inner dialogue. The article was 
pUblished in the Dutch Journal voor Pastorale Psychologie (V01. IV No.2, June 1972). Avec 
has an English translation. 


12. Furtherinformation about recording can be obtained from Avec. See also my unpublished 
PhD thesis An action research project to test the applicability of the non-directive concept 
in a church, youth and community centre setting pp. 80--86, 126ff, 151,202, 607ff. 


13. Koestler, Arthur, op. cit. p. 72. 


14. I discussed models and modelling in Diagrammatic Modelling: An Aid to Theological 
Reflection in Church and Community Work (The William Temple Foundation Occasional 
Paper Number 4, 1980). See pp. 15 ff in particular. 


15. Cf. Ramsey, lan, Models and Mystery (The Whidden Lecture for 1963) (Oxford: OUP, 
1964), p. 14, 15: cf. pp. 5, 13,48,53. 


16. Morgan, Gareth,Images of Organization (Sage Publications, 1986), p. 337. 


17. Dr Han-Ruedi Weber gives an extremely helpful description of the respective functions 
of the left or right hemispheres of the brain in an article entitled"Thinking in Images". I am 
drawing upon a summary of the article by Margaret Dewey in the series Thinking Mission, 
No. 39, (Summer 1983), issued by The United Society for the Propogation of the Gospel, 15 
Tufton Street, London SWI 3QR. The article first appeared in the July 1982 Ecumenical 


Review under the title "Interpreting Biblical Images". For further discussion of this 
phenomena see: The Intelligent Eye by R.L. Gregory (London: Weidenfeld and Nicolson, 
1979); Drawing on the Righi Side ofthe Brain: How to unlock your hidden artistic talent by 
Betty Edwards (London: Fontana/Collins, 1979); The Right Brain: A new understanding of 
the unconscious mind and its creative powers by Thomas R. Blakeslee (London: Macmillan 
Press, 1980); Writing the Natural Way by Gabriele Lusser Rico (Los Angeles: J.P. Tarcher, 
1983). 


18. There are some interesting ideas about "visual access cues" by Bandler, Richard & 
Grinder, John in Frogs Into Princes: Neuro Linguistic Programme, edited by Steve Andreas 
(formerly John O. Stevens) (NLP, 1979), pp. 25-27. 


19. I am drawing upon three unpUblished articles by Karl Tomm: Interventive Interviewing: 
Part I. Strategizing as afourth guidelinefor the therapist: Interventive Interviewing: Part ll. 
Reflexive questioning as a means to enable selfhealing: Interventive Interviewing: Part llI. 
Intending to ask lineal, circular, strategic and reflexive questions, but chiefly upon Part III. 


20. There is an exposition of "circularity" in Family Process, Vol. 19 Number I, (March 
1980) "Hypothesizing-Circularity-Neutrality: Three Guidelines for the Conductor of the 
Session", by Mara Palazzoli, M.D., Luigi Boscolo, M.D., Gianfranco Cecchin, M.D., and 
Giuliana Prata, M.D. 


21. Karl Tomm, op. cit. Part III, p. 8. 


22. MacKay, lan, A Guide to Asking Questions (British Association for Commercial & 
Industrial Education, 16 Park Crescent, London WIN 4AP). 


23. There are some interesting illustrations of the use ofquestions and discussions about them 
in Day, Robin Grand Inquisitor: Memoirs by Sir Robin Day (London: Weidenfeld and 
Nicolson, 1989): see particularly pp. 45 ff, 50 ff,56 ff, 106 ff, 114 ff, 173ff, 180 ff, 198 f, 238, 
244 ff, 248 ff. 


24. I am told that, strictly speaking, hypotheses can be disproved but not proved. 


25. The development and use of systemic hypotheses is well illustrated in Family Process, 
Vol. 19 Number 1 (March 1980), in an article entitled "Hypothesizing-Circularity­
Neutrality: Three Guidelines for the Conductor of the Session", by Mara Selvini Palazzoli, 
Luigi Boscolo, Gianfrancho Cecchin and Giuliana Prata, p. 5; an article by Mara Selvini 
Palazzoli and others already quoted; and in The Hidden Games ofOrganizations (New York: 
Pantheon Books, 1986), by Mara Selvini Palazzoli and Luigi Anolli, Paola di Blasio, Lucia 
Giossi, Innocenzo Pisano, Carol0 Ricci, Marica Sacchi and Valeria Ugazio. This book 
contains some very interesting case studies. For the background to the development of these 
ideas by the "Milan Group" see: Weekend Observer, 27 March 1988, for an article on Mara 
Palazzoli entitled "Family Circles", p. 35 ff; Journal of Family Therapy 5:165-177 (1983), 
''The Emergence of a Comprehensive Systems Approach" by Mara Selvini Palazzoli; 
Journal ofFamily Therapy 6:299-307 (1984), "Behind the Scenes of the Organization: some 
guidelines for the expert in human relations", also by Palazzoli. 


26. Friedman, Edwin H., Generation to Generation: Family Process in Church andSynagogue 
(New York & London: The Guilford Press, 1985), p. 15 ff. 


27. Stamp, Gillian, Is Your Deanery Really Necessary? (A Brunei Institute of Organisational 
and Social Studies, BlOSS, Paper, 1986): cf. also Crucible (October-December 1985) an 
article by Professor Stamp entitled "Does the Deanery Make a Difference?". 


190 
191 








CHAPTER EIGHT 


Using the Process 


The processes of analysis and design described in this book are most likely to 
promote the holistic development of people and their environment when they 
are used to help workers: 


to think through things themselves;
 
to determine how to help other people with whom they work to do the
 
same.
 


These twin objectives are pursued in all the worked examples in Part One and 
suffuse the detailed discussion of the methodology. Achieving the first helps 
workers to be more effective agents of reflective action for the common good; 
achieving the second helps to create churches, organizations and communities 
that are more effective agents of reflective action for the common good. 
Creating such communities is important because reflective practitioners need 
reflective communities just as reflective communities need reflective 
practitioners. They go together. It is difficult for either to survive without the 
other. Communities of reflective agents are multipliers, they beget learning 
communities ofreflective agents which foster human and spiritual growth and 
development. Butbeing areflective practitioner in community and generating 
reflectivecommunities are difficultjobs. Theprocesses I havedescribed seem 


,\ 
,	 like a counsel of perfection when contrasted with the realities of the messy 


ways in which we think through things individually and collectively. The 
family case study graphically illustrates aspects of these realities with which 
we are all too familiar. The question we need to address is what~ther than 
the things we have already described-will help us to use the analytical and 
design processes in working situations? 


I. WORKING PRIVATELY AND PUBLICLY 


First, letus look atsomeoftherelevantfeatures ofthesettings and relationships 
within and through which we have to reflect and promote reflection. Some 
things we have to think through and work out privately. Other things we have 
to do publicly in groups, committees, councils, chapters, and various other 
kinds of meetings. That which we'do privately can be done either on our own 
or with colleagues, co-workers, consultants and friends-some of whom we 
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work with publicly as well. Private work domains are closed systems, the 
boundaries of which are under the control of the participants and maintained 
through confidentiality. Public work domains are open systems. I represent 
these things diagrammatically in Figure 8:1.1 


We are focusing on workers or practitioners so they are at the centre of all 
this. They arepivotal figures whoembody within themselves theirexperiences 
of the domains that intersect and interact within them. The circular arrow 
around the central figure indicates that all the time, in private and in public, 
thoughts, ideas and feelings arepulsating through the worker's heart and mind. 
Some people refer to this as the "inner dialogue" or "self-talk". I prefer to call 
it "interior personal work" because we have to work at it in order to make our 
best contributions. 


Sometimes this personal work is very rewarding and exciting. Things come 
togetherwithin us and makecreativelinks betweenourselves, ourcircumstances 
and those with whom we are working. At other times we simply cannot think 
straight. Feelings we cannot discipline and control prevent rational thought. 
This happens in the private and the public domains, when we are working on 
our own as well as when we are working with others. The family communion 
case study described the experiences most of us have from time to time when 
wejustcannot work outwithin us how to respond to thecircumstances inwhich 
we fmd ourselves. Acting out of the inner confusion that this causes can be 
damaging. Much of this personal work, in private and in public, is, in fact, 
stewing over interpersonal relationships, experiences, and problems. 


Diagrams of a similar kind can be drawn for every participant in any 
collectiveactivity. Connecting up one or two ofthese diagrams quickly reveals 
the complexity of the interaction in collective thinking activities! 


The diagram indicates the complexity of the systems within which we work 
things out but it does not do justice to them. They are dynamic, and 
classification tends to obscure this. The neatly ordered settings and patterns 
of thinking interact and interpenetrate. A telephone call suddenly breaks into 
the middle ofourprivate work, drags us into the public arena and puts us on the 
spotpossiblyin relation to the very thing wewere trying to sortout. Then again, 
what happened in the discussion with one group interacts positively or 
negatively with that in another (cf. the case study on children at communion). 


Workers have to movebetween private and public and that involves crossing 
various physical, environmental, psychological and spiritual boundaries. 
They have also got to move from one way of thinking about things to another. 
Atbest there is acreative flow in the movement; at worst itundermines morale. 
At times, for instance, I find difficulty in settling down to work on my own on 
complex human issues in the solitary isolation of my study after a week with 
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a group. I feel bereft of the richness of the interaction of the group and the 
assurance, confidence and mutual reinforcement that comes fromjointdecision­
making. Faced with the difficulties of working alone, the advantages of being 
in agroup loom large and I yearn to be back in that setting! On the otherhand, 
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faced with an impasse in agroup about acritical decision Ican yeamforprivate 
work where I am "free" to think and decide on my own! 


In both domains discussion can take place in formal groups and through 
informal exchanges and through what is said on the grapevines and networks. 
Rigorous thinking in formal groups equips people to discuss things more 
rigorously informally. And the formal thinking is most effective when it takes 
seriously what is being said informally. What happens on the networks 
seriously affects, for good or ill, developmental work carried out through 
formal groups. It can either enable or undermine projects and workers and 
leaders. 


Churches andneighbourhoodorganizationsbecomecommunities ofreflective 
practitioners when as many people as possible are thinking things through, 
separately and together, in the various settings and relationships, in private and 
in public, and when their thinking jells to give a purposeful thrust to their 
endeavours towards the common good. I value the thinking processes already 
described because, as they can be used in all the settings and relationships, they 
make significantcontributions towards creating such communities. They help 
all concerned to live, work and worship together. Theyprovide amethodological 
common denominator. They create a unitive culture and spirituality. 


II. GENERATING COMMUNITIES OF REFLECTIVE
 
PRACTITIONERS
 


Much has already been said about how to use these processes in private and in 
public. What follows helps us to use them to generate communities of 
reflective practitioners. 


1. Taking Each Person's Contribution seriously 


In the kind of communal work situations we are considering, participants, 
including the workers, can think about: 


(a)	 their own experiences, thoughts, ideas, feelings, etc.; 


(b)	 what others think and feel about their (the participant's) thoughts and 
feelings; 


(c)	 other people's experiences, thoughts, ideas, feelings, etc.; 


(d)	 what they think about other people's experiences, thoughts, etc.; 


(e)	 the systemic interaction between (a) to (d); 


(f)	 the shared ideas that emerge as "our" thinking. 


All the work described in Part One was effective because it generated this 
comprehensive pattern of thinking. Commonly, but mistakenly, the non­


directive approach is associated exclusively with getting people individually 
and collectively to think about their own thoughts. Without in any way 
detracting from the importance of doing this, some developments will take 
place only when people think seriously about the ideas of others including 
those oftheir workers. Thenon-directive approach and the analytical processes 
described in this book make vital contributions towards promoting and 
facilitating the different aspects of thinking noted above. Promoting and 
engaging in this multi-faceted thinking involves workers, colleagues, co­
workers and laity variously acting towards each other as consultants and 
consultors. (I develop this idea in Chapter Twelve.) Continual exchange of 
these roles contributes to theformation oflearning communitiesbybuilding up 
open networks of egalitarian and interchangeable working relationships. In 
turn this makes for well-equipped, cohesive and flexible communities of 
reflective practitioners. 


2. Workers intervening, engaging, withdrawing, waiting and returning 


Helping other people, individuals and groups, to think through aspects of their 
work involves continual cycles ofaction: intervening, engaging, withdrawing, 
waiting, returning, intervening ... and so on. 


Directive and non-directive action are two forms of intervention and 
engagement.2 Both are necessary. They are equally direct and forthright. 
Directiveaction mustberesponsible, loving and caring-notarrogant, autocratic 
and dictatorial; non-directive action mustbe warm, compassionate and close­
not clinically cold and distant. Neither directive nor non-directive action is 
ipso facto right or wrong: doing too much for or with people can inhibit 
development, as can doing too littlefor or with people. Both approaches are 
necessary because, ifwe are to live and develop, some things must be donefor 
us, some things must be left for us to dofor ourselves and with others and some 
things we will only be able to do if someone works with us, alongside us. 


Choices have to be made continually between approaches in relation to 
reference points and circumstances.' Changes and development in people and 
circumstances makeprevious choices ofapproach inappropriate, dysfunctional 
ordisastrous. Forexarnple, what it was appropriatefor an adult to dofora child 
offive may be highly inappropriate for a child of twelve. Requests for afixed 
formula for choice of approach must be resisted. Questions that help me are: 


What must I do for these people at this time and in this situation? 


What must I do alongside them, with them? 


What must we do together? 


What must I leave them to do for themselves and with each other? 


How can I get into the appropriate mode of interaction-by, for example, 
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simply adopting what1consider to be an appropriate mode orby negotiating? 


How must 1withdraw so that my waiting and returning promote processes 
of development? 


The questions are universally relevant; the answers, and therefore the action to 
be taken and the leads to be given, vary enormously from one situation to 
another and as people grow. 


Withdrawal is acritical partofhelping others to think. People often indicate 
the need for withdrawal by saying things like: "I need to think about that". "I 
must let that go through my mind". "I want to sleep on it". "I need time to 
mull that over". What people are saying through these statements is: "I cannot 
think any further with you or in your presence". Workers who do not respect 
or anticipate these requests inhibit further thought and block processes of 
development. Judging, sensing and negotiating the moment of withdrawal­
either through physically leaving or dropping the subject-is an art to be 
cultivated. 


Afriend of mine, ex-public school and Oxbridge, was a member of a small 
team of people with similar backgrounds servicing working-class tenants' 
associations scattered over a large metropolitan area. To their consternation, 
after avery busy and productive initial period they found that they were simply 
not being used by the tenants. Eventually the chairman ofthe associations told 
them why they were not now being used. "You come. You are very helpful. 
But you do not know when we want you to go so that we can talk in our own 
way about what you've said. And we don't know how to tell you to go without 
being rude. If you were one of us we would know just what to say." An 
understanding was reached that when tenants had "finished" with the worker 
they would say so without ceremony, "That's all we need you for, John". This 
changed the whole pattern of relationships. The team was inundated with 
work. 


Much of the skill is so to withdraw that people and workers feel free to 
approach each other as and when they feel the need to do so. This can be 
facilitated through establishing a mutual understanding about "withdrawing" 
and "re-entry" when establishing working relationships. (I havewasted a lotof 
nervous energy fretting over whether or not to approach people who have not 
got in touch when they said they would!) 


So far the process has been discussed in terms of the action of a worker in 
relation to other people. When people of their own volition start to approach 
each other in these ways, the momentum ofthe development process is greatly 
enhanced. Seeing people become "workers" to each other and to the worker 
is humbling and exciting. 


The engagement we have been thinking about is analysing and designing 
work programmes and projects and studying cases and problems. But it could 
be thinking through all kinds of human situations. Waiting, or what 1like to 


call work-waiting, is the period when workers have to let others get on with 
their work freely, in their own way and in their own time. It is hard for workers 
to do this and to resist the temptation to interfere when they have nurtured the 
work, invested a lot of effort in it, taken it to their hearts and when they are 
anxious about its success and how things are going. However this may be, 
effectiveness depends upon waiting in patience and returning at the right 
moment. 


Strangely, oneof the things thathelps me to recall the importanceofwaiting, 
and of enduring it, is a scene that comes into my mind of a master craftsman, 
aplasterer, wai ting for the plasterorcement to get to aparticularpoint in setting 
before smoothing or polishing itor adding another layer. Nothing,justnothing, 
would makehimtake premature action. My amateurish efforts in this and other 
similar things are frequently marred because 1 simply do not wait for the 
materials to do their own work-in my impatient indiscipline 1 add more 
plaster prematurely! When working with people the waiting time is variously 
circumvented. Workers return to "put things right" or to check on what is 
happening. Sometimes they act upon the questionable assumption that "it is 
easier and quicker to do it yourself than to wait for them". Others try to take 
short cuts by resorting to directive and autocratic action. Time is saved in the 
short term at the cost ofdevelopment in the long tenn. People need their time 
to do theirwork. Workers simply mustwait upon people. The work we did with 
the bishop and Father Patrick Doyle shows the value of their working with a 
group, withdrawing to do their private and personal work, and returning to 
share their most recent ideas. 


W.H. Vanstone, in his quite remarkable book The Stature a/Waiting, has 
greatly helped me to understand the theological and practical significance of 
waiting through his exposition ofJesus' "waiting" ministry after the betrayaI.4 
Dr Gillian Stamp has produced two very useful models which help me to 
understand and negotiate the "withdrawal" and "waiting" in managerial 
working relationships. The first is what she describes as the "tripod ofwork" 
formed by three activities, "tasking, trusting and tending", in contradistinction 
to "handing over, mistrusting and controlling".S The second is a"triad oftrust" 
which exists when the worker trusts his/her own judgement, the organization 
trusts the worker's judgement and when workers are entrusted with the 
purposes of the organization.6 1have been helped to see just how to withdraw 
through delegating by a step-by-step process outlined by Andrew Forrest.7 


Returning starts a new round of the cycle. 


3. Commitment of Workers to Private Work 


It is essential that workers commit themselves to private work, to short- and 
long-term preparation. The quality and effectiveness of all public work 
depends upon it. Hard private thinking is required ofworkers if they are to use 
the processes described in this book publicly to good effect and make their 
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unique contribution to the thinking processes-they have, for .instance, ~ 


perspective on the church/organization as a whole and in!0rmation a?<,u.t It 
which no one else has. Getting this in a form which others m the orgaruzation 
can handle can take quite a bit of private work. 


Over many centuries much efforthas gone intohelping ministers and priests 
to get the balance right between preparation and practice in relation to 
preaching and conducting worship, and between studying ~d visiting. L~s 


effort has gone into getting the balance right between prepanng to work With 
people and working with them. More effort has gone into the what and how 
of working face-to-face with people than into preparing to do so. 


Several reasons can be advanced for this neglect. Preparing to work with 
people is notoriously difficult, especially done on one's own. Amongst other 
things it involves grappling with questions such as: precisely what is happening 
between the people in this situation, and how can I conceptualize and analyse 
it? How should I introduce this idea or that, to whom, when and in what order? 
Should I be doing this or that/or or with them or should I leave them to do it 
by and for themselves? How can I help them to think thr?ugh these things 
profitably in the very limited time and energy they have available at the end of 
a busy day in the middle of a demanding week? Getting people to think for 
themselves-especially about things they need to think about but do not want 
t~is more demanding than thinking about things for them. 


Some priests with whom I worked steadfastly resisted private work because 
they said, "thinking things through privately on our own can move us on too 
fast and break down feelings of 'us' and 'ours' created by joint work between 
clergy and laity".8 They wanted to do everything with the laity. They argued 
that in order to be non-directive and to avoid subtle manipulation it is necessary 
to start together with the people where they are. I am entirely sympathetic to 
the aim but my own experience has been that initiating non-directive work 
programmes requires careful planning if people and workers are to have the 
necessary freedom to engage with each other and do the things that they need 
and want to do. Preparation facilitates the use of non-directive group work 
skills and it also helps in another way. Having clarified my own purposes and 
ideas and gathered relevant information, I find that I give myself much more 
freely to others in the tasks ofhelping them to do their thinking. In short, using 
the processes myselfon what! have todo is creativepreparation for using them 
with others. 


Another reason for the neglect of private work, especially study and 
research, is that it is the public work towards which workers' aims, thoughts, 
ideas and preparation point.9 It calls them in demanding ways and quic~y 


seduces them from private work possibly because it is public work to which 
they are predisposed. All this is reflected in the common practice ofworkers' 
entering time into their diaries for public work but not for the private work 
necessary to prepare for it and to follow it through. 


Private work is all too easily squeezed out. 


4. Commitment to thinking Things through time and again with Different 
Groups 


Developing communities of reflective practitioners involves thinking things 
through time and again with individuals and groups as well as thinking things 
through in private. Both commitments are required. Sometimes it involves 
thinking things outfrom first principles with group aftergroup and then getting 
all concerned to think about what has emerged. At other times it involves a 
worker or group thinking their way through something and then submitting 
their thinking for critical scrutiny to other people. This may have to be done 
in stages. Group one thinks about the initial ideas. Group two thinks about the 
ideas and the suggestions ofgroup one and so on. Doing this is quite different 
from getting people to accept or adopt in toto the thinking of the first group. 
When it is notpossiblefor everyone to think things outfrom first principles they 
can think about provisional plans in relation to their reference points and make 
profound observations. People can appraise things they could not design or 
build. 


Biddle and BiddlelD worked out a useful developmental process which 
involved starting with abasic nucleus ofpeople who worked on some ideas for 
development and gradually formed a larger nucleus by working through their 
ideas with successive groups of people. 


Using the same structures, processes, approaches and methods at each stage 
gives shape to the process. A key to the success of this sequential thinking is 
designing a critical path that enables one group to build upon and develop the 
thinking that has gone on before. We saw how this process went wrong in the 
family case study (Chapter One). The critical path has to be "managed"; 
generally speaking, this is a worker's job. 


By the very nature ofchurches, organizations and religiousorders, things are 
thought through in manydifferent ways, relationships andformal and informal 
settingsbeforeconclusions are reached. Consequently discussions do nothave 
asmooth run through aneat, discrete series ofpredetermined stages. They are 
stop-start, bitty, and discontinuous as one group or meeting after another has 
a go at thinking things through from this angle and that. In contrast to these 
actualities, the sequences I have set out in an orderly way in this book could 
appear to be acounsel of perfection. That may be, but for me it is a useful foil 
which helps me to put purposeful order and shape into discussions or series of 
discussions in different settings and relationships. It is also like a map; it helps 
me to see where a particular discussion fits into all that has to be done to think 
through something profoundly and comprehensively. 


5. Acquiring the Ability to work in Private as well as in Public 


Earlier I indicated some of the differences between the private and the public 
working environments. Examining the similarities and differences in more 
detail would be fascinating and illuminating. But here I must restrict myself to 
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6. Managing the Transition from the Personal and Private to the Public some of the things that contribute to working effectively in each domain, to 
being able to bridge the divide between them and to being able to move from Teilhard de Chardin said that "the passage from the individual to the collective 
one to the other. Abilities needing to be cultivated are listed in the chartbelow. is the critical problem of human energy". I I I venture to add that the reverse 


journey is a critical problem too. Making these journeys involves opening 
doors between the private and public, the personal and interpersonal and going 
through them, and that requires humility, wisdom, courage, discipline and 
various props and aids. It also calls for judgement in deciding what is apposite 


Attributes and abilities which help people to work to I to eachdomain and in maintaining socio-religious systems that are appropriately 
good effect in each domain and between them ~ 


open/closed, public/private, closed/open and private/public. In any relationship 
it is essential to provide for togetherness and privacy; they are the hallmarks of 


I

~ 


IN THE PRIVATE DOMAIN IN THE PUBLIC DOMAIN good community.
 
The "passage from the individual to the collective" involves crossing many
 


The abilities to use the 


,
, 


, 


,
I


I
I
I
I


I
I
I
I
I
I


boundaries as we move from the private to the public and from one group to processes and structures which facilitate thoughtful action in both domains 
another. Some of these boundaries are physical, others are psychological, 
cultural and environmental. They relate to belonging and to the ways in which 
people do things. Being conscious of these boundaries helps me to prepare to 


Need to beable to work to the realityNeed to be able to recall and to work 
oftheprivate. to the reality of the public and to keep 


cross them.12in touch with it. Need to beable to bring the private 
world in to the public so that it The aim is to get a creative interaction, positive meshing and engagement, 


, 
, 


I
I
I


I
I


I
I
I
I
I
I
I
I
I
I
I 


Need to be able to think, analyseand 
plan in abstraction without being 
abstract. 


Need to be able to cope with oneself 
in disengagement in different moods 
and circumstances. 


stimulates bu t does notdominate, 
gives direction without being between the private and public and between the personal and interpersonal 


work; between thinking things out within yourself, "self-talk", and talking directive. 


things outwith others. Many things can impede such processes. Talkingbefore Need to beable to continue to think 
and analyse "onone'sfeet". and without thinking is one of them. Another is the withholding of thoughts 
Need to beable to observe, absorb until they have matured and been tested. A very highly intelligent member of 
and note criticalfeatures ofthe publicNeed to be able to think out a group with which I worked created a bad dynamic because of his long domain so that it is possible to work toalternatives and assess them. 
and at the reality of them in private. silences. People became progressively more anxious to know what he was 


Need to be able to provide Need to maintain one' sproper 
opportunities for the necesssary privacy in public.
concentration by establishing 
uninterrupted time to do the work. Need to know when to hold by what 


was worked out in private and when 
to let it go and the courage and 
humility to do so. 


'----- People need humility, wisdom, courage --- ­

and discipline to open and close the
 


doors between the public and private as
 
appropriate and to go through them.
 


thinking. Eventually he told us that he thought everything through several 
times beforehe shared his thinking because he was prepared to do so only when 
he felt that his thinking could not be faulted. His approach meant that he had 
opted out of what the other members of the group were doing, thinking things 
through together aloud He was pursuing, in parallel, and not in sequence, a 
separate line of thought and contributing conclusions. That of course can be 
most productive, provided that it does not prevent the others from doing their 
thinking and breakdown the relationships between people. Getting thebalance 
right between thinking aloud and thinking your own thoughts is a matter of 
judgement, timing, skill, confidence and of your willingness to give yourself 
to others and to be vulnerable. 


For Christians this process is even more complicated when they are trying 
todiscern the will and mind ofGod inrelation to the matters underconsideration. 


7. Using the Process in all Settings and Relationships 


Using suitable adaptations of the processes illustrated and described in Parts 
DISPLAY 8:1. ATTRIBUTES AND ABIUTIES REQUIRED TO WORK IN
 I
 One and Two in all the settings and relationships has many advantages. It 
PRIVATE AND PUBUC DOMAINS
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helps to objectify things, to handle affective content, to be realistic and 
to work at things systematically; 


provides a common format for community thinking; 


helps to handle the private in public and vice versa; 


helps people to think about their own and each other's ideas; 


legitimizes private, personal and shared public thinking; 


helps the transfer and the cross-reference of thinking from one setting, 
working relationship and domain to another. 


III. TOWARDS ACQUIRING THE ABILITY TO USE THE PROCESS 
IN COMMUNITY 


Whichever way you look at it, pursuing these processes is hard work. Reading 
about them can be intimidating. It all seems so complicated. Most people can 
and do willingly co-operate in the use of these processes when someone else 
is acting as worker/consultant. They do so gladly even though it can be 
demanding when they feel they are getting somewhere. Most of us continue 
to need someone to help us to think through things. Nevertheless, a desirable 
development is that people acquire the ability to use the processes themselves 
and gain the comparative analytical autonomy that goes with it. Some people 
take to the approach quitenaturally and aresoon using it themselves: frequently 
the process gives shape and order to that to which they already aspire. Other 
people have to make significant changes in their style of working in order to 
adopt this approach. Personal and private changes have to be accompanied by 
public and corporate changes in working relationships and methods. To 
attempt to make these changes with confidence people need to be assured that 
the processes are theologically sound, that they do notcompromise their beliefs 
about such things as inspiration, and being "open to the leading of the Spirit". 
These questions are discussed later in the book when we have considered the 
underlying theory and theology of the approach (see Chapters 9 and 10). Here 
we confine ourselves to one or two suggestions about how to acquire the 
necessary skills. Again, I list them for economy in presentation. It is possible 
to acquire the abilities through: 


•	 learning about processes and getting the feel of them, by observing, 
experiencing and evaluating other people using them in courses and 
work consultancy sessions; 


•	 working as an apprentice or colleague with someone experienced in 
using them; 


•	 adopting a piece-meal approach to acquiring the skills; (To learn and 


to improve one's performance of any complex sequence ofoperations 
it is necessary to concentrate on parts of it, and especially those parts 
with which we find most difficulty: it might be analysing or designing 
or deciding; or it might be acommon element such as asking questions 
or recording observations with greater accuracy. Then it is necessary 
to build the skills together. This is the way in which I have acquired 
what ability I have.) 


•	 studying worked examples (as we do in Part One) and doing case-study 
exercises; (I learnt a lot by analysing cases very much as I learnt about 
mathematics by doing exercises.13) 


•	 using basic formulations of the process such as the approach to 
problem-solving and case studies; (These two methods lend themselves 
to unobtrusive use. They pave the way to using more complicated 
structures and to designing your own.) 


•	 working things out on paper as well as in your head and through the 
spoken word; (As I have said, I have learnt an enormous amount about 
theseproceduresbywriting up records ofwhathappened in programmes 
of work and analysing them at my leisure.) 


•	 working with colleagues as co-workers to implement these ideas and 
to help each other towards improved performance through mutual 
support and criticism; 


•	 corporate management of the process. 


Theselearning methods areacombination ofstudying theprocesses themselves; 
ofexploring their application to theprivate and publicdomains through worked 
examples and doing exercises; of direct experience of the processes without 
having primary responsibility for them; of trying them out in the private and in 
the public domains in partnership with others and on your own and evaluating 
progress. The learning is by study, experience, practice, trial and error. analysis 
and osmosis. At first progress may be slow and use of the methods ponderous 
ifnot gauche. They are assimilated through reflective practice. Gradually it 
becomes second nature to work at things in this way. 
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NOTES AND REFERENCES 


1. This diagram is a revision of one I put in Human and Religious Factors in Church and 
Community Work (A Grail Publication, 1982), p. 44. 
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(Avec Publication, 1988), and Lovell, George, The Church and Community Development­
An Introduction (Grail Publications/Chester House Publications, 1972). 


3. The Battens, op. cit., have a useful chapter on "Factors Affecting Choice". 
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8. Cf. Lovell, George, Human and Religious Factors in Church and Community Work. pp. 
44 ff. 
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in the thinking of good researchers and statisticians. It is a cautious, analytic style, a little 
clinical but certainly rigorous, and an ability to ask questions that startle previously held 
assumptions. It is aquestioning, objective, take-nothing-for-granted approach. Community 
workers, on the other hand, are enthusiastic, committed, passionate, partisan and subjective 
when it comes to their own work and that of community groups. And so they should be. 
(p.266.) 


10. Biddle, William W. & Loureide Biddle, The Community Development Process: The 
Rediscovery ofLocal Initiative (New York: Holt, Rinehart & Winston, 1965). There is brief 
reference to the process in their book Encouraging Community Development: A Training 
Guide For Local Workers (1968). 


11. lowe this quotation to David Thomas, The Making of Community Work, p. 289. 
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boundaries that people working with communities have to cross: Henderson, Paul, David 
Jones and David Thomas (eds.), The Boundaries of Change in Community Work, National 
Institute of Social Services Library No. 37 (London: Allen & Unwin, 1980). 


13. The following books give workedJunworked examples and case studies of the processes 
described in this book. 


Batten, T.R., with the collaboration of Madge Batten, The Human Factor in Community 
Work (London: OUP, 1965). 


Batten, T.R. with the collaboration of Madge Batten, The Human Factor in Youth Work 
(London: OUP, 1970). Out of print but available from some libraries. 


Lovell, George & Catherine Widdicombe, Churches and Communities: An Approach to 
Development in the Local Church (Tunbridge Wells: Search Press, 1978). 


Lovell, George, An Action Research Project to Test the Applicability ofthe Non-Directive 
Concept in a Church, Youth and Community Centre Setting (thesis submitted for the 
Degree of Doctor of Philosophy in the Institute of Education, FaCUlty of Arts, University 
of London, 1973). UnpUblished. 
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Part Three 


A Commentary on the
 
Approach
 







In thefrrst two parts ofthis book Ihave illustrated and annotated ways in which 
people themselves can study at appropriate points work in which they are 
engaged and make better-informed decisions about what to do next and how 
to do it. The processes of analysis and design encompass past and present 
experience and future action: what has been done and what has now to be done. 
They are essentially activities in the workplace, not the laboratory, even when 
workers withdraw temporarily to do them-they are in vivo. 








CHAPTER NINE 


The Nature of the Activity 


One of the intrinsic difficulties of communicating the process we are 
considering is that no one word orphrase known to me does justice to its many 
facets. Over-emphasis of anyone of these-including the non-directive 
approach-misrepresents it. So what I have attempted in this chapter is akind 
of "diamond cutting exercise". In the first part I have "cut" as many facets of 
the nature ofthe approach as I can think of, as reflected by the coreprocess and 
the various parts played by those who use it. Then I have examined some of 
the facets more fully. 


I. MULTI-FACETED 


Thenatureofthecoreprocess (from experiencethrough critical and imaginative 
thoughts to creative action) is fascinatingly complex; discovering some of its 
facets has been one of the exciting privileges of living and working with it. I 
can best summarise it in the following way. 


In its application it is ­


•	 a human and spiritual activity; 


•	 focused and centred on workers and their work, however mundane it 
is; 


• proactive, and stimulates and facilitates others to be proactive;
 


• outwardly directed to wider socia-religious contexts and issues;
 


•	 interventionist, provocative and perturbing but respects the autonomy 
and privacy of others; 


•	 structured and systematic-not to impose order andshapebut to enable 
others to order and shape their working world as they need to; 


•	 logical, affective and intuitive, giving equal attention to thoughts, 
feelings and hunches; 


•	 specific but systemic and holistic, concentrating on people, situations 
and issues;
 


practical because it is theoretical and theological;
 


•	 collaborative and generates mutual accountability; 
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•	 both a private and a public activity; 


•	 reflection-in-action, and, when used rigorously, a fonn of action­
research; 


•	 hard but rewarding work! 


In its effects it­


•	 uses and promotes theological understanding; 


•	 engenders interdependency, which properly respects independence 
and dependence; 


•	 distributes power; 


•	 empowers people; 


•	 mandates equal opportunities to participate; 


•	 promotes creative consensus by revealing and working constructively 
at differences, factions and conflicts; 


•	 promotesself-inducedand inter-relatedhumanandspiritualdevelopment 
in secular and religious contexts; 


•	 is educational without being didactic-it leads to perceptive ways of 
"knowing" about the human and the divine;) 


•	 helps build socio-religious learning communities that can live and 
work for human well-being and the glory of God; 


•	 equips people to work for development with each other and to be co­
workers with Christ in the Church and in the world; 


•	 is ecumenical, bringing together in common endeavour all kinds of 
people; 


•	 makes contributions to all stages ofhuman and spiritual development; 


•	 is deeply satisfying! 


In its intention, orientation and approach it ­


•	 starts with people where they are, accepting them and their situations 
as they are; 


•	 stands by people without attempting to take their place;2 


•	 works to the rhythms of people; 


•	 stimulates people to do all they can for the common good; 


•	 is both inductive and deductive; 


•	 is an act offaith in the abilities and willingness ofothers to pursue their 
own well-being and development and to work for the common good; 


•	 isnon-directive---religiously so in relation to the decisions people need 
to make for themselves; 


•	 is complementary and integral to that which is doneforus by God and 
other people; 


•	 is inclusive rather than exclusive; 


•	 contributes to all aspects of the ministry and mission of the Church; 


•	 makes unique and essential contributions to the work economy of the 
kingdom of God. 


It can be embodied in people (individuals and collectives) and their work 
through their­


•	 love of people and God; 


•	 inner commitments, human graces and technical skills. 


Unfortunately there is no word or phrase that points to the richly endowed 
nature of this approach. What a travesty it is, for want of abetter word, to have 
to call it ''non-directive''! 


IL ORIENTED TO WORKERS AND THEIR WORK 


The processes we are discussing are about ways in which people themselves 
separately and together can put theirbeliefs into effectivepractice and achieve 
their purposes for development in church and society. They are about people 
as workers (lay, religious and ordained) and about their work (with people 
rather than things); about the private and public work, that workers have to do 
within and beyond themselves to change things for the better within and 
beyond themselves. (Consequentlyworkers and their situations are themselves 
their own "base workshops".) These processes promote aflow of task-centred 
behaviour from the creative core3 of workers which empowers people to 
develop themselves and their environment. Figure 9:1highlights the parts, the 
purposeful thrust and the principal axis of these processes. 


The work we are considering "begins with a feeling of something lacking, 
something desired ... something to be created, something to be brought into 
being ... in the environment ... in the self'.4 Thoseengaged in it are committed 
to their vision of what could be, and highly motivated to bring what is into line 
with it. For those of us who are Christians such feelings will owe much to Jesus 
and whathe taught. Moreover, we will see the work to be God's as well as ours 
and ourselves in aworking partnershipwith theDivine, co-workers with Christ 
and God and our efforts as complementary to the "work of Christ";S Le., to 
those things Jesus did for us through his death and resurrection which we 
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FIGURE 9:1. PRACTITIONER-WORK ORIENTED APPROACH 


cannot do for ourselves. Therefore the work is purposeful and, as we saw 
earlier, set in ideological and theological frameworks and the human and 
spiritual values associated with them. Thus faith and human subjectivity help 
to define the work to be done and the way that it should be done. So the work, 
like the processes to be promoted, is deeply rooted in people and in their 
experience and understanding of things as they are and of God and God's 
Kingdom. Amongst other things, this means that the whole person is in action. 
Professor Elliott Jaques expresses this well: 


Work is an activity ofthe whole person. It is thatbehaviour which constitutes 
the primary plane of reality in which the individual relates his subjective 
world to the external world, transforming each in the process of creating 
some socially manifest output. It is a realization in the external work of a 
subjectiveproject Itis thebehaviourthrough which the individualexperiences 
the reality of his core identity.6 


Work ofthis kind is vocational. Itis about the inner and outer worlds ofworkers 
and those with whom they work and the intimate and complex relationships 
between them and their environment-aspects of the indivisible reality of all 
church and community work.? It involves four kinds of work: 


• the work of the mind; 


• the work of the heart/soul; 


• the work of the hand, Le., the active engagement with situations; 


• the work of the feet to put us in touch with co-workers.8 


This kind of work is, in fact, vocational. As such, it has special powers over 
us; it affects us in one way or another quite dramatically because our hearts and 
souls are in it and because it is an outward visible expression of our most 
intimate and precious beliefs and purposes. These effects are complex. When, 
for example, the work is going well it can affect us positively or negatively: it 
can make us feel satisfied, humbled, thankful or it can make us feel self­
satisfied, conceited andcomplacent. Similarly when it is goingbadly itcan call 
forth reserves ofcreativeenergy we did not know we possessed or itcan cause 
us to give up and feel afailure. In short vocational work is charged with all kinds 
ofalternating positive and negative psycho-spiritual pulses whether it is going 
well orbadly. Working creatively at these pulses is an importantpart ofchurch 
and community development work. 


However, the interactionbetween us and ourwork is morecomplex than this 
because the effects of our work upon us reverberate through complex socio­
religious systems to which we belong; and throughout those same systems 
pulse the feelings others have about their work and ours. They variously 
harmonize, conflict, assure, confuse and confound. I illustrate this by 
constructing Figure 9:2, which shows how the work, when it is going well and 
when it going badly, can have both positive and negative effects upon the 
various relationships between workers and theirrelatives,friends, co-workers, 
church and God. 


Adversity, for instance, can bring them all together or set them at variance 
as when workers or their relationships with others are being adversely affected 
by the work. In some instances relatives and friends can blame God and the 
church for difficulties their loved ones are experiencing in their work or for 
taking them away from them: in their anguish, and possibly loss of faith, they 
can argue that in the end it is God's work and calling and that of the Church­
they called them and they got them into this mess. 


Clearly, practitioners are most effective when the whole vocational system 
is functioning well. Anyone of the sub-systems can prevent it from doing so. 
Work analysis and consultancy concentrate on making the practitioner-work 
sub-system as effective as it can be. That involves attending to the complex 
technology of church and community work and relating the work sub-system 
to the othersub-systems. This contribution is much needed, as arepsychological 
and spiritual counselling. Sadly, however, all too often such counselling has 
been offered topractitioners who werepsychologically and spirituallydistressed 
because they were not able to do their work as well as they needed to do for their 
own well-being. What they actually required was the kind of help described 
in this book. Getting thework sub-systemright makes significantcontributions 
to the overall effectiveness and harmony ofapractitioner's vocational system. 


216 217 







+ =positive 
-=negative


............. GOD : 
/ ! 


~~.,	 : 
..../ Ulti~atelY
 


Church
 .	 """r" 
... 
+ 


SYSTEM
 
and thepartsofit
 \ 
INlERACTING
 


with wider CONlEXTand ENVIRONMENT
 


FIGURE 9:2. A PRACTITIONER'S VOCATIONAL CONTEXT 


III. ROOTED LOCALLY, ORIENTED OUTWARDS 


It follows from what has been said that the processes of analysis and design we 
are discussing are fmnly rooted in people in specific churches, communities, 
and organizations, and in theirpurposes and beliefs. But they are notparochial. 
Whilst remaining rooted, they move outwards from the immediate actualities 
ofpeople and their situations to the widercommunities ofwhich they are apart 
and to their socio-religious contexts. This is different from thoseprocesses that 
get people to approach their church and community work via sociological 
analyses oftheiroverall context. Both approaches moveoutwards and inwards 
and engender interaction between the local and its context. However, the 
dominant thrust of one is outwards from the specific, and the other is inwards 
to the specific. Both must negotiate the interface between specific situations 
and their contexts. but in different directions. I make this point simply to clarify 
the nature of the processes I amdescribing. It is beyond the scope of this book 
toexplore thedifferences further-though it is important to do soespecially for 
pre-service training of those who work with people in church and community. 


IV. REFLECTlON-IN·ACTlON9 


One aspect of the nature of the processes is variously described as "reflection­
in-action", "action-reflection" and experiential learning. And, when used 
rigorously on programmes with an innovative element, it can be described as 
action-research. 1O In Part One we saw the results of using the processes of 
analysis and design on specific pieces of work. Other things can accrue from 
the continuous use of the process over a period of time on problems, cases, 
work programmes, projects and the various activities undertaken by people in 
church and community. The work can be continuously assessed for what can 
be learnt from it, and whatever is learnt can be ploughed back to inform future 
decisions and action. This enables workers and people to build up their own 
body ofknowledge about the work and how they can do it best, plus their own 
codes of good practice and the theory upon which they base them. Learning 
from experience in this way means that the process is inductive (working from 
the particular to the general). Applying what has been learnt to othersituations 
means that it is also deductive (working from the general to the particular).11 
Sometimes the inductive method ofdrawing things out ofspecific experiences 
is equated with the non-directive approach and the deductive method with the 
directive approach. This is confusing. Induction involves attending to the 
situations in question. What is learnt canbe used in adirective ornon-directive 
manner. 


This book as a whole exemplifies the nature and use of the reflection-in­
action and the action-research method and the inductive and deductive 
methods. The chapters on tackling the problem of a sense of failure, on the 
family communion case study and on the study of the bishop's situation 
conclude with reflections on the use of the method. In the first two of these 
chapters I discuss the practice theory of working on problems and cases. 
Chapter 5 establishes a generic process by reflecting upon the outcome of the 
use of the methods described in Part One in an extensive and extended action­
research programme of in-service training and consultancy work over aperiod 
of twenty years and more. 


V. DEVELOPMENTAL, CONCENTRATING ON CHANGE FROM 
WITHIN 


Identifying common elements in the outcome of the very different work study 
experiences described in Part One helps us to consider the developmental 
nature of the processes we are considering. The following significant changes 
had occurred in the workers and the resources available to them: 


•	 they had a more profound understanding of themselves as workers 
(their beliefs, purposes, etc.) and of their working situation, therefore 
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they were much more in command of themselves as workers and of 
their work (not necessarily of the work of others nor of the working 
situation as a whole); 


•	 they had seen the importance ofgetting others to engage separately and 
together in the kind of processes of analysis and design in which they 
had been engaged; (This emerges most strikingly in the discussions 
about the problem of failure where the group said, "We must get this 
kind ofdiscussion going amongst the people with whomwe work!" and 
when the bishop saw the need to focus on other people's theological 
orientation to ministry as well as on his own.) 


•	 they had inward experiences of developmental processes; 


they worked out development plans and designs which fitted them as 
workers and their situations; 


•	 they gained some knowledge and profitable experiences of the use of 
analytical tools which they could continue to use and make available 
to those with whom they worked; 


•	 they had more confidence; 


•	 they had acquired new energy and enthusiasm. 


In short, they had developed as workers and were better equipped within 
themselves to promote their own human and spiritual development and that of 
others-provided, that is, that they were committed to offering to others the 
kind of help that had been offered to them. 


Theseand similarkinds ofchangeoccurwhen the workers themselves freely 
and willingly make those contributions from within themselves which they 
alonecan make. Without thiscontribution thehuman and spiri tual developments 
we want to see simply do not happen, no matter how much others do things to 
and for the workers and people. The thrust of our effort is persistently and 
consistently directed towards inducing development action from within 
individuals, groups communities, organizations and churches; i.e., the nature 
of the approach is that it concentrates on getting people to make their own 
contributions to their development and that of others. Such development is "a 
process by whichpeoplegain greatercontrol overthemselves, theirenvironment 
and their future in order to realize the full potential of life that God has made 
possible".12 Itempowers people and enables them to change their environment. 
Itgives them abettersubjectivepurchaseon their lives, work and circumstances. 
It facilitates egalitarian working relationships and power-sharing. It creates a 
work culture and spirituality which of itself is a medium of development. (l 
discuss these claims in Chapter 12.) 


Theprocesses aredesigned to promote thesekinds ofdevelopment The very 
natureofthem is that those who use thembecome actively involved in applying 
them to themselves and to the work in which they are engaged. When people 


become engaged in the processes the processes are at work in them inducing 
inward changes-and the more freelyand willingly they gi ve of themselves to 
the activity, the more creative the outcome. At the same time the processes 
safeguard against enablers and consultants doing those things for people that 
they simply have to do for themselves. 


Clearly this contribution is only one part of that which is required for our 
temporal and eternal well-being, but it is an indispensable part at all stages of 
human and spiritual development, much neglected when undue attention is 
focused on what God and other people do for us-and must do for us. Relating 
this contribution to wide-ranging discussions about development as aconcept, 
stages and processes of development in organizations and communities, 
theories of underdevelopment and the diverse approaches to promoting 
development is a task that desperately needs to be done, but one that is quite 
beyond the scope of this book. 


To illustrate the nature of the processes, we have concentrated on the 
changes for thebetter that they can induce in workers. This could be described 
as reflexive development. As wehave seen, the use of these approaches on the 
stuffofchurch and community lifepromotes the inter-related development of: 


Christians and non-Christians; 


the human and the spiritual, the physical, the intellectual and the moral; 


people and their environment; 


church and community; 


groups and organizations.13 


VI. EDUCATIONAL 


Two disciplines have contributed much to the evolution of community 
development: education and social work. 14 Theprocesses ofwork analysis and 
design described in this book have evolved from pursuing the educational 
tradition in church and community work. Education is associated with 
essentially heallhy and normal people who need to change, acquire more 
knowledge and understanding and become more competent if they are to be 
and to do what is required of them" s The people are seen as co-workers in 
making things better: not as clients as they are in social work; the changes are 
developmental,not remedial. Theethos, orientation and approach is educational 
and, because of the centrality of the non-directive approach, it involves 
people's learning together and from one another: collaborative learning, not 
some teaching others. This is so whether one is working with people who are 
"educated" or "uneducated", affluent or deprived; and the richest learning 
experiences occurwhen people who differ significantlyin education, ideology, 
power, wealth and experience actually learn together and from each other. It 
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is amazing what emerges from the study of acase such as the one about family 
communion in such agroup ofpeople. TIme and again I have found that some 
of the most profound insights come from those with least power and education 
buta"wealth" ofexperienceofliving incomparatively powerless relationships. 
Learning together in order to work together for the common goodl6 takes the 
patronage out of church and community work. 


Many kinds of learning occur as people-paid and unpaid, those with and 
thosewithoutformal training and clergy, religious and laity-becomereflective 
practitionersl7 through studying their work in the way described in this book in 
order to promote the common good. They learn about themselves as workers 
and about the people, situations, organizations, and churches with whom they 
work. They learn how to make theirbest contributions to their ownhuman and 
spiritual development and that of others. They learn about other cultures and 
different ways of thinking and talking about things. Some of the learning is 
directly associated with acquiring knowledge and skills to do something that 
those involved really want to do, and some of it is incidental to that but highly 
valued. 


VII. NON-DIRECTIVE 


Facilitating other people to think for themselves about their own and other 
people's ideas is to be non-directive. This book demonstrates just what this 
means in specific situations and draws out the generic implications for general 
practice. Had I written the book a few years ago, discussion of this approach 
would have been a major section of it, probably appearing earlier. Reflecting 
on this, I realize that I have expounded the approach by showing what it looks 
like when it is written deep into the people who use it and into processes and 
methods they employ. Explicit references to the non-directive approach do 
appear here and there to elucidate the main thrust of the exposition, but I am 
struck by how little needs to be said about it directly when describing it in 
action. That is entirely in line with my experience when working with people. 
Once itbecomes an integral part ofus itis unobtrusive even though it radically 
affects our being and our doing. That is the nature of the approach, engaging 
with people purposefully, energetically and proactively without dominating 
them. 


This illuminates an aspectofmy experience. When peoplebegin to adopt the 
approach they are inclined to say "we must take non-directive action" or to ask 
"how do we take non-directive action" or whether they should be directive or 
non-directive. This I find disturbing because it is singularly unhelpful. Itcan 
lead to being doctrinaire about the non-directive approach and failing to make 
creative connections with reality, which is what the approach is all about. It is 
much better to ask "What needs to be done to help the people in this situation 
in relation toourpurposes and theirs?" (I return to this in Chapter 12.) Tackling 


such aquestion is more likely to get at the appropriate action, which will be an 
admixture of non-directive and directive action. IS 


VIII. BUT WHAT OF DEPENDENCY? 


A major thrust in the approach we are considering is away from dependency 
and towards interdependency and independency. Vanstonehighlights possible 
dangers of this approach, with its emphasis upon the action that people can and 
must take for their own well-being and development and that of others. 


The emphasis in agencies ofsocial care is now on "enablement" rather than 
:'~elp"; an~ the change of terminology is significant even when no change 
IS mvolved mtheprocedure andpracticeofthe agency.... Thepresupposition 
beh~nd the new terminology is, ofcourse, thatwhatapersondoes for himself 
~ his own achievement, is of higher worth than that which is done to or fo; 
him by the help o~ o~ers: that the practice of independence is, in itself, of 
greater.wor~ .or dlgru ty than the condition of dependence. '9 


Pubhc opmlOn accords the highest worth and respect to those individual 
and corporate en~erprises which are. intended to maintain and enlarge the 
are~ of human mdependence, to mcrease the possibilities of personal 
achlev~ment, to p~ovlde greater scope for private initiative, to "enable" 
people mto self-rehance and self-sufficiency. But perhaps these enterprises 
are no more than gallant or despairing gestures, no more effective than sand 
thrown. against the wind or Mrs Partington's broom wielded against the 
advancmg ocean. Perhaps the transition ofthe individual into acondition of 
evermore marked dependenceorreceptivity orpassion is for theforeseeable 
future, irreversible. ' 
. It i~ not necessarily the case that man (sic) is most fully human when he 
IS ~chleverrath~r than receiver, active rather than passive, subjectrather than 
object of what IS happening.20 


He illustrates this by telling how thehelp given to an "almost totally dependent" 
person on ahousing estategenerated asenseofcommunity and the"enrichment" 
and "blessing" which a helpless child has been to a whole farnily.21 


This is a timely challengefrom Vanstone. It evokes several responses in me. 
In varying ways and to agreater or lesserextent we are permanently dependent 
u~n each other and God. Dependency is as much a part of interdependency 
as mdependence. Vanstone's illustrations are about different kinds of 
dependency: that of the child is a necessary part of development; the other of 
an undesirable disability. People can be enriched or debilitated by helping to 
meet the needs. That says more about the way others respond than about the 
state of dependency. Whilst I reject any suggestion that we play down the 
emphasis on enabling, I think that it is vitally important that the way we do 
enable does not marginalize those who are dependent. Working with rather 
thanfor peopleenhances their autonomy, dignity, and self-respectand prevents 
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themfrom being objects ofcare howeverdependent or independent they might 
be. Therefore the processes I have described are as relevant to us in our 
dependent states as they are to us in our independentor interdependentstates­
whether they are primarily physical or moral or spiritual. These different 
dependent states are oftenconfused and wrongly correlated. Dependencyneed 
not necessarily be a passive state. 


When we are dependent we have to work quite hard at our inner and outer 
responses ifweare to retain ourdignity and privacy, to relatecreatively to those 
upon whom we are dependent, to prevent them, for example, from patronizing 
us and to get them to provide what we need and want rather than what they think 
we need and want. Doing all this and building up reciprocal respect, love and 
care in dependency relationships is a demanding task. It promotes the 
development of "dependent" and "independent" parties to the caring 
relationship. But it is very difficult. Anyone who has been dependent upon 
others-thosefor instance who administer social and medical services, family 
and friends-knowsjusthow difficult it can be. "Providers" and "carers"have 
a propensity to take over, patronize, overpower, "push people around", make 
people supplicate and trade on their gratitude. Consequently, dependent and 
independent parties have much to do in order to avoid the dangers and realise 
the potential of caring relationships. The processes I have described, and 
especially the case study and problem-solving methods, could be used by 
dependent and independent alike. 


Bruce Reed has made an important contribution to the discussion about 
dependent needs and meeting them. He says that he and his colleagues have 
"coined the term 'extra-dependence', where 'extra-' means 'outside', to refer 
to conditions in which the individual may be inferred to regard himself (sic) as 
dependent upon a person or object other than himself for confirmation, 
protection and sustenance. Correspondingly, we use the term 'intra­
dependence', in place of 'independence' to refer to conditions in which the 
individual maybeinferred toregardhisconfirmation,protection and sustenance 
as in his own hands."ll "Religion", he says, "provides a focus for behaviour 
in the extra-dependent mode of the oscillation process"23 between these modes 
of dependency. All of US, he argues, have needs for controlled regression to 
extra-dependence and a return to intra-dependence. (Regression is Reed's 
word, not mine. I do not like it because it suggests the movement is 
undesirable.) Worship can and should facilitate this, he argues. I think that this 
gives important insights into the functions of religion and worship. It also 
provides theological insights into the processes I have described. Over and 
again, when these processes are used in task groups and consultancy sessions, 
creative oscillation occurs between extra- and intra-dependence. 


IX. IN VIVO 


By their very nature, these processes have to be applied to living human 
situations in relation to many things which are of enormous importance to 
people in church and in community. They have to be used with the animate to 
animate. To do this with rigour and loving.care calls for sensitivity which 
comes from the realization that you are on holy ground when you are studying 
with people vocational work for human and spiritual well-being. Vocational 
analysis can be painful. What is important is to remember that the process is 
used in vivo, Le., in the living body, notunderlaboratory conditions, in working 
situations and in consultancy and training sessions. 
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CHAPTER lEN 


Theology in the Approach 


This chapter is about the theology in the approach to work analysis and design 
described in this book. As the approach and processes are central to church and 
community development, it is a partial commentary on the theology of that 
discipline. But it is not a theology ofchurch and community development: that 
would have to cover other vital questions such as its contribution to the 
development of church and society and its place in the mission of the church. 


Biblically speaking, the justifications for dedicated involvement in the 
processes are manifold. They help us to fulfil Christ's command, "Love the 
Lord your God with all yourheart, with all your soul, with all your strength and 
with all your mind; and your neighbour as yourself'. I They help us to show 
ourself"worthy ofGod's approval as aworker with nocausefor shame".2They 
assist us to work outour own "salvation in fear and trembling; foritis God who 
works in you, inspiring both the will and the deed, for his own chosen 
purpose".3 They help to equip us to share in "God's work",4 which Jesus said 
is ongoing: "My Father continues to work, and I must work too".s They help 
us to be co-workers ("fellow-workers" in the New Testament)6 with "Jesus, a 
prophet mighty in work and word".? And his work aims "to reconcile all things 
to himself, making peace through the shedding of his blood on the cross-all 
things whether on earth or in heaven".8 


What, then, is the theology in this thinking work which is oriented towards 
human and spiritual developmentbeyond and within the church? Iexplore this 
by considering theological 


objectives 


cornrnitments 


content 


activities 


competencies. 


I. mEOLOGICAL OBJECTIVES 


In Chapter Five we saw that the beliefs of those engaged in thinking through 
their work are important reference points at all stages of the process. Making 
the best use of the processes involves those engaged in them pursuing several 
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theological (or ideological) objectives. They are: 


(a)	 to develop those attributes in ourselves and in others by which we and 
they are 


in touch with our own beliefs and able to examine them 
critically; 


able to understand and empathize with the beliefs of others; 


able to discuss beliefs with those with different beliefs; 


able to modify and change our beliefs as we see the need to do 
so; 


able, separately and together, to put our beliefs into practice. 


(b)	 to use our beliefs habitually as primary reference points in analysing, 
designing, planning, programming, carrying out and evaluating our 
work and dealing creatively with positive and negative theological 
feed-back, and to get others to do the same; 


(c)	 to deepen our understanding and experience of being co-workers with 
Jesus; 


(d)	 to reflect theologically on our work and experience and to promote this 
practice among others; 


(e)	 to enhance our ability, and that of others, to work for human and 
spiritual development with people whose beliefs differ significantly 
from ours and to explore those differences with them. 


Making progress towards these objectives has far-reaching effects. Amongst 
other things it would: 


help individuals and groups to be theologically firm and flexible rather 
than theologically shapeless or rigid; 


enhance the quality of work and the satisfaction that people have in 
doing it, with all that that can mean for worship; 


promote theological growth and conversion(s) ofindividuals, churches 
groups and communities and enable people to keep up theologically 
with their experience; 


introduce theology and biblical principles into social and community 
work in anatural and wholesome manner and make explicit that which 
is intrinsic to it; 


enable individuals and collectives to communicate their beliefs more 
clearly and convincingly through the "body language" of action 
programmes; 


help to infuse contemporary pluralism with new life and theological 
vigour through enabling people with different beliefs to work and 
dialogue more purposefully and with integrity to their convictions (I 
pursue this further in Chapter Twelve); 


make clear that theology is as much about the way you work at and use 
your beliefs as it is about what you believe and why you believe it; 


encourage more people to ''use'' their beliefs in their work and then to 
theologize about the outcome. 


II. COMMITMENTS 


Commitment is the bonding of ourselves, from deep within ourselves, to 
people, principles, God through giving, pledging, covenanting, dedicating, 
fastening ourselves to them. !tis the result ofbeliefs, convictions, purposes and 
our insights. It is an expression of the mind, heart and will. It is an inner 
transaction with something beyond us which forges connections ofenormous 
importance to us. It is a dynamic movement of the human spirit by which we 
become involved atdeeperlevels inhuman and divineendeavours. Thenature, 
quality, strength and durability of our commitment determine the practical, 
moral and spiritual value of our engagement with people for development. 
There is no substitute at all for commitment. The absence of it will show 
through any form ofprofessionalism or battery ofskills or technology. Yet its 
importance in development work is frequently overshadowed by our 
preoccupation with ways and means of doing things. There is a tendency to 
assume it and to allow it to be implicit rather than explicit. To compensate for 
this, agroup ofus studying the theology ofchurch and community development 
felt it important to make our commitments quite explicit and to examine them 
and their implications.9 Kenneth B. Wilson, writing from asecularperspective, 
thinks that they are so important that they should be a subject for research: 


The issue ofcommitment is central tocommunity development and is clearly 
subjecttoresearch. Thevarious types and levels ofcommitment which result 
in community development need to be identified and their causes and 
consequences assessed. One important line of research would be to identify 
and map the interplay of self-seeking and community-service motives 
underlying the various types of structural orientation. . .. Such research 
might be geared towards clarifying the distinction and the relationship 
between power and leadership in community action. Commitments of the 
individual, as these aremanifested behaviourallywithin asituational context, 
provide an important link between theories of personal and social 
organization. 10 


Commitments are written deep into my exposition of work study. We need to 
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make them quite explicit because they reveal critical aspects of the theology 
in the approach and processes. In summary form they can be expressed as 
follows: 


•	 The commitment to work primarily with all people for self-induced 
change rather than to provide services for them. 


•	 The commitments to get people to work with andfor each other for the 
commongood,includingthosewhodifferfromeachothersignificantIy. 


•	 The commitment to collaborate rather than compete and to mandate 
equal opportunities to participate. 


•	 The commitment to active purposeful involvement in church and 
community rather than to a spectator or commentator role. I I 


•	 Thecommitment to workwithchurches,communities andorganizations 
as systems, not simply as collections of individuals or congregations.12 


•	 The commitment to church and community and to the issues which 
emerge from it and impinge upon it.13 


•	 The commitment to open processes of educational dialogue within 
which people freely articulate their needs in their own way through 
their own cultural norms.14 


•	 The commitment to getting people thinking and thinking again. 


•	 The commitment to power sharing and mutual accountability}S 


•	 The commitment to promote those processes of change in others, 
ourselves and structures that facilitate human and spiri tual betterment. 


•	 The commitment to work at actual situations, no matter how small or 
large, and to do so in context. 


•	 The commitment to work through and in the Church for overall 
betterment of people in church and society as a whole rather than any 
one part of it. 16 


(m)	 The commitment to work at theory and theology situationally and 
academically. 


(n)	 The commitment to assimilate and to live out as a way of life the 
principles, concepts and approaches inherent in this approach to 
working with people. 11 


Convictions ofvarious kinds underly these commitments. Amongst them are: 
attention to minute particulars promotes profoundandfar-reaching human and 
spiritual development; people have rich resources for development which are 
most effective when they are freely and willingly deployed; that by birth and 
divine endowment people have rights to freedom and power;18 that these 


commitments are congruent with the ministry and mission of the church; that 
the rigorous use of intelligence for the common good plays an important part 
in Christian life and work. Convictions, commitments, skillsandabilities when 
bondedtogetherform apowerfulnucleus in individuals, groups, organizations 
andchurches. Such nuclei strengthen the will, generateand release energy and 
promote determined and persistent application to developmental tasks­
provided, that is, that they do not make people into "heavy ideologues".19 The 
character andconstitution ofthenuclei, combined with the human and spiritual 
resources available, determine the job that people can tackle in terms of 
complexity, difficulty and duration. 


Such nuclei are created, strengthened and weakened in a thousand different 
ways, some of themquite unpredictable. This is especially true ofconvictions 
and commitments. (Forinstance, I first came to understand what commitment 
really meant when, as an engineer, I was amemberofamulti-disciplinary team 
researching problems ofescape from aircraft inemergencies. Medical doctors 
in the team were so committed to the research that they risked their lives to get 
information that could only beobtainedby their acting as guinea-pigs and using 
their medicalknowledge to observe what happened to theirbodies in simulated 
crash and escape conditions.) One way in which these nuclei are formed and 
built up is through the use of the work-study processes we are considering and 
especially through their use in groups led by people committed to them. It also 
happens in consultancy sessions. 


Three things help to explain this. Pursuing the processes involves working 
at the practical, technical, theoretical and theological issues in vocational work 
which variously contribute to the building-up of the elements of the nuclei­
skills, convictions and commitments. Secondly, the action taken by workers 
and consultants comes from their nuclei. Third, the use of the processes 
generates a particular spirituality, which I discuss in Chapter 12. Thus the 
elements of the nuclei are communicated at various levels of consciousness 
through experiencing the process. When the analytical process helps people 
with issues of concern to them, they associate not only with the outcome but 
with the nuclei that made it possible. Attending to the development and 
maintenance of these nuclei involves using theology as well as the social and 
behavioural sciences. 


m. THEOWGICAL CONTENT 


Doing theology is working onourownexperience in the lightofourownbeliefs 
and thoseofothers and workingonourown beliefs in thelightofourexperience 
and the beliefs and experiences of others.20 All those who use the processess 
described in this book to study their own work with people and that of others 
will engage in this kind of theological activity whatever they themselves 
believe or do not believe: doing theology is, in fact, an inescapable part of the 
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processes as it is ofdoing church and community development work. Amongst 
other things this involves: 


1.	 theological engagement with a wide range of subject-matter; 


2.	 working with human and divine relationships; 


3.	 the interaction between similar and dissimilar belief-action systems 
which promotes creative interplay between doing the work and doing 
theology. 


1. Subject Matter 


The wide range ofsUbject-matter about which church and community workers 
have to think theologically as they pursue these processes includes: the Bible 
and the theological traditions of the churches and organizations with which 
they are working; the nature of the church, society and their organizations; 
critical contemporary contextual issues; the ministry and mission of the 
church; human well-being and the common good; development and the 
competencies required to promote it, the attributes, roles and functions of 
ministers, priests, religious and laity in church and society and the approaches 
and methods they adopt; church and community development processes and 
the non-directive approach and their places in Christian ministry and mission 
and the work ofthe Church; specific work situations; the beliefs of the workers 
and their colleagues. 


Differentiating the SUbject-matter helps us to see the theological tasks 
inherent in pursuing the analytical processes. One task is to think theologically 
about each aspect ofthesUbject-matter. Another is to think theologicallyabout 
relationships between one aspect of the SUbject-matter and another, e.g. the 
spiritual ethos of a religious group, the ways in which they traditionally work 
with people, and the processes described in this book. Particular attention 
needs to focus on any dissonance because this can lead to creative change and 
to putting aspects of the subject-matter together in coherent patterns of 
theological thought. (It helps me to think of this as making "theological 
mosaics".) Such patterns are however, soon disturbed in a minor, ifnot major, 
way by further thought and experience. That is inevitable in any programme 
ofhuman and spiritual development. This approach means that the theological 
activity suffuses and transcends the processes and prevents it from being an 
optional extra. 


2. Human and Divine Relationships 


Processes of analysis and design, like community development, to which they 
are central, are about working with God and with people. Consequently, in one 
way or another and at one level or another, they are concerned, not only with 
people's beliefs, but with their religious experiences and their spiritual 
relationships with each other and God--or about their absence. 


Some people believe in God without claiming to have a relationship with 
him. Forothers thepersonal experience of, and personal relationship with, God 
are the quintessence of life and religion. Researches have shown that large 
numbers of people not associated with religious organizations have various 
kinds of mystical or extra-sensory experiences which have profound effects 
upon them but which they do not normally share.21 Christians variously 
experience living relationships with God, Jesus and the Holy Spirit through 
prayer, worship and everyday events. God calls them, Jesus is with them, 
(Emmanuel), the Holy Spirit leads and guides them. They feel that they work 
for God; they are co-workers with Christ. 


Thus, within and beyond thehuman relationships that are the normativestuff 
of community work, there are human~ivine relationships and mystical 
experiences which must be the stuff of church and community development 
work. These relationships exercise spiritual authority in the lives ofthose who 
experience them and frequently determine vocational choices and apostolates. 
When they are in good repair they engender commitment to human well being 
and they enthuse and energize people. Whether in good repair or not, their 
infIuence,like that of unknown reference groups, can be profound and quite 
beyond logical deduction. But, whilst mystical experiences and spiritual 
relationships are clearly important in development work, they do not get the 
attention they deservebecause they cause problems for development workers. 
For one thing, they are even more difficult to understand and analyse than 
human relationships-and they are difficult enough There is widespread 
embarrassment in talking about them and many people are sceptical about 
them. It is all too easy to neglect them, as, Iamsorry to say,Ihave done at times. 
It is so much easier to talk about beliefs than about "spiritual relationships". 


One of the models that helps me to take all this into account is a trihedral of 
relationships, a triangular pyramid. The points represent self, others, the 
physical environment and God. The lines represent the relationships. To my 
mind's eye it looks something like Figure 10:1. 


God 


Self Others 


Physical 
environment 


FIGUREIO:l. A TRIHEDRAL OFRELATIONSHIPS 
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People would model these relationships differently. They might, for 
instance, invert Figure 10:1 or lay it on its side to show God as the ground of 
all being and to avoid hierarchical inferences. Some people might substitute an 
ideologyfor God. However this might be, for me this trihedral ofrelationships 
underlies all human affairs, even though it is impossible to define with 
accuracy all the lines-they are easily blurred by the way in which human and 
divine relationships infuse each other. Aspects of it may be covered and 
confused by institutions, churches, conununities, groups or individuals, or by 
the way disciplines variously focus on individuals (counselling, case work, 
psychotherapy), on collectives (sociology, anthropology), onGod (theology), 
or on the physical environment (physical scientists, technicians, artisans). 


Then again, the shape is constantly changing because the relationships are 
inter-related. Change one and the others are changed. Indeed Jesus teaches us 
that restoring ourrelationship with God involvesfirst mending ourrelationships 
with others.22 Working with people in church and conununity variously 
involves working with them individually and collectively on each and all the 
relationships, sometimes focusing on one and sometimes on another of them, 
systematically and haphazardly as circumstances require. 


Whichever aspect we are concentrating upon, we will make our best 
contributions when we work consciously to the whole, whatever our own 
beliefs might be: easier said than done. The processes are designed to help us 
do just that by assisting us to work with people on their needs and the issues 
that interest them in andfrom the areaofhuman experience marked outby self, 
others and the physical environment and through beliefs to as much of their 
mystical experiences and spiritual relationships as people need and can work 
on; no less and no more. 


What I am trying to do through working to this trihedral of relationships is 
to emulate the ministry ofChrist. Essentially, as I see it, through his life, death 
and resurrection Jesus is giVing people to each other, to God and to the world 
which he loves in satisfying, creative, loving relationships. An event at the 
crucifixion epitomizes this for me in an enacted parable. John describes it in 
this way: "Jesus saw his mother, with the disciple whom he loved standing 
beside her. He said to her, 'Mother, there is your son'; and to the disciple, 
'There is your mother'; and from that moment the disciple took her into his 
home".23 Jesus gave them to each other in one of the most sacred of human 
relationships, mother and son, as he gave himself to both of them and 
established a new triangle of loving relationships. 


3. Interaction between Belief-Action Systems 


Making contributions towards these kind of developments involves people 
who differ from each other, in one way or another, working together for the 
conunon good andexploring eachother's ideas,beliefs and spiritual relationships 
and the deep things ofexistence. For me these two things-work and dialogue 


-are symbiotic activities of Christian mission which facilitate each other. 
Quite quickly the use of the processes I have described reveals differences. 
Oneof the things thathas helped me to getpeople engaged inwork anddialogue 
is a simple conceptual device which can be used to demonstrate points of 
agreement and disagreement. It is presented in Figure 10:2. 


This diagramhelps individuals and groups to seewhere they stand in relation 
to others by setting out inparallel theirrespectivebeliefs, spirituality, purposes, 
objectives, approach, method and activities. It helps to see precisely where 
there is agreement and disagreement between the people, where their thought 
and action converges and diverges, where there is conflict and consensus. 


Those who wish to make conunon cause with others can use it to assess 
whether there is asufficientlystrong basis ofagreement and mutual acceptance 
to enable them to work together and to explore their differences as they do so. 
This helps people to take each other seriously. Itcan be done quite simply and 
directly: "It seems we have similar objectives but different beliefs and 
approaches. Have we a basis for a partnership and for discussing our 
differences if that proves to be necessary?" Any understanding (contract) that 
is established in this way provides a basis for all to engage in joint ventures 
openly and with integrity. It avoids the well-meaning but dangerous use of 
conunonly accepted sayings which play down the differences simply to get 
into working relationships. One that comes to mind is: "We're all the same 
underneath and we worship the same God anyway". It also helps to challenge 
those whorefuse to have anything to do with others on thefalse assumption that 
they are totally and unacceptably different: "They're differentfrom us." One 
of the things I have had to work against in church circles is a very strong 
tendency to be suspicious and frightened of working on equal terms with 
people who do not confess their belief system in their language. 


Whilst I was on sabbatical leave in 1986 at Tantur, an Ecumenical Institute 
for Theological Research situated in the West Bank between Jerusalem and 
Bethlehem, I heard a rabbi who was highly committed to his faith and to 
working for peace with the Palestinians say with great emotion: "I can pray 
with the people with whom Icannot work and I can work with the people with 
whom I cannot pray". I felt for him deeply. I have had the same experience. 
The processes I am describing have helped me to work and dialogue with 
people previously segregated by the barriers and boundaries of culture, class, 
belief and spirituality. 


Holding together work and dialogue is vitally important in Christian action 
for development. Writing about relationships between Christians and people 
ofotherfaiths, Kenneth Cracknellenunciates these"fourprinciples ofdialogue": 


Dialogue begins when people meet each other. 
Dialogue depends upon mutual understanding and mutual trust. 
Dialogue makes it possible to share in service to the conununity. 
Dialogue becomes the medium of authentic witness.24 
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I would add that dialogue is a means of human and spiritual development. 
Working together inchurches, religious organizations and communities provides 
opportunities to extend and deepen it in every possible way. 


IV. THEOLOGICAL ACTIVITIES 


To use the analytical processes in church and community work people have to 
engage in several different but complementary theological activities. They 
haveto clarify and articulate thebeliefs upon which they intend to act in general 
and in particular situations; to apply them to the work in hand; to handle 
theological feedback; to analyseand reflecton the experience; and to assimilate 
any theological implications for them and for their work. (These activities 
couldbevariously described as differentforms oftheology: applied, empirical, 
existential, experiential, process, dialectical, pastoral and practical.) 


Rarely is the process as orderly as this sequence. It is an integral part of a 
work programme, not a process adjacent to and at a distance from it. 
Consequently beliefs and events, two powerful dynamic forces, interact 
complexly: beliefs and conunitments kick-startwork programmes and provide 
acontinuing thrust; events generatefeedback which eitherconfirms theological 
presuppositions or it challenges them and stimulates analysis, reflection and 
the review of beliefs and possibly their revision. 


All these aspects of the theological activity are going on as the work 
continues: theological activities, work and spiritual relationships overlap and 
intersect This is complicated. especiallyif the theologicalbasis ofprogrammes 
to which workers are conunitted is challenged-and even worse if they begin 
to doubt it. The case study in Chapter Two illustrates this. Beliefs that the 
teachers and minister shared about children and communion and their plans to 
put them into effect started off a sequence of events that led to theological 
conflict. Theplans were abandoned becauseno way was found ofhandling the 
theological feedback, but the work with the children and the communion 
services had to continue whilst the theological analysis and reflection went on. 
Anotherexample is the theological dissonance I experienced throughpractising 
the non-directive approach and engaging in community development work. 
Elsewhere Ihavedescribed this and my search for theologicalhelp to copewith 
it.25 Diagrammatically I represent the theological activities in Figure 10:3. I 
follow it with notes on each of the principal phases. 


1. Articulating Beliefs 


Bruce Rahtjen,26 abiblical theologian who became an experiential theologian, 
helpfully differentiates between: 


public theology, which is what we say we believe, our public self; 
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head theology, which is what we believe we believe: our thinking self; 


visceral theology, which is what we show we believe through our life-style, 
value systems and commitments: our feeling self. 


Head theology is that with which we are consciously in touch whereas there 
may be aspects of our visceral theology (our gut beliefs) of which we are not 
conscious. We bring these three theological selves to any work in which we 
are engaged. I have represented this by three undulating lines to represent the 
way in which our head, public and visceral theologies are sometimes close 
together and sometimes apart. They rarely entirely coincide. Rahtjen and his 
colleagues organized sensitivity group workshops to help the feeling, thinking 
andpublic theological selves to interact more creatively. Ihaveworked for this 
end through different means. 


One of the things Ihave done is to getpeople to write about their beliefs, Le., 
the beliefs, principles, concepts, assumptions, ideas and purposes which have 
beenfundamental to their life and work. Someresponded by giving an account 
oftheirpublic theology and aminority by referring to the theological statements 
of their church or organization. But by far the greatest majority described, but 
not without difficulty, aspects of their head and visceral theology. Strangely 
the requirement that the statement be brief helped them to do this. Another 
thing that I have found more recently has helped people, is to ask them before 
they attempt to express their beliefs to reflect on theirworking life and ministry 
up to the present and to describepeople, concepts, events which are landmarks 
in their working life, journey, or story. (See Appendix I.) 


Discussions that are thoroughly non-directive are another thing that I have 
found helps people to go deeper into their head and visceral theologies. 
Examples of the way in which people have expressed fueirbeliefs are given in 
Chapters Three and Four. Working at things in the ways described helps to 
integrate the public, head and visceral theologies. It was these processes that 
helped the bishop to look atjustwhat was involved in pursuing his beliefs about 
justification by faith with the clergy and church workers. 


2. Application and Feedback 


Many advantages accrue in church and community development work from 
people being in touch with their beliefs in the ways described in the previous 
section. Itpromotes their theological development,equips themfor theological 
dialogue andhelps them toembody theirbeliefs in action programmes through: 


helping them to understand and accept their belief and unbelief and 
their theological commitment and lack of it; 


making their beliefs more readily available for use in reflection and 
analysis and for review and revision. 


~-------- --J~ 
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In short, the argument is that theological creativity can be stimulated by 
theological clarity about belief and disbelief and spiritual relationships. 


What wesaid earlier in ChapterFive abouthandling feedback in general also 
applies to handling theological feedback in particular. 


3. Reflection and Analysis 


Adistinction we have already mentioned needs to be noted here. Applying our 
theology to work situations and analysing things theologically are in the active 
mood whereas reflecting on things theologically is in the attentive orreceptive 
mood. In this mood it is possible to listen for what things might "say" to us or 
what God might say to us through them. Alternating between these two modes 
ofactivityhelps us to get to the theological heart ofthings. The approaches and 
methods described in this book help us to do so but as Michael Taylor has 
written, 


There is no process of reflection which can, if followed step by step, lead us 
inevitably to the answers to ourquestions, as ifhaving correct!yprogrammed 
the theological computer we have only to wait for it to produce the required 
results. Rather, the process of reflection nourishes our minds and provides 
them with a far richer store of new material out of which we have to make 
ajudgement and take adecision. It provides food for action and not just for 
thought, but it will never decide for us what action to take.27 


But they do help us to conHrm or revise our beliefs and to bring into a more 
creative unison our theology and our spiritual relationships. 


V. THEOLOGICAL COMPETENCIES ENGENDERED 


Theologically speaking, I value this approach to the analysis and design of 
church and community work and the processes which facilitate it for several 
reasons. It enables people to maintain a creative tension between action and 
belief, work and theology: their separation is anathema. It helps people 
towards abetter personal and mutual understanding of their spiritual selves. It 
enables people who differ significantly in belief and theology to work together 
for thecommon goodwith integrity. Working togetherengenders relationships, 
mutual understanding, trust and common experiences of success, failure and 
difficulty. These things enable people to talk together about the deeper things 
of life and faith and to explore their different beliefs, theology and spiritual 
experiences and to apply what they learn in the work they do for the common 
good. And as the application of beliefs is accompanied by theological 
reflection, it helps people to revise their beliefs. This is truly developmental. 
It properly complements that which God does for us in Christ and through 
others. For me, therefore, it occupies an important place in the ministry and 
mission of the Church and the work of the kingdom of God. 
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3. Philippians 2:12 REB. 
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Part Four 


Application
 







CHAPTER ELEVEN 


Persuaded but Daunted? 


For many people to be persuaded of the value of the thinking processes 
described in this book is to be daunted, sometimes overwhelmed, by the 
thought of using them themselves in their work. Over and again I have seen 
these feelings gradually come over groups of people and depress them. This 
happens most often when people have experienced the value of the processes 
over a period of time through courses or consultancy sessions and they are 
reflecting on the implications for themselves of these experiences. And it 
happens even when we have discussed how to use the processes step by step 
as we have gone along-as, in fact, we have in this book-and peoplehavefelt 
confident at each stage that they themselves could use this method or that. 
Reflecting on the process as awhole when no aspecthas been mastered is much 
more intimidating. Consequently, as you might be doing just that at this stage 
of the book, this is the time to look at four frequently recurring strands in the 
experience of being disturbed and daunted by the thought of using these 
methods rigorously: 


negative feelings about past practices; 


feeling inadequate to the intellectual challenges ofthinking about work 
with people for human and spiritual development; 


the difficulties of finding the time and energy to acquire and use these 
processes in the working situation; 


thefearoflosingcontrol through getting peoplethinkingfor themselves, 
Le. through adopting a non-directive approach. 


I. NEGATIVE FEELINGS ABOUT PAST PRACTICES 


Convictions about the need for change in our ways ofworking can make us feel 
badly about our past and present practices, which can now appear to be 
misguided, ineffectual orwrong. Time withoutnumber1have heard and voiced 
the plaintive cries, "If I had only known that ten (twenty, thirty or forty) years 
ago." "I should have been taught this in College." "Oh, the opportunities that 
1have missed and the time 1 have wasted." All too easily attention can be 
diverted from the challenge of the present through preoccupation with our 
remorse about thepast. Thesefeelings have to be overcome ifwe are to release 
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the energies, and to secure the freedom that we need to make our best res­
ponse to the challenge of change and the problems associated with it. A 
thought that helps me to do this is that, whatever the merits and de-merits ofour 
previous ways ofworking and ourculpability in using them, the most important 
thing is that they have brought us to this moment of insight, opportunity and 
challenge. That is the way that we came. This is the point from which we must 
start. We mighthave comeby another route, but we did not. (I have to struggle 
with myself to gain this orientation to the past and the present. I have to work 
hard to overcome my negative feelings about my past perfonnance and missed 
opportunities. I have a strong propensity to go on blaming myself and others 
unhelpfully and at times masochistically.) Therefore, the vital questions are, 
"Where do I (we) go from here?" "Should I make changes in the way in which 
I work and if so what changes and how should I make them?" All too easily 
we can avoid the issues by dallying with questions such as, "Did I get here by 
the best possible route?" 


Focusing on the here and now and the future in this way enables us to use 
rather than misuse our past experience of working with people and the insights 
intoourselves as workers. Evaluatedexperienceand insights provide invaluable 
infonnation by which we ourselves can assess present ways of working and 
any others that are on offer. Putting experience to such good use helps us to 
feel much better about the painful pastbecause it helps to redress it. Doing this 
is, in fact, to use the reflective practices described in this book to tackle the 
negative feelings that they have had a part in generating. 


Perhaps this is the moment for you to pursue this matter further. If so, the 
questions in Display 11:1 might help you to reflect on your ways of working 
and to identify any changes you might want to make. 


II.	 FEELING INADEQUATE TO THE INTELLECTUAL 
CHALLENGES 


Some people feel they do not have not the intellect to think things through in 
the ways suggested. This is painful, especially when they are convinced that 
thinking things through thoroughlyand in depth for themselves and with others 
is of the essence of working with people in community for human and spiritual 
development, and that is what they want to do-a painful conjunction of 
thoughts, feelings and aspirations when all this is at theheartofyour vocational 
yearnings. I know about this through repeatedly not being able to get my mind 
round some vital subject or to put my thoughts into creative order. This 
continuing experience must be taken seriously to see if there are things which 
will help us to handle it better and to think as effectively as we can. I restrict 
myself to the things that I have found helpful. 


First, it is necessary to acknowledge that our intellectual abilities can never 


1.	 Note significant characteristics of the ways in which you:
 


- think, feel and worry about your work in general;
 


- work out what you are going to do and how you are going
 


to do it (proactive thinking and planning); 


- work through things that go wrong (reactive thinking); 


- fail to keep thinking. 


2.	 Note the characteristics that you consider useful and any ways in
 


which they could be developed to improve your effectiveness.
 


3.	 Note any characteristics that you consider unhelpful. 


4.	 Reflecting on this book with its emphasis on reflection-in-action
 


and any other approaches or methods which you have read about
 


or experienced, note the ones you wish to acquire or develop.
 


5.	 What would be the overall effects, positive and negative, of
 


- making any changes noted in 2, 3 and 4?
 


- not making them?
 


6.	 What problems would you have to overcome
 


- to make the changes?
 


- if you did not make them?
 


And how could you overcome them? 


7.	 What do your responses to 1-6 say to you? 


8.	 What would contribute to a realistic work/worker development
 


programme for you?
 


DISPLAY 11:1. TAKING STOCK 
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master the complexityofthe human and spiritual subject-matter with which we 
are grappling. The latter is always more than amatchfor the former. Therefore 
we are not intellectually deficient because we cannot master it. Getting our 
minds around human events and situations is difficult and at times quite 
impossible because they are so complex and the theories that purport to 
interpret them are often confusing and conflicting. Comprehensive 
understanding always eludes us. At times we simply cannot understand what 
is going on. Even in relation to the most ordinary human events we have to act 
in ignoranceofvital informationno matterhow hard we think, and rely on such 
things as hunches, intuitions, guesses, probability. These limitations derive 
from our inability to think and from the nature and mystery of the human 
situation. Accepting this can help to get things into proportion, to realize our 
status before God and his creation, to marvel and respect the mystery with 
which we are working and ofwhich we are apart and to give ourselves to using 
our minds to get the best understanding we can get of the situations in which 
we are working. Awareness of the limitations of our understanding helps to 
save us from the dangers of presumptive behaviour and arrogance. 


Second, vital clues to understanding the things we are concerned about are 
in the people and their situation. Focusing on them and listening to them is a 
way to understanding. The non-directive approach is important here. Those 
who use it aim to help all kinds of people, separately and together, to think 
seriously,deeply, analytically, imaginatively and purposefullyfor themselves 
about the substance of work, life and faith and to act upon their conclusions. 
This involves paying very careful attention to the thinking of others. It takes 
practitioners into the inner places of individuals, groups, communities and 
organizations (religious and secular) where the human and divine are at work: 
places where there is aglorious confusionbetween processes ofhuman growth 
and salvation and where the activities of God, self and others are fused. It 
enables them todo this with the respectGod accords to us all. Ittakes their work 
and ministry to the very heart of human life. They could not be in a better 
position from which to reflect, nor could they have more relevant information, 
knowledge and insights upon which to reflect and act. Those who habitUally 
takedirective action are less likely to get into suchprivileged positions because 
they are inclined to overlay the thoughts of others with their own thinking and 
plans. 


Using the non-directive approach means, therefore, that we are more likely 
to getto theheart of the matter and to be able to thinkrealistically. It also means 
thatwehave more thoughts to think about.' Tools for thinking are needed. That 
is what we have provided in this book. 


Third, concentratingonly on the ability ofindividual workers to think things 
through misses an important dimension. Development depends upon people 
thinking things through together. The issue, therefore, is not whether I can get 
my mind around things but whether we can get our minds around things and 
whether we can help each other to do just that. Emphasis upon individual 


competence can detract from the collective competence. Accepting this 
enhances our ability to think, generates mutuality and underpins our humility. 


There are in fact two closely related themes in this book: enhancing the 
individual practitioner's ability for "reflection-in-action";2 and the generation 
of reflective communities, organizations and churches in order that the 
members, separately and together, may become more effective agents of 
reflective action for the common good. Holding these together is a unique 
contribution of church and community development. Doing so is important 
because, as wehaveseen, reflective practitioners need reflective communities 
just as reflective communities need reflective practitioners. They go together. 
It is very difficult for either to survive without the other. My experience 
prompts an untested hypothesis, that those who fail to become habitual 
reflective practitioners are those who are unable to find or generate reflective 
groups, churches and communities. But, as we have said, communities of 
reflective agents are multipliers; they beget learning communities ofreflective 
agents: they release the learning potential in church and community work 
which fosters human and spiritual growth and development. 


Fourth, one of the problems is that thinking seriously about working with 
people for development in church and community takes us into so many 
disciplines, such as theology, the social and behavioural sciences and adult 
education. They all have significant contributions to make to church and 
community work. There is a temptation to think that to use these disciplines 
we have to master them. Most of us cannot master even one of them. I think 
of my excursions into other disciplines as foraging expeditions. I am looking 
for things which will help me in my work and I test their efficacy in relation to 
my own discipline and my experience of working with people in church and 
communityfor human and spiritual development. In fact, the processes Ihave 
described provide ways of finding out what works and what does not work­
and how and why. 


Fifth, it is helpful to clarify what we do not know; i.e. to define our areas of 
ignorance. This helps us to decide what action to take just as much as defming 
what we do know. It can lead us to seek more information by observation, 
research, surveyor study. It helps us to know when to be tentative. 


Sixth, it is necessary to give ourselves to the specifics of our situation and 
experience in relation to as much ofthe whole as we can grasp. Parts are within 
our grasp when the whole is not. The belief that all things cohere in Christ3 


releases me to give myself to the parts in the context of the Kingdom. 
Finally, it is vital to keep on thinking; to remain a reflective practitioner, no 


matter how difficult it seems to be. I find that it always pays some dividends, 
and the more I get stuck the more I get out of it at the end. This helps me to 
struggle through the hard and painful aspects of thinking things through. This 
is one aspect of my experience where journeying is as important as arriving. 


The temptation to opt out of thinking about our work must be avoided. 
Standard procedures and rubrics are useful. They help to find thinking space 
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but they can neverbe asubstitute for thinking. As we have noted earlier, given 
that time for this is limited, we need to select carefully how we use it. 


In various ways these things help to overcome intellectual intimidation and 
the accompanying emotional frustration, to take up the challenge of thinking 
things through and to enjoy the excitement of doing so. But they have not 
helped me to eliminate the frustration nor to avoid the pain. 


Ill. DIFFICULTIES OF FINDING TIME AND ENERGY 


Workers already stretched are at a loss to know how to find the time, energy 
and support necessary to change their own ways of working and to promote 
changes in the work culture of their church or organization. Quite often they 
feel that the task is hopeless. It is, if they are thinking in terms of immediate 
wholesale change. Making radical changes in work practice is a long-term 
development task and needs to be approached as such. 


As wehave seen, theprocess canstartwith quitesmallbut importantchanges 
such as asking unloaded rather than loaded questions or using the problem­
solving approach to tackle difficulties. Ifthis proves to behelpful, as it is likely 
to do, people will soon notice that things are being done differently and enquire 
about the changes. That is a good beginning to a programme of education for 
change. Another way to introduce change is for workers to discuss with those 
with whom they work this way of working and the desirability and feasibility 
ofmaking changes. Doing this effectively involves workers' adopting thenon­
directive approach, which means that the processes are demonstrated as they 
are discussed. The discussions might also include a comparison of the 
advantages anddisadvantages ofprevious ways ofworking, ofthose suggested 
here and of making changes. (Display 11:1 could help people to do this.) 


Quite often, for instance, when people act without due thought they have to 
spend a lot of time racking their brains to find ways of overcoming problems 
that could have been avoided by forethought. TIme and energy is absorbed in 
crisis management, whereas the approach in this book uses energy in a more 
purposeful, creative, satisfying and economic manner. Of course, there will 
always be problems, because we never do things perfectly and because of the 
unpredictability of human thought and behaviour. But more problems will be 
foreseen and avoided. Put starkly, the choice is between investing more time 
in thinking things through and less in sorting out messes. I am committed to 
thinking things through as thoroughly as circumstances permit because this 
leads to action that is most likely to be productive and satisfying: it builds up 
one's ability to work at things spontaneously; and itconserves time and energy 
to work atemergencies and problems caused by errors ofjudgement which are 
always with us and which could not have been foreseen. 


From personal experience I know that it is possible to find time and energy, 
but not easy, especially in the initial stages. Generally speaking, we find time 


for what we really want to do. For seven years up to 1993 I led two-year paet­
ti,me diploma courses in church and community development. All the parti­
cipants had considerable experience in church and community work and had 
responsible jobs; some of them held senior positions in one or other of five 
denominations. They studied their work and wrote adissertation about it. The 
aim was to discover how they could do their work better in the present and be 
more effective workers in the future. They found it difficult to make time to do 
the studies. By the end of the course, however, most of them had built in time 
for studying and researching their work as they did it: they had infact overcome 
the. "tyranny of the short-term".4 They considered this hard-won change to be 
so Important that they vowed to maintain it. 


Readers who wish to change their ways of working might consider the 
altemative ways ofdoing so sketched out in the final section ofChapter Eight. 


IV. FEAR OF LOSING CONTROL 


People who benefit from using the approaches we have described frequently 
fmd themselves experiencing the following sequenceof thoughts and feelings: 
a sense of greater control over themselves as workers and their work because 
theyfeel that they havegot theirminds round it; thedesire to use the approaches 
to help others to do the same; the conviction that thinking things through for 
yourself and with others is essential to human and spiritual development; the 
realization that inevitably this will mean others gaining increasingly more 
control over things related to "your" work and life; fear of losing control; 
temptation to withdraw from acting non-directively towards those "under" 
your authority. Groups, organizations and churches as well as individuals 
experience this sequence. 


The fear ofIosing contrOl, with its rational and irrational elements, has to be 
taken seriously. It inhibits non-directive action and it nullifies attempts to take 
it. To gain the advantages of this approach, the fear of losing control has to be 
overcome and the dangers of doing so avoided. Understandably, clergy and 
laity of all denominations are most apprehensive of working on equal terms 
with peoplefrom whom theydiffer and those they have good reasons tobelieve 
will not be responsible. Working at the following has variously helped me to 
cope with these fears and to take calculated risks responsibly. 


All that I say presupposes opportunities for face-to-face negotiations about 
sharing betweenpeople in positions ofstrength and weakness. Itpresupposes 
some willingness all round to share, even if it is reluctant willingness based 
upon questionable motives. I am not addressing the situations where those with 
powerhaveno intentionofgiving it up and thosewithout power are determined 
to gain it. What follows has some relevance to such power conflicts, as do the 
approaches and methods I have described, but power struggles raise issues 
beyond the scope of this book. 
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1. Facing the Fears 
Facing the fears and examining their substance is a necessity. I fmd it helpful 
to write down or say aloud what are the worst things that can happen. This gets 
meawayfrom dwellingonfearful feelings to working atavoiding orovercoming 
real dangers. That is, I am working on a vital part of the development agenda 
related to using the approaches beyond myself. Having done so I am more 
likely to be able to help others to deal with their fears of losing control. I am 
reminded of this biblical text: 


Fear, Fiend and Fate
 
Are upon thee, Earth-dweller!
 
Who runs from the voice of Fear,
 
Falls down to the Fiend;
 
Who clambers up from the Fiend,
 
Is snared by Fate!S
 


2. Recalling the Sheer Necessity of Everybody being in Control 


Generally speaking, people make their best contributions to their own 
development and that ofothers when theyfeel in control of themselves and the 
part they are playing and when they feel they have a real say in the corporate 
control ofanything in which they areengagedwithothers. For theseconditions 
toexist-and it isofvital importancethat theydo indevelopmentprogrammes­
individual control must respect collective control and vice versa. Both kinds 
ofcontrol mustcomplementand reinforce each other; they mustnotcompromise 
each other. This is tricky toobtain anddemanding to maintain. The approaches 
and methods Ihave described facilitate this duality ofcontrol, never perfectly, 
often with difficulty, but generally creatively. 


As we have noted, the analytical processes help workers to gain the 
maximum inner and personal control that it is possible for them to have in their 
circumstances over themselves as workers and their work. Putting their 
information and thoughts in order, analysing them and determining the 
implications gives them a thorough grasp of their own realities which frees, 
energizes and enthuses them. The more value they put on this experience the 
more they want it for others. They can help them to get it through introducing 
them to the same analytical processes. They can help groups to gain control 
through working with them, openly and on equal terms in the same analytical 
way. The outcome is dual work control, both personal and collective. 


3. Giving up Control does not necessarily mean losing It 


Transferring power and sharing control does not necessarily mean losing 
power and control. Corporate control of resources is much stronger than 
individual control. At best it is regulated by checks and balances. 


4. Genuine Sharing of Control and Power 


Sharing power and control is most likely to be effective when all parties feel 
comfo~able. with it, and, when arrangements to share genuinely represent 
stated mtentions. Pseudo-sharing is counter-productive. People soon see itfor 
w?at it is. D~plicity is counter-developmental. Acommon example illustrates 
thl~. To aVOId the danger of losing control, many churches or organizations 
which enter. into joint projects with others and "share" their premises and 
resources With them make sure that they retain the power to veto plans by, for 
example, having sufficient members on committees to outvote those with 
whO~ the: are "sh~ng". This common surreptitious device can marginalize 
the nuno,nty, makmg them feel unequal participants and generating mistrust 
and factio~: A mu.ch better way is to discuss mutual responsibility and 
accountablhty associated with shared control and, possibly, the circumstances 
under which those with ultimate responsibility will use their veto and the 
mann~r in which they will do so. Clear understandings based on freely 
negotiated contracts are bases for power-sharing most likely to lead to 
development. It is good practice to work on the basis that it is easier to give 
more than to ~~ ~~ck whathas been "given". Giving what can be given-and 
some responslblhties and authority cannot be shared-enables people to 
learn how to give and receive increasingly more. 


5. Promoting Creative Forms ofParticipation and Sharing 


Participa~ng in comm~allife and shared tasks is not necessarily and always 
a good thmg. Devastating experiences in families and in groups can injure 
peoplepsycho~o~ic~ly ~dspiritually, sometimes permanently. Aiming to get 
every~n~ participating. (mvolved) equally in every aspect of a project is 
unrealistic ~d undesuable and can, for example, induce participatory 
processes .,:hIC? paralys.e groups and render them ineffectual. Working to 
thes~ .rea~lties IS comphcated by doctrinaire adherence to full egalitarian 
participation. Nonetheless, human and spiritual development depends upon 
people getting involved with each other. Some of the things which I find 
promote creative participation are: 


•	 w?rthwhile tasks which are clearly understood and freely accepted 
With some enthusiasm by participants; 


•	 agreed ways of going about tasks which enable people to get on with 
them to their satisfaction; 


•	 participantshaving parts (i.e. roles and functions) about which they are 
clear and which they want to play; 


• good working relationships; 


• appropriate forms of participation. 
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These things interact to build up the quality of the participation. Engaging in 
worthwhile tasks can befrustrating when theway ofgoing about things simply 
does not work-and the frustration is all the greater because the task is 
worthwhile. The introduction ofprocedures which do work-and that is what 
this book is about-breeds hope and generates enthusiasticparticipation. Here 
I want to comment in more detail on the last point. 


Participation in human lifeis pluriform. Differentmodes ofparticipation are 
more or less appropriate to people and their circumstances. No one form is 
always right. Establishing those that are appropriate from the repertoire of 
possibilities is part of the art of promoting development. I can best illustrate 
this by focusing on people-an individual or a group-who have the power to 
act in relation to some activity or other; for instance, organizing services of 
worship or leisure facilities. There are several things they can do. They can 
organize the facilities themselves or they can recruit others to do so on their 
behalf. Or they mightdiscuss the need with others, consult them about thekind 
ofservices required and then decide and act. In all these cases they remain in 
control whilst providing opportunities for people to participate in different 
ways, ranging from using the services to negotiating the kind of services 
needed and wanted. On the other hand, the people with power might decide 
that they want to delegate, co-operate, collaborate, devolve or enter into 
partnership with others. Inall thesecases theyshare control and they and others 
participateon adifferent powerbasis and indifferentways. These arebutafew 
of the different modes of participation.6 I represent them in Figure 11:1. 


Basically there are, in fact, two forms of participation. The forms of 
participation above the centre point in Figure 11:1allow people to share in the 
activities of thegroup withpower on their terms. They might influence the way 
things are done but substantive power is not tranferred to them. The forms of 
participation below thecentrepoint are quite differentbecausepower is shared 
out.' Getting people to share in what we control is very different from sharing 
outour power and control so that control and power are in the hands of others 
or an augmented "we". It is vital that we know in which of these forms of 
sharing and controlling we are engaged. Confusion, which bedevils 
developmental processes, occurs when one party thinks power is being shared 
out whereas in fact they are being invited to share in activities others control. 
After making these distinctions in a lecture someone said that he now saw why 
his attempts toconsult aparticular groupfailed and generatedbadfeelings. 1be 
group were acting as though theconsultation were anegotiation. Clarity about 
theform oftheparticipationproposed is vital. Ithelpspeopletodecidewhethet' 
ornot they wish to engage in thatform ofparticipation: if they do, ithelps them 
to participate to good effect; if not, it helps them to negotiate a form in which 
they are prepared to participate. 


No one form of participation is always appropriate. I remember Dr BatteD 
saying that he and Mrs Batten enjoyed dancing. Were the proprietors of the 
dance hall, he said, to rress him to help organize the establishment, they would 
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cease to attend. He wanted to dance, not to organize the event. He paid so that 
others could arrange for them to participate in this activity and no other. 
Appropriate forms of participation are determined by considering what is 
feasible andfunctionalin the lightofthe needs and wants ofall the participants, 
the fonn of sharing they can manage, and the developmental reference points. 


Qualitativeparticipationhas many rewards: itfacilitates purposeful creativity; 
it generates deep satisfaction and asense ofwell-being; and it is an agentof all­
round development in and through all the participants. 


6. Sharing the Need to share 


When people become committed to the non-directive approach they can feel 
that they must, as a matter of urgency, share or surrender in a much more 
vigorous way any power or control that they might have. The urgency can 
engender or exacerbate the fear oflosing control. Itcan also dri ve people to act 
incontradiction to theirnew-foundconvictions about thenon-directive approach 
when the felt need to share overpowers the fear oflosing control. It is essential 
that this battle of feelings be resolved logically, not emotionally. To insist on 
power-sharing is to exercise a powerful fonn ofcontrol. It is to coerce people 
to have more power and control-and many people fear gaining control and 
power just as others fear losing them. It is, in fact, to be directive about non-' 
directive working relationships. Means are at variance with beliefs and ends, 
and that transmits confusing and confounding signals. The urge to share must 
be controlled so that it does not lead to imposition. Sharing that is consonant 
with the non-directive approach starts with discussing with those implicated as 
openly and equally as possible the felt need to share and the associated 
emotions. Shared decisions to share or not to share are asound basis on which 
to proceed. They help to hold in creative tension (or to resolve) feelings about 
the need to share and the fear of losing control. (There is further discussion 
about participation in Chapter 12 in relation to leadership.) 


7. Prior Agreements about how to handle Problems 


Prioragreement abouthow to handleproblems canhelp to deal with them when 
they arrive and to reduce the fear oflosing control. What Ifind helpful is mutual 
understanding about the importance of working our way through problems 
together and not giving up at the first difficulty; about ways and means of 
dealing with any difficulties that might arise; about the kind of difficulties we 
can foresee. This means that everyone is on early alert to work together on 
problems. Such an understanding makes it so much easier to raise problems 
because there is an easy opening: "When we decided to do this together we 
agreed that we would talk to each otherabout any difficulties rather than letting 
them slide. I am glad we did because there is something I need to discuss with 
you". People feel much more in control when there are agreed procedures and 


working relationships to deal with those things which can make them feel they 
are losing control. Of course, we have to do this in such a way that it does not 
create the problems--even as we are anticipating them we arehoping they will 
not materialize. 


8. Accepting that Complete Control is neither Possible nor Desirable 


There is no intention in what Ihave wri tten to infer that the diligent use ofthese 
processes--or for that matter any others--eould enable people to have 
complete control over themselves, their work and their circumstances. That is 
not possible and it is probably undesirable. Much that happens to us and those 
with whom we live and work is beyond our controLS Moreover, some of the 
main power points in society lie outside the local churches, communities and 
agencies.9 We never have complete control over ourselves, and we have the 
mostminimal and fragile control over others. This we must acceptbutwemust 
not allow it to undermine our attempts to work together with others for as much 
individual and collective control as possible over those things that affect our 
well-being and salvation. The processes described in this book help us to do 
just that. 


Hopefully you will seewhatdaunted you as partofyourdevelopment agenda 
and you will be encouraged to tackle it with enthusiasm. 
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CHAPIER TWELVE 


Contemporary Relevance 


This book is an exposition of ways and means of analysing and designing core 
processes of church and community development work. They promote the 
inter-related development of church and community, Christians and non­
Christians, people and their environment, and the human and the spiritual. In 
this chapter, in order to demonstrate just how relevant these processes are to 
our contemporary situation, I am going to discuss the following principal 
effects and consequences of acquiring and using them: 


1.	 they build up a more highly skilled, job-satisfied work force in the 
Churches, religious orders and allied organizations in relation to every 
aspect and kind of church and community work; 


2.	 they enable workers and people to get abetter subjective purchase on 
their lives, work and circumstances; 


3.	 they contribute to the de-privatization of religion; 


4.	 they generateegalitarian working relationships and facilitate the sharing 
of power and responsibility; 


5.	 they promote ever widening circles of co-operation and dialogue 
between people of different faiths and none; 


6.	 they can be used to provide back-up work consultancy services for 
workers; 


7.	 they provide research data that can be used to enhance and develop 
church and community work generally; 


8.	 they create a work culture and spirituality which is a medium of 
development. 


Before proceeding to demonstrate the "effects and consequences" I think it 
would be helpful to distinguish two inter-related ways ofgetting at what needs 
to be done to promote human and spiritual well-being and development. 


One way is through undertaking large-scale studies ofchurch and society to 
determine the overall implications and the different kinds of action to be taken 
by people in various positions. Another way is through people themselves 
studying the work situation in which they are involved and the impact of their 
environment to determine what action they can take. (Work situations can be 
anything from aneighbourhood care grouporalocal Church to an international 
organization.) 


261 







Primarily this book is about this second way. Each of the ways is most likely 
to be effective when it is adequately cross-referenced with the other, Le. when 
local action studies are checked out against the implications ofoverall studies 
and when large-scale studies are informed by the insights that come from the 
perspectiveofthose intimately involved with an aspectofthe whole. There are 
several ways in which people studying their own situation can do this: through 
readingbooks such as theones quoted in this Chapter; through discussions with 
people who have a wider view of things; through using consultants; through 
contrasting their reference points with those of others. Most of my effort has 
gone into studying specific work situations and helping others to do so. 
Alongside this I have given as much time as I could to examining overall 
studies in my own field. This has profoundly influenced my study of work 
situations. However, it must be said that there are difficulties in becoming 
familiar with overall studies when you are deeply engaged in working at your 
own situation. Time is one problem. Another is finding the objectivity, courage 
and energy to pursue the implications of overall studies that throw some doubt 
on what you are doing. (This is an aspect of handling our overall context 
discussed in the last part of Chapter 5.) 


Much of what follows comes from considering my experience of the 
processes and procedures central to this book in the light of a select number of 
overall studies. 


I. AMORE HIGHLY SKILLED ANDJOB-SATISFIED WORKFORCE 


It is evident from what has already been said that the effects on workers and 
their work of the use of these processes is beneficial: it improves the quality 
and quantity of work done and its effectiveness; it gives workers greater job 
satisfaction; it enhances their qualities as workers; itbuilds up within churches 
and organizations a more highly skilled workforce. The procedures have also 
helped people to enter into or to establish themselves more securely in what 
Professor Gillian Stamp describes as the "well-being work mode".1 She says 
that "more tends to be written about the experience and consequences ofstress 
than about well-being. A word that is very widely used to describe the state of 
well-being is 'flow'. People in flow feel alert, energetic, motivated,competent 
and creative ..."2 People in stress, on theotherhand, are "tired rather than alert, 
dull rather than creative, prone to poor judgements which deplete self­
confidence and increase self-consciousness, ill at ease with the work as it 
progresses, constantly questioning self and others as the work proceeds'? 
Anything that helps people to enter or to stay in the well-being mode is 
obviouslyofimportance in asituation where stress and "burn-out" are amatter 
ofconcem.4 


The processes, therefore, help to build up a more highly skilled workforce 
and to enhance the job satisfaction of its members. It follows that all clergy, 


religious and laity, wherever they are working and whatever positions they 
hold, need to be able to use such processes and to help others to do so. It needs 
to be part of their basic equipment acquired through study, pre-service and in­
service training, and evaluated experience. Gradually this is happening and 
people are working for the embodiment of these approaches into the working 
practices of churches, organizations and community programmes. 


The processes are generic; they are as relevant to work with churches as they 
are with communities.*Indeed, as we have already seen, holistic development 
requires that they be used in churches, organizations and communities to 
promote the inter-related development of church and community, Christians 
and non-Christians, people and their environment and the human and the 
spiritual. Only then will these bodies use their full potential for the well-being 
and development of people. 


An ever-increasing number of people are using these analytical approaches 
in their work. I have found them relevant to every form of church and 
community work; to clergy, deacons, deaconesses, religious and laity, and to 
women and men working at all levels. They are at the heart of church and 
community development. Various reports, papers and books show the 
importance ofthis newly emerging discipline. Forinstance, Faith In The City: 
A Call for Action by Church and Nation, The Report of the Archbishop of 
Canterbury's Commissionon UrbanPriority Areas,semphasized the importance 
for such areas of community work and community development. 


II. A SUBJECTIVE PURCHASE ON WORK AND LIFE THROUGH 
USING OUR INTUITIVE SENSITIVITY 


This section draws heavily upon the work ofProfessor David Smail. From his 
wide experience as a clinical psychologist and as head of clinical psychology 
services in Nottingham he concludes that we are being seduced from our 
"intuitive sensitivity" and treating ourselves and others like objects rather than 
subjects, and that this has very bad effects upon our psychological health and 
our general social well-being.6 


Intuitive sensitivity- is the faculty which, he says, gives us access to "the 


·Some of them are useful in counselling, in the private and personal domain and in business 
and indUStry. For instance the approaches to problems and cases are particularly helpful in 
thinking and sorting out knotty inter-personal relationships between members of families, 
friends, colleagues and bosses. Some of this is subsumed under church work but the wider 
application in business and industry is beyond the scope of this book. 


+ Smail is self-conscious of the use of this term: ..the very fact that I am driven to use such 
a clumsily unsatisfactory term as 'intuitive sensitivity' shows how impoverished is our 
conceptual apparatus for the understanding of this faculty".' Later he adds, ..... perhaps in 
part because of the degree to which it has been spumed and ignored in our culture and 
consequently is as a faculty poorly understood and weakly developed from a conceptual 
standpoint, it is quite easily put in the service of self-deception. Even so, itis, in the last resort, 
all we have to go on".8 
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intricate and fmely balanced subjective world in which we conduct our 
relationships with each other, register and react to the impressions we give and 
receive, administer and respond to offers of love or threats of annihilation".9 
lnunediate knowledge of interpersonal truth is transmitted through intuitive 
sensitivity. This faculty is acquired through being an "embodied subject in a 
difficult and often cruel world";IO it is leamt through "embodied transactions 
with the world"'" It is through our embodied relationships with our 
circumstances that we gain a "subjective purchase" on our predicament}2 All 
this is thecasebecause"howeversophisticated our ability to deceive ourselves, 
we actually are engaged bodily in a real world which cannot be wished (or 
talked) away".J3 


One of the main reasons that Smail gives for this situation is that there is 
much in contemporary society that leads people to believe that reality is to be 
found in the objective, and illusion in the subjective. This causes us to lose the 
"freedom of our subjectivity"!4 to give up "subjectivity as a bad job"IS and to 
place ourselves: 


in a universe in which we are subject to the interplay of laws objectively 
established as independent of us, we create conditions for ourselves very 
similar to those of the table tennis ball--batted to and fro, often painfully 
perhaps, but at least without having to take the responsibility for it. 16 


My experiences of trying to get people to define their purposes is a small but 
not unimportant example of getting people to trust their intuitive sensitivity. 
Frequently when I ask people to state their purposes they will, as Ihave already 
indicated, repeat the purposes of their organization or church. This happened 
with agroup ofpeople holding national posts with whom I was working. After 
several failed attempts to get them to state their purposes oneofthem said, "Do 
you really mean that you want us to say what we feel in our gut that we are 
aiming for? I thought we were supposed to be objective. Is it right to work 
to our inner purposes?" Within minutes he was convinced of the importance. 
The relief and light on his face were moving. As profound definitions of their 
purposes poured out, the discussion, previously deadened by dull official 
statements ofobjectives, came to life. We have our purposes. They influence 
whatwe are and what we do, whether they are stated or not. Ignored, repressed 
and sublimated, they are more likely to have undesirable effects. Purposes are 
subjective realities that, as we saw earlier, are fonned within us through 
complex subjective processes but point to things we wish to do beyond 
ourselves in the world "out there". Not working to our own subjective realities 
compromises our ability to work to the subjective realities of others and to get 
them to do the same. 


This is but one of the many ways in which the processes described in this 
book are an antidote to this propensity in society and in the Church. They 
enable people to submit theirintuitive sensitivity to critical examination and to 


use it to get a purposeful purchase on things within and beyond them, on their 
experience of "subjectivity" and "objectivity", and to create an inner base for 
outgoing action. The orientation towards action prevents people from 
preoccupation with their inner selves by leading them to thoughtful orpurposeful 
occupation in human and spiritual affairs. The subjective purchase is gained by 
putting the intuitive sensitivity to work for the conunon good. The processes 
we are discussing are relevant because they help people to do this and because 
they help all kinds and conditions ofpeople to do this. The result is that people 
are changing theworldbychanging their worlds, their involvementin them. To 
quote Smail again: 


Until we change the way we act towards each other, and the social 
institutions we have constructed, we shall not get much relief from the 
symptoms of anxiety, depression and despair which beset all of us at some 
time in our lives, and some of us nearly all the time. The "experts" will not 
change the world-they will simply make a satisfactory living helping 
people to adjust to it; the world will only change when ordinary people 
realize what is making them unhappy, and do something about it.. .. 
Changing the world is of course, largely a political enterprise ... I wish to 
suggest not so much that people must change the world (though that would 
be nice!) as that they must change their worlds, and that to do that they must 
first develop their own grasp of what is happening in that limited personal 
world in which they pursue their existence l ? 


III. CONTRIBUTIONS TO DE-PRIVATIZATION 


Bishop Lesslie Newbigin'sl8 socio-religious studies have helped me to see 
moreclearly one ofthecontributions that the approaches described in this book 
make to the life and witness of the churches in contemporary Western culture. 
By comparing biblical, medieval and post-Enlightenment thinking, Newbigin 
shows that the biblical and medieval world views were integrated, corporate, 
and co-operative whereas those that followed the Enlightenment were 
fragmented. individualistic and privatized. Thefollowing quotations illustrate 
this. 


The Bible closes with a vision of the Holy City coming down from heaven 
to earth. It is the vision ofaconsununation which embraced both the public 
and private life of men and women. There is no dichotomy between these 
twO. 19 


The Medieval world-view, based on the Christian dogma, was one which 
embraced the whole life ofsociety, public as well as private. Ithad as much 
to do with economics and social order as with prayer and the sacraments. 
Like the Bible, it assumed that human life is to be understood in its totality, 
that is to say as a life in which there is no dichotomy between the private and 
the public, between the believer and the citizen.2o 


The story of the Church's attempt to respond to the challenge of the 
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Enlightenmentis ... complex.... At the inevitable riskofover-simplification 
one may say that the Protestant churches gradually surrendered the public 
sphere ... and survivedby retreating into theprivate sector. The typical fann 
of living Christian faith in its Protestant forms from the eighteenth century 
onwards was pietism, a religion of the soul, of the inner life, of personal 
morals and of the home. ... Christian faith became-for most people-a 
private and domestic matter strictly separated from the public worlds of 
politics and economics.21 


&sentially the development processes described in this bookdirect and enable 
people to work for holistic and inter-related development in church and 
community through processes of adult education and the use of social and 
behavioural sciences for Christian ministry and church and community work. 
That brings together those church and community worlds separated through 
the privatization of religion22 and causes people to work at the interfaces 
betweenbiblical, church and secularworlds ofexperience. Italso inter-relates 
the disciplines of ministry and mission, adult education and the behavioural 
sciences. Practised throughout thechurch, theseprocesses will makesignificant 
contributions to the de-privatization of religion. 


Just as we saw the need for frames of reference to guide and evaluate 
thoughtful action, Newbigin sees theneedfornew "fiduciary frameworks", i.e. 
frameworks held in trust: 


I do plead, that the Church recognize with fresh clarity that it is the 
community entrusted with a "fiduciary framework" which offers a new 
starting point for understanding and coping with experience .... It must live 
in genuine and open dialogue with those who live by other "frameworks".23 


No "fiduciary framework" or"pattern", in the sense that we are using these 
words, can existexcept as it is held by acommunity. Science is theenterprise 
of a confraternity of scholars who share the same basic framework of 
thought; it would be impossible without this confraternity .... But the point 
is that no systematic science is possible except where there is some kind of 
community which sustains and protects the "fiduciary framework" within . 
which research and discussion are conducted. And every such community 
has power.24 


The processes of church and community development are designed to ensure 
that these conditions are met. They enable people to use the approaches and 
methods ofthebehavioural sciences and to understand the theory and theology 
on which they are based. They also help people to articulate and to "own" their 
frames of reference and to use them in their own work and in dialogue with 
others. 


Thus, this approach tochurch and community development makes significant 
contributions towards de-privatization by enabling people to work privately, 
corporately and publicly at public and private aspects of their lives in co­
operative ways. (See the discussion in Chapter 8about "working privately and 
publicly".) It can do this without people being disorientated because it also 


enables them to get a subjective purchase on things within and beyond 
themselves, as we saw in the previous section. 


IV. ENGENDERING EGALITARIAN WORKING RELATIONSHIPS 


At all levels in churches and allied organizations there are growing theological 
commitments to and demands forshared ministry; forparticipative, collaborative 
and egalitarian rather thanhierarchical working relationships; for non-directive, 
rather than directive approaches to working with people. These changes are 
easier to discern than to make. Generally speaking, they have to be made in 
churches and organizations with hierarchical structures ofone kind or another 
(or the shadows of them) and with a variety of democratic practices and 
procedures. Attempts to make these changes are challenged and resisted by 
some people in churches and organizations in many different ways: some do 
so because they feel deeply that their vocation is to lead other people; others 
do so because they fear change or that things will get out of control. 


People with authority and power working locally, regionally and nationally 
operate at the nexus of all this. Whatever their personal leadership style might 
be, they have primary responsibilities to see that churches and organizations 
are true to their vocation and to ensure that law, order and discipline are 
maintained amongst staff members and users. Generally speaking they have 
more models and experience of power and authority being used in autocratic, 
authoritarian and permissive than in egalitarian and non-directive ways. What 
they are looking for is help with human relations and the technical problems of 
translating their egalitarian theology into effective practice from their position 
ofpower and authority. Considerablenumbers of people of all denominations 
have got such help from the processes, approaches and methods described in 
this book. 


First, the analytical processes themselves give leaders tools to help them to 
work their way through authority and power problems and cases more 
systematically and systemically than they have done previously. Situational 
analyses have helped them to trace out with greater accuracy the power and 
authority structures (formal and informal, ascribed and acquired) and to find 
ways of improving them. Some church leaders have found the case-study 
method extraordinariIyuseful in dealing with clergy whose behaviourhas been 
unacceptable. 


Second, ability to use the processes equips leaders to give a strong lead to 
people over whom they have authority to think things through and to help them 
to do so with respect for their respective power and authority domains. That 
builds up trust and creative interactionbetween differentdomains ofpower and 
authority. What is involved in doing this is amply illustrated and modelled in 
this book and is discussed later in the section on' consultancy. 


Third, what does help people in authority is to see that non-directive and 


266 267 







directive action are integral parts ofthesamecreative process. This means, for 
instance, that the directive action they must take to maintain discipline and 
good order can work together with the non-directive action they can and must 
take to promote discussion about discipline and good order and all other 
matters related to human and spiritual well-being and development. The art, 
as we have seen, is to use them appropriately, not to choose between them in 
toto. 


The following things have helped leaders to construct models of leadership 
consonant with their theological convictions about egalitarian action and 
apposite to them and their situations. 


1. Stance and Strategy 


A wide spectrum ofapproaches from dictatorial to laissez-faire is in operation 
in a church or organization at anyone time. For the foreseeable future this 
situation is likely to remain. So, even if the spectrum is shortened and the 
distribution of approaches modified, this is the kind of situation in which 
leaders have to work for change. Changes of the kind required can be 
inaugurated but not achieved by edict. (Vatican II demonstrated that.) Even if 
they could, that would be a denial of the egalitarian approach; attempts to 
impose it deny its nature. The means of inducing it must embody the ends to 
be achieved; the substance of it must be in the process. Thus egalitarian 
participation emerges by slow and sometimes painful processes of interaction 
and dialogue between those who differ significantly in their approach. Church 
leaders highly committed to egalitarian ministry may feel disadvantaged in 
promoting it because their strong feelings about it might cause people to feel 
they have to accept it. They are disadvantaged only if they have not the means 
to promote it in an egalitarian manner. Both their stance and strategy must be 
egalitarian. Inevitably that involves being nondirective about the essential 
personal choices however directive one is in holding institutional boundaries 
and maintaining an organizational context in which the dialogue can mature. 


2. Leadership Labels 


Labels such as "democratic", "directive", or "non-directive"have acertain use 
when examining differentforms ofleadership. However, using them to decide 
the kind of lead to give in complex situations is unhelpful, possibly even 
dangerous. As we have already seen in Chapter 8, the kind of questions that 
help to determine appropriate forms ofaction in different situations are: "What 
must! do for these people? What must we do together? What must they do for 
themselves? When must! withdraw? How must! withdraw so that my waiting 
and returning promote processes of developmentT25 The questions are 
universally relevant; the answers, and therefore the leads to be given, vary 
enormously from one situation to another and as people and situations change. 


When leaders decide to answer the questions themselves, or insist thatothers 
do, that aspect of their leadership is directive. Taking such action may well be 
a prelude to leaders doing things with people and therefore to collaborative, 
democratic ornon-directive leadership. When leaders work out the answers to 
such questions with others, their leadership is variously consultative, 
collaborative, democratic,non-directive. (In this case thequestions maybeput 
in this way: "What do I need to do? What do you need from me? What can 
you yourselves do? What do you need to do for yourselves? Do you need any 
help to do these things? What arrangements do we need to make so that we are 
able to work together and separately to best effect and calIon each other as 
needed? How long do you think I should be involved? What will be the best 
way to bring my involvement to an end?") When leaders leave others to fmd, 
formulate and answer the questions, their action (it can hardly be called 
leadership because there is no intervention) is first permissive or laissez-faire 
and then reactive. (The questions the people have to find and tackle are: "What 
do we want our leaders to dofor us and with us? lfwe get our leaders involved, 
how do we ensure that they do not take over, that we remain in control of our 
projects and that they leave us to our own devices when we want to get on with 
things ourselves?") 


Appropriate action, it follows, will generally be a combination of several 
kinds ofleadership, apart, that is, from those that are autocratic, authoritarian, 
coercive or manipulative. Leaders are more likely to determine what is the 
appropriate form in given circumstances by tackling the questions (on their 
own and/or with others) in relation to key reference points (beliefs, purposes, 
needs, resources, key contextual factors), rather than by adhering to one style 
of leadership or another. Acompositeform ofleadership evolvesfrom making 
situational choices in these ways. It is properly and effectively eclectic. In the 
development work in which I engage it is predominantly, but not exclusively 
non-directive. Ithas no readily recognized title even though it models the way 
in which God relates to us in the Church and the world: God does things for us, 
does things with us and alongside us, equips us to do things for ourselves and 
with each other; God gives us a lead to do the same. All this shows just how 
misleading it can be to ask whether one should be directive or non-directive in 
relation to situations in toto. 


3. ''Leadership through Self-ditTerentiation"26 


The idea is that leaders need to define, occupy and maintain the unique position 
that is theirs in the system of which they are an integral part. This is not to be 
confused with independence; it is about "the ability ofaleader to be aselfwhile 
remaining part of the system".27 The art of leadership is in fact to "defme self 
and continue to stay in touch".28 ("Any leader", says Friedman, "can maintain 
his or her position by cutting himself or herself off, but from that moment on, 
the leader is no longer a leader, only a head."29) To do this, Friedman says, 
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leaders need to have the "capacity to deal with the sabotage", Le. any attempt 
to put leaders "out of touch" or to place them in positions, possibly traditional 
positions, foreign to them. (I once worked with some provincials who were 
preparing to meet bishops to discuss for the first time their respective roles. A 
moment of disclosure occurred when they realized that inwardly they were 
relating tobishops as theyknew andexperiencedthemagenerationpreviously. 
This would have made it difficult for the bishops to differentiate themselves.) 
Egalitarian working relationships depend upon differentiated selves working 
collaboratively: they do notdevelop when peoplefeign to be what they arenot 


4. Participation 


To complete the picture it is necessary to say something about participation, 
even though it means going over some ground already covered in the previous 
chapter. 


Those preoccupied with the disestablishment of hierarchy have used 
''participation'' torepresent thorough-going egalitarian sharing andpartnerships. 
Such relationships are ofgreat importance. However, treating them as theonly 
mode ofparticipation worthy ofconsideration is debilitating. It is tantamount 
to suggesting that a necessary pluriform system of participation in society 
should give way to a uniform one. As we saw in Chapter 11, the life of 
churches, organizations and communities depends upon an enormously wide 
range and varied pattern of participation. (Undoubtedly they all need to be 
improved. That is not in question.) 


Some people, for instance, gladly and freely participate in what others 
organize and have no desire to be partners in its provision. Others wish to 
participate through discussions, consultations, negotiations, etc. Yet others 
wish to collaborate, to be in short- or long-term partnerships or to have 
responsibility delegated to them. Each ofthese forms ofparticipation can be 
based upon egalitarian relationships. Establishing appropriate modes of 
participation is vital to human and spiritual well-being and development 
Doctrinaire allegiance to one form prevents this. (Deep involvement, for 
example, can be damaging. We have all heard people say in anguish, "I wish 
I'd never got involved". Keeping people out of things in which they want to 
and should be involved has very bad effects.) 


Appropriate modes of participation can be determined by considering the 
options in relation to workers and people, their capacities for responsible 
participation and theirdesires for it. One also has to take into accountreference 
points and the realities of the working situation; for instance, initiating 
consultative procedures that cannot be completed before decisions are made 
have long- and short-term adverseeffects upon getting people to takeseriously 
invitations to participate. No one mode is necessarily correct. In living and 
developing working relationships the patterns are not fixed; they are flexible 
and changing as relationships grow organically. 


Sufficient has been said, here and in Chapter 11, to illustrate the processes 
of demythologizing "participation" and examining its community and 
organizational anatomy as a prelude to discerning the purposeful uses of 
appropriate modes. Church leaders fmd this helps them to identify and put into 
effect the modes ofparticipation related to the creative distribution of power, 
authority and responsibility-that which they must retain and that which they 
must share. 


People with power and authority fmd that making distinctions and choices 
ofthekind madein this sectionhelps them to workwith authority withoutbeing 
authoritarian; to establish their position and that of others; to analyse their 
situations, cases and problems and to design action programmes; to establish 
creativepatterns ofinvolvement and the power-sharing necessary toempower 
all participants; to determine rhythms ofengagement and disengagement. All 
thishelps them with twobasicproblems: managing amultiplicity ofintersecting 
roles, and discerning the essential nature of their job. Church leaders of all 
kinds grappling with issues ofauthority, power and responsibility incollectives 
need this kind of apparatus. 


V.	 CO-OPERATION AND DIALOGUE IN A COMPETITIVE AND 
PLURALISTIC SOCIETY 


Co-operation is a hallmark of the ways of working set out in this book: the 
procedures require and engender it. The processes, approaches and methods 
constitute an in-depth approach to the promotion of co-operative effort in 
relation to the common good and to the dialogue necessary to sustain it. They 
enable people to think: together at the depth that they can manage about their 
work and their personal orientation to it. Thought as well as action is 
characterized by co-operation: rhetoric and debate have no place in this kind 
of sensitive but penetrating exploration. As people work at things in this way 
they discover where their experiences, ideas, beliefs, etc., converge and 
diverge and just how much or how little they have in common. They will 
experience consensus and conflict and feel the associated resonances and 
dissonances. All this will enable them to decide realistically whether they have 
sufficient in common to enable them to undertake together shared tasks and to 
continue to explore their differences, Le., to enter into a dialogue about work 
and faith as they work together. 


Forging this kind of co-operation is demanding but rewarding. It has great 
internal strength. It is charged with power and energy. Ithas integrity. It is of 
aquality that does not evolve from superficial consensus. Combining thought 
with action gives a cutting edge to discussions which is simply not present 
when the conversation is open-ended. My experience is that these processes 
do build up relationships of trust and respect within which there are sharings 
about the deep things of life quite unrelated to the tasks, but which would not 
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have taken place outside the context ofworking and struggling together. Soul 
friendships areformed Consequently I placehigh value onboth the processes 
and their product. 


This book is based upon the belief that in order to promote the human and 
spiritual development of all people (poor and rich and those in between) and 
to ensure the well-being of those most vulnerable it is essential to extend and 
deepen the areas ofqualitative co-operation throughoutsociety and its religious 
and secular institutions. This is what church and community development is 
about and it is to this that I am committed. Co-operation is, of course, an 
integral part of the competitive society: groups, tearns and organizations in 
church and community cooperate to survive, compete, win--or to beat or to 
destroy their rivals. Some people grow through it; others are marred and 
destroyedby it. Thecooperation that is requiredfor holisticdevelopmentis that 
which brings together in collaborative and egalitarian endeavour, for the 
commongood,peoplefrom secularandreligious organizations and communities 
and from churches of different faiths. The intrinsic difficulties of extending 
such forms of co-operation and linking self-contained pools of narcissistic 
cooperation are exacerbated by the dedicated and militant way in which 
competition isbeingpromotedincontemporarysociety. Thatkindofcompetition 
has now entered the fields of medical and social care. 


Most of the work in which I have been engaged through church and 
community developmenthas beenpromoting co-operationofthiskind between 
people from different churches and denominations and people in local 
community and society at large with no religious affiliation. It has taken an 
enormous amount of effort to get co-operation for development across the 
Christian-secular socio-religious divides. These forms of co-operation are 
established and extending. They must not be neglected. Another challenge is 
opening before us, that of using these procedures to promote inter-faith co­
operation through dialogue about work and faith. Hans Kling says that there 
is "noworld peace without religious peace". Theseprocedures are well-tested 
tools for interfaith work projects that will help to establish that peace. 


VI.	 THE DEVELOPMENT OF A WORK CONSULTANCY
 
INFRASTRUCTURE THAT SERVICES AND SUPPORTS
 
WORKERS
 


Work consultancy is an enormous contemporary need. Chapter 5 describes a 
process which workers can use to think their way through their work on their 
own or with others. This is highly desirable. People and workers can become 
proficientinusing theprocesses andhelping each other to do so. When, for one 
reason or another, they are finding it difficult to work through the process on 
their own with sufficient objectivity, they can be helped to do so by others less 
involved, I call such helpers non-directive work consultants. Workers and 


consultants can use the same processes, approaches and methods: they are 
30tools they have in common.


Experiencing consultancyhelp is an admirableway to acquireunderstanding 
of and a facility to handle the processes. The workers in each of the four 
examples in Part One were helped by consultants to work on the problem, the 
case, the situation and the project. Temporarily the worker becomes the 
consultor. Consultants and consultors combine their resources in an alliance 
ofminds to workon the consultors' work in relation to the consultors' reference 
points and what consultors feel they can do. Work consultancy operates 
through the complex interplay between consultors and consultants. Thoughts 
and beliefs and feelings about consultors' work and ways of approaching it are 
exchanged and mulled over. Consultors and consultants allow their respective 
perspectives and their perspectives on each other's perspectives to interact. 
The art and science of work consultancy is the fusion of these perspectives in 
processes that produce things within consultors which enable them them­
selves to do their work more effectively and efficiently and with more 
satisfaction than they would otherwise be able to do. The fusion must occur 
within the consultors themselves if the energy is to be released in them and 
subsequently in their work. 


These processes facilitate this. It is of the essence of consultancy that 
consultors remain free to act in their own right in whatever way they and those 
with whom they work see to be right. Emphasizing this is necessary because 
the autonomy ofworkers can by default be easily and subtly compromised by 
being consultors: consultors can feel they mustcarry outjust what was decided 
during consultancy sessions; consultants, on the otherhand, canfeel they want 
to ensure that what they see to be necessary is done. To circumvent this real 
danger, consultants must avoid any semblance of remote control. They cease 
to be consultants if they supervise or manage consultors and their work and 
they become co-workers if they undertake work that is properly that of the 
consultors. Of necessity, therefore, being and remaining a consultant and 
avoiding these and other dangers involves being non-directive in the ways 
defmed by T. R. Batten.31 It is the use ofthis approach that enables consultants 
and consultors to be vigorously proactive in ways that help consultors to be 
more creatively active. Itfacilitates the bonding ofconsultants and consultors 
that is necessary for productive consultancy sessions and gives consultors the 
freedom to be independent workers. 


Generations of people engaged in the work of the Church and in social work 
have given outstanding service without consultancy help and many continue 
to do so. Why then is it now both a perceived and felt need far beyond the 
resources to meet it?32 Briefly stated, I believe it is because of radical changes 
in the kind of work now undertaken by churches and in the ways of doing it. 
Thosewho were trained tosay mass,conductworship and to address audiences 
now work with groups openly to facilitate participatory worship and those 
trained to give pastoral advice have to counsel. Those who were trained to lead 
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in an authoritarian manner are now expected to collaborate and lead. Those 
schooled to service, maintain and develop established programmes of church 
or educational work have now to design and manage diversified socio­
religious programmes. Those who were trained to follow tradi~onal ways ~f 
doing things have to think for themselves about how to do thmgs and therr 
motivation for doing them---and to getothers to do the same. Those who once 
pursued their ministry with segregated like-minded people no~ have to relate 
to people of other denominations, religious cUI~res and ethnic ?ackgrounds. 


These changes make great practical, theoretical and theological de~ands 
upon workers. Accepting the practical aspects of these changes Without 
examining the underlying theory and theology makes workers ~lnerable 
because they cannot give adequate reasons for what they are domg. Yet 
examining the underlying theory is a complicated business. As we have seen, 
it involves foraging in many disciplines such as sociology, management and 
business studies, organizational theory and behaviour, social work and 
community development studies, and so on. An extraordin~ly difficult.th~g 
to do. Rival claims and contradictory theories confuse latty and SpecialiSts 
alike. Also no sooner have workers and people got hold of one idea than it is 
upstaged b~ another. Very few people can master even one discipline. 
Workers often fmd themselves on the practical and theoretical edges of all 
this-and they are workers and not academics. They have to decide and act 
now, not juggle with and speculate about ideas and theories indefinitely. 


Meeting more of the needs for consultancy help involv~s increas~g ~e 
number ofpeoplewho canprovidespecialistconsultancy servIces and bUlldmg 
up thepractice ofworkers giving to and receiving from each other co~u.ltancy 
help in their workplaces. It is imperative that these two modes o~ provIsion ~ 
developed concurrently as interdependent consultancy services. Certam 
consultancy needs can be met only by consultants who are autonomous and 
quite independent of any of the consultors, those with whom they work and 
their organizations-and are seen to be so. However, no matter how proficient 
and readily available such a service becomes, it could never meet all the 
consultancy needs that church and community development workers have. 
Some of those needs can onlybe met by people on the spot, by their colleagues 
or by others in their organization, including their bosses. And, in an~ case, a 
proficient and readily available specialist service could, th~ough Its very 
proficiency and availability, prevent other important needs bemg met. . 


One such need is the need to be as self-sufficient a worker as pOSSible. 
Anotherneedis for workers tobuildup theirworking andpersonal relationships 
by giving and receiving help from each other. One of the sad things about the 
evolutionofsocial work is thatithas insome circumstances strippedneighbours 
of the confidence to counsel and carefor each other because they feel that they 
are not qualified to do so because they are not "experts'?3 whereas in fact they 
are the local experts. Should this happen through the provision of consultancy 
services for clergy, religious and laity it would be a travesty of the purpose of 


.,
 
the whole enterprise because it would diminish rather than enhance workers 


I and local resources; it would not be an exercise in church and community
I development. Building up co-consultancy infrastructures reduces this danger 
I and also minimizesotherdangers inherentinspecialistconsultancyrelationships.
I There are thedangers, for instance,ofworkersbecomingunhealthily dependent I 
I upon consultants, insecure in their own judgements, hesitant or unable to act 


I
I withouthaving consulted. These things impair workers and relationships with 
I any who resent the procrastination that ensues and what must appear to be the 
I powerful say of an absentee consultant. 


Consultants must take action to avoid these and otherproblems, but so must 
consultors. They need to be aware of these dangers and how to avoid them. 
They will be best able to do so through being helped and trained to be as self­
sufficient as possible in thinking through their own work. They need to be able 
to use the analytical and design tools used in consultancies in a dialogue with 
themselves, to become self-consultants. Having got as far as they can on their 
own they then need to be able to tum for help to those working alongside them 
with confidence that they will get consultancy help rather than advice. In these 
ways workers act as first-aid consultants to each other and build up their own 
DIY consultancy services. 


So we are forced back again to the need for both specialist and local 
consultancy provision. Combined, they strengthen the workforce of any 
church or organizationand enhance its power through creating highlydesirable 
work consultancy infrastructures. Skills apart, the provision of these services 
must meet two critical conditions: people must opt to use them freely because 
they want to, they should not be mandatory; they must be strictly confidential. 


The ability to use these processes will enhance the effectiveness of work 
reviews, which arebecoming established andsometimes mandatoryprocedures 
for people at all levels in churches and allied organizations. These reviews are 
variously described as "appraisal", "assessment", "audit" and "evaluation". 
As Michael Jacobs34 shows, the terminology is not used in a consistent way. 
There is some overlap between these activities and work consultancy. Work 
consultancy does involve helping people to evaluate their work. Evaluative 
schemes and audits are of themselves discussions about work. Whether ornot 
the parties proceed from assessment to work consultancy will depend upon 
whether ornot they are able to analyse situations anddesign action programmes 
along the lines described earlier. 


Both institutionalized evaluative schemes and work consultancy aim for 
better and moresatisfying work andfor better workers. However the activities 
must not be confused. They have different immediate foci: the one focuses on 
evaluation and the other on work development. Workers are often required to 
participate in theflfSt, whereas they participate freely in the other. Clearly one 
of the advantages of assessments is that they provide opportunities to discuss 
work with people who would not do so if it were not required of them by their 
organization. Work consultancy approaches and methods help people to 
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conduct appraisals. Work consultancy also provides a quite independent 
service by helping people to work out the implications of their evaluations. 


• 
establishing as ~ element of good practice the bUdgeting of fees for 
con.sultancy services and supportfor workers (lay and ordained) and ~or 
proJects;The processes are also useful to those who train people as they do the job 


~, 


through variousfocms ofsupervision, apprenticeship schemes and "rnentoring" 
(non-directivehelp offeredby an experienced expert to anovice working in the 
sam~ field of work but independently). These relationships are established so 
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apprenticeships imply that thosewho instruct and teach have somecontrol over 
theirstudent workers, they observe them at work and intervene quite freely and 
directly. These are significantly different working relationships from those 
established between consultors and consultants. Work consultancy is an 
activity associated with the reflective and proactive sideofa worker's working 
life aimed to help people to learn how to do their job better. 


Theprocess described inChapter5 provides astructurefor consultations and 
courses. It is widely used in this way, as can beseenfrom PartOne. From time 
to time people who have attended Avec courses set up local co-consultancy 
groups, some of which have proved to be very helpful. 


I am highly committed to developing these consultancy processes because 
they have such profound and far-reaching effects. I amplanning to write abook 
on the subject as a companion volume to this one. 


A lot of effort and considerable resources are needed to make the kind of 
comprehensive provision which I claim to be needed (and needed urgently). It 


diocese for exam I'	 nornmation or 
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th '. p e, can proVide consultancy help for somepeople in 
er ~hlCh they could not provide for people in their own); 


:::~;~chmg the experience of providing and receiVing consUltancy 


• providing more literature on the SUbject. 


Pursuing such a tenfold course of acti .
 
described in this book to work in dOff, on would, by.putting the processes 
workers suffused b I erent modes, bUild up conununities of 
an off-stage, back_~~:~~~i~;.work consultancy even though the process is 


VII. :~ PROVISION OF INVALUABLE DATA ABOUT CHURCH
 
COMMUNITY DEVELOPMENT
 


will include the following: 


multiplying endlessly and continuously the evaluated experiences of 
work consultancy and supervised opportunities to practise it for people 
in all spheres of church and community work-lay, religious and 
ordained; 


•	 getting both those who offer consultancy help and those who receive 
it to study the theory, theology and practice of it; 


•	 training all church workers (lay, religious and ordained) at an early 
stage in their pre-service training to be effective consultors and 
subsequently retraining them throughout their working life through in­
service work consultancy programmes; 


•	 getting people to think of work consultancy as a healthy and not a 
pathological activity; 


•	 educating people and workers about the nature of, and the need for, 
comprehensive consultancyprovisionand thus creating anenvironment 
of thought conducive to its practice and funding; 


•	 building up a cadre ofspecialist regional/national consultants who are 
committed to building up the kind of provision described in this book 
rather than an elitist consultancy service; 


• 
A vast amount of broad-based experience of the use and 
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like to work in these situations. Some ofthis work has been written Up.37 Marc 
Europe has conducted an independent postal survey of most of this work.:l8 
Each stage of the work has been evaluated by all those engaged in it. New 
insights have been used by those concerned to refme the processes and the 
ways in which they are used. The study of these work situations undertaken 
entirely for the sake of the work under consideration has much to teach us 
about: 


critical contemporary features of church and community working 
situations in the UK and overseas; 


the changes taking place in church and community work; 


the difficulties actually experienced in adopting the non-directive 
mode of working with people in church and community (the efficacy 
of this mode of working has already been thoroughly researched39


); 


the theological implications of church and community development 
work; 


the kind of workers required and the aptitudes and skills they need; 


recruiting, selecting, training and deploying full and part-timeworkers 
for church and community development work; 


equipping the clergy and laity for church and community development 
work; 


analysing, designing and carrying out programmes aimed at promoting 
inter-related development; 


critical contextual problems; 


the implications of all this for the church, religious orders, Christian 
voluntary organizations and all those with whom they collaborate. 


By describing the processes ofchurch and community development this book 
makes a small contribution to providing information on some ofthesesubjects 
and shows that research can be done without breaching the confidentiality of 
the work studies. However, there is amine ofinformation and insights that will 
be made generally available only when the resources to do the necessary 
research are made available. 


VIII. THE PROMOTION OF A SPIRITUALITY OF CHURCH AND 
COMMUNITY DEVELOPMENT 


The approaches, methods and processes we are considering, adopted and 
internalized, contribute adistinctive workculture that influences ourbeing and 


I 


doing. They arenot simply acollectionoftechniques or technical tools. In fact, 
the~ characterize thena~e Of.ourinvolvement in human affairs,become away 
ofhfe and generate a spmtuallty all of theirown, the spirituality ofchurch and 
community development. 


Spirituality, a concept much in use now by people in religious and secular 
organizations, is defmed by Dr Gordon Wakefield as "a word which has come 
much into vogue to describe those attitudes, beliefs and practices which 
animate people's lives and help them to reach out towards super-sensible 
realities".40 This definition helps me to distinguish inter-related aspects of 
spirituality: the things that generate it (beliefs, attitudes and practices); its 
affective content within individuals and groups (the "core spirituality"); the 
feelings, ethos, atmosphere that itengenders; (the "projectedspirituality"); and 
those things that itfacilitates within, between and through people. Thefirst and 
fourth of these are comparatively easily described; the second and third are 
directlycommunicated to thesenses butelusive todescription. Thus understood, 
"spirituality" points to the essential substance ofhuman being and doing, not 
to something vague, amorphous and "religious". Figure 12:1 helps me to 
conceptualize this. 
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At the heart of the spirituality that characterizes church and community change together and work out what they want to conserve. However, the most 


development are the beliefs, practices and attitudes that enable people in all I likely situation is that only some of the members of an organization or group 
kinds ofsituations and circumstances to initiate and sustain imaginativecritical 
thought and actionrelevant to thecomplexitiesofcontemporarysociety. These 
processes ofthought and action engender an ethos and an atmosphere in which 
people feel they matter and know instinctively that they and their interests are 
being taken seriously. It is an atmosphere in which they feel equal and enjoy 
equality of opportunity and participation and in which they know with deep 
personal assurance that they are significant. It is an environment within which 
people know that they are accepted for what they are, non-judgmentally and 
withoutpatronage or condescension. The freedom to think, to think aloud and 
to think again is in the air. 


Theethos encourages all forms ofexploration andthefacing up todifferences; 
it discourages argumentation, rhetoric and debate; it is therefore unitive rather 
than divisive. Itis characterized by receptivity, affective as well as intellectual 
responses, waiting orattentiveness and the acceptanceofpain as intrinsic to the 
bringing forth of life.41 Itconstrains people to stop and think, stimulates them 
to go and act and deters them from being quietists or activists. It is a spirituality 
ofbeing and doing. The atmosphere is that which goes with creative activity­
people discovering and learning together and from each other how to do or to 
make something ofimportance to them. It is the ethos ofhealthy people atwork 
rather than sick people at therapy. It is a learning atmosphere. It is my hope 
that readers will havefelt someofthese things as they haveread the description 
of the processes in this book. 


In the spirituality of church and community development the love of God, 
neighbour and creation coalesce.42 It is informed and infused by the vocation 
ofChristians and the church and the rmdings ofmodern behavioural sciences. 


A compounding process is at work within this spirituality: beliefs, attitudes 
and practices engenderadistinctive affective content and an ethos. Combined, 
thesefacilitate things inhuman affairs; integrated, they refinebeliefs, attitudes 
and practices, affective content and ethos. The cycle repeats itself over and 
again in relation to all kinds of work programmes and projects; in relation to 
promoting thoughtful action,holistic development, egalitarian and co-operative 
working relationships, power and responsibility sharing, interfaith and 
interdisciplinary dialogue and the de-privatization of religion; in relation to 
helping people use their subjectivity creatively; and in relation to providing 
consultancy support services. 


This understanding ofthespiritualityofchurch and communitydevelopment 
helps to understand and manage what happens when individuals and groups in 
complex organizations adopt the approaches and methods advocated in this 
book. They experience incremental or transformational change in their work 
culture and their spirituality. In eithercase it affects to agreater or lesserextent 
all aspects of their being and doing. If all the members of the group or the 
organization adopt the approaches, they manage the processes of loss and 


will be attracted to these approaches. When this happens, an alternative 
spirituality-it might be a sub-spirituality or a counter-spirituality-is 
generated.43 The interaction between normative and alternative spiritualities 
determines the pattern of development that ensues. It is more likely to be for 
the common good if the beliefs, practices and attitudes of the alternative 
spirituality are brought to bear on the dynamics of the interaction, whatever 
they might be. 


All my experience convinces me that church and community development 
is a movement of the second half of the twentieth century that has much to 
contribute through its methodology and spirituality to Christian mission and 
ministry in the twenty-first century, through equipping practitioners, churches 
and communities for creative reflective action. 
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APPENDIX
 


Notes on Work Papers: A Proposed Outline
 


Introduction 


Participants are required to write a paperby way ofpreparation. These papers are 
sbared amongst those taking part in the course wbo have undertaken, in writing, 
to treat them confidentially. They provide an opportunity for you to reflect on 
different aspects of your work and ministry, and your thoughts about them. Of 
itself this can be useful. They also facilitate the excbange of information and the 
development ofmutual understanding. They will provide the background to the 
session on eacb participant's work situation and help us together to give shape to 
the course. 


Detailed guidelines to the parts of the paper are given below to aid and prompt 
your reflection. Your own reflections are most important Follow the suggestions 
where they are helpful. Supplement these to add things that are important to you 
and which you would like to include in your writing. Use the opportunity to write 
as fully and freely as you wisb but 2000 words is a useful guide. No more than 
a quarter of the paper should be given to Part 1. This is not a questionnaire. 


Part 1- My working life, journey and story 


This frrstpart invites you to reflectand write aboutyour vocational story up to now 
and to assess your present position. The following beadings may belp you to do 
so: 


The major landmarks in my vocational journey to the present. 


People and ideas that have influenced me and my ministry. 


Ways in which my present work fits into the story or my journey. 


The aspects of my ministry that I find enjoyable and fulfilling; difficult 
and frustrating; and those that occupy most of my time and thought 


Dimensions of my ministry that I would like to develop. 


No more than a quarter of the paper should be given to Part 1. 


Part 2 - My beliefs, purposes and approaches 


This part is for you to indicate thebeliefs, principles, concepts, assumptions, ideas 
and purposes that are and have been fundamental to your life and work. Also 
indicate wbat you have learnt about working with and ministering to people that 
now informs the ways in which you work and minister. 
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Part 3 - The section of the Church (parish, Circuit, Diocese, District, etc.) 
for which I am responsible 


My present job or appointment 


Describe the principal aspects of your present job, the overall context in 
which you have to do it and how they relate. 


Features 


Describe the features of the Church or Organization in which you work 
and the geographical area within which it operates, the activities in which 
it is engaged and the people for whom you work. 


Describe the way you see the different church, organizational and 
community entities with which you work and the relationships between 
them. 


Tasks and Purposes 


Describe and rank in order of importance as you perceive them the main 
tasks and purposes of the part of the church or organization in which you 
work and the way it is organized to carry out its tasks. 


Who is responsible for what areas of work? 


Who makes decisions and carries them out? 


The process by which decisions are made. 


Ways in which people are accountable for the effectiveness and 
well-being of your church or organization. 


Relationships in theory and practice between national, regional
 
and local levels.
 


Your views of these aspects.
 


My place In my church and organization 


The way you see the place and role that you occupy in your Church or 
Organization. 


The primary responsibilities and tasks that you undertake within your 
Church or Organization. 


The ways in which you are supported from above and below. 


Aspects of the Church's or Organization's life and structure which you 
find helpful and those which hinder. 


How would you describe the primary working and personal relationships 
you have? For example: with colleagues, with other Churches and 
religious orders ororganizations, with others working professionally with 
you. 


The Context 


Canyou state thepositiveand negative factors for you in thecontemporary 
Christian, ecclesiastical and social contexts. 


Change and Development 
Describe any significant patterns you discern in the way in which things 
are proceeding and developing in your work. Note the things you consider 
to be sound, to be evolving satisfactorily, to need considering, to be ripe 
for changeorassessment. tobe problematic. Can you do asimilarexercise 
on the way in which you are developing in your vocation/profession? 


Do you discern any implications in all this for you? 


Part 4 - What I would like to get out of the course. Note just what you 
yourself want to get out of the course. 
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"George Lovdl has helped church workers look critically at what
 
they're doing and to find ways of handling what they see, His has been
 
a charismatic ministry ami the whole church is deeply in his debt,"­

The Revd Dr Leslie Griffiths, President of the Methodist Conference
 
1994-95.
 


Much is written about analysing church and community work, little. 
about designing. This book is about both. It describes sequences that 
cover every aspect from having initial jdeas to evaluating the outcome. 
These sequences enhance the quality and value of work with people 
whilst giving practitioners greater job satisfaction. 


It is a handbook for clergy and laity who want to examine their own 
work, for trainers who lead work study courses and for work 
consultants. It contains four worked examples of analysis and design 
and detailed commentaries on the methodology and the underlying 
theory and theology. It discusses difficulties of practising the approach. 
It describes eight major contributions it makes to church and society. 


.Ge8Fge Lovell isa senior research fellow at Westminster College, 
Oxford. His doctorate was about development work he did in Thornton 
Heath, Croydon, during six years as the local Methodist minister. He 
has written several books on church and community development. He 
was the Beckly Social Service Lecturer for 1981. He has been 
respoI1siore for extensive work-eonsultaney services for clergy, laity and 
Feligious of seven denominations working at aU levels in Britain, 
Ireland. Africa and some fifteen other countries. 


In conclusion to this major work he writes: 
"All my experience convinces me that 
CbUFCh and community development is a 
movement of the second half of the 
twentieth century that has much to 
contribute through its methodology and 
spirituality to Christian mission and 
ministry in the twenty-first century through 
equipping practitioners, churches and 
communities for creative reflective-" 
action." 
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