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Foreword

I' ve known George Lovell for most of my life. It was he who brought me into
membership of the church when I was a teenager andit’s tohim that I’ ve turned
at most of the key moments of my 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
Africa. IthinkI’veread everything he’s written over the years. So, IreckonI’ve
seen George Lovell’s work from many different angles of view. It’sa privilege
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 tumed in the ignition, the
engine seems always to start at once,

I drive a car most days of my life. If anything 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 concemed.
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, and people’s expectations of me. My work is coloured and
shaped by the values I consider important, the degree of fulfilmentI find in what
I do, and the frustrations that come from being prevented from achieving what
I set out to do.

My mechanical friend knowshow totake a carengine to pieces, dohis repair,
and then reassemble the motor. George Lovell knows how to take a piece of
work apart, identify and address the elements that aren’t functioning very well,
and then put the whole thing back together again. Butthat’s only the beginning,.
‘What George goes on to do (or, to be more exact, what he does whilst analysing
apiece of work)is to enable the person whose work he’s looking at torecognize
and identify its constituent parts, examine the way those parts inter-relate, strip
the whole thing down if necessary, and then put it all back together again. Here
he scores heavily over any mechanic I've ever known. For no mechanic has
ever persuaded me that I could cope with the intricacies of a motor engine. Yet
George Lovell has more than once helped me to look at my work, to analyse
itsinner dynamic, and to identify the critical path which would help me achieve
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the objective of a more effective output. Again and again, in more than a
quarter of century of patient (yet innovative) work with people as varied as you
can imagine—f{rom 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 a piece of work, and that he can design and
sculptmodels for doing it better. Many people have seen him do it. But George
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 of those who’ve attended Avec courses
can testify to this. But now a third dimension opens up. Here, in this book,
George Lovell is offering a service to people who want to help others with their
work, people who want to work as he works. This is a book 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 book because it fills a gap 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 of the Methodist Conference 1994-95
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Preface: The Purpose and Structure
of this Book

Thinking to good effectabout work aimed at promoting 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 of human life and destiny. It is worthwhile and
rewarding because the quality of any work we do with people is directly rela.ted
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 suffuse our thinking
and play all kinds of tricks upon us and our thoughts. We encounter 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 deeply without 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. I know 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 1lay—of eight denominations
engaged in a very wide spectrum of church and community work at all levels
in Great Britain and insometwenty other countries. I'have spent equal amounts
of time working in the Anglican, Methodist and Roman Catholic Churches. [
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 thisbook. Whathappens is that they see possibilities 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 that a most important need in church and community
work today is to get people, separately and together, at all levels in the church

and in the community, to think for themselves more creatively and consistently |

about theirwork andwhat they do, or must do, for the common good, for human
and spiritual well-being and the development of people 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 so would
paralyse us. This does not mean, as some infer, that there islittle point intrying
to think about anything in depth. On the contrary, it points us to the vital
importance of selecting 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 wWhen the combination of thought and action is creatively integrated.

Several things help us to do this kind of thinking, First, we need to be i

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 5

work and it is part of our response to Jesus’ command that we love God with

our minds as well as our hearts. While the thinking of others informs our own -’
thinking, it is no substitute for our own thought. Second, we need to believe |

that we can think for ourselves. Many of us cometo this belief only when others

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 tosuch -

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 !
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tohelp other people to think through things. Fifth, we need toknow abqut »\fays
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 communi.ty development,
behavioural sciences, adult education, theology and paruc.ularly pastorz.l]
theology.) Sixth, we need an atmosphere of thought Whif:l'l reu}forces all this
and which leads people to make the arrangements (0 facilitate it. .

The purpose of this book is to provide conceptual tools which enab?e
individuals and groups to think more creatively about work for development in
churches, communities and organizations.

A core process comprising a series of stages of thinking is at the heart of the

various things which over the past thirty years have equipped and helPed me
to think about my work, have helped 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 thin_king which helps
people to move from experience through critical and imaginative thf)ught 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 b.ecause
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 towzyc?s
thoughtful action: it directs and eases people towards th.at even when it is
holding them back from precipitate action to get them to think things throu gh.
This process is at the heart of that tradition of church and commum.ty
development work which has its roots in adult education rather. than social
work. It integrates into the methodology of ministry and mission rele\fant
aspects of the behavioural sciences. Basically, therefore, this bogk' 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, justas photqgraghs
of places do. But they do not help us to find our way through the lab).mnthme
pathways of thought, decision-making and action involved in moving from
where we are to where we want tobe; directions and the means of travelling are
needed to do that.

Thus this book is about the shaping and sculpting of work 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.
Tuse the word sculpting to indicate that it is a practical 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
theydo with people by thinking throughitmore systematically and systemically.
These sequences help people to articulate, conceptualize, analyse, and evaluate
their work experiences and ideas and to design, plan and carry out programmes
most likely to achieve their purposes. Once these sequences have become
embedded into the habitual working practices of clergy, laity and organizations
they will form an infrastructure which gives depth to the work and enhances its
quality and value. In tun 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 of Work Analysis and Design demonstrates that
clergy, religious andlaity think quite naturally about their work and themsel ves
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:
anecumenical church in faction over children at communion; a sense of failure;
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 rthythms of the
workers. It also considers the relationship between workers, their work and
their context. The chapter on “designing” is important. Little hasbeen 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 may or 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 Three: A Commentary on The A pproach takes the discussion of the
approach a stage deeper and examines the theoretical and theological nature of
the process which is based on the non-directive approach to church and
community development. It discusses 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.

Part Four: Application considers difficulties experienced by those who are
persuaded but daunted by the approach, including: feeling intellectually
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inadequate; the difficulties of finding time and energy;. the fear of losing
control. The approach is shown to be relevant to all kmds of Chl.}.l'Ch and
community work: it contributes towards providing a more l.nghly skilled and
satisfied church and community development W(?I‘k force; it helps- pec?plej to
have asubjective purchase on work and life; it contnputes -to the de-pnva-tlzamn
of religion; it builds up egalitarian workin.g rel.atlonshlps, co-operation and
dialogue in a competitive and pluralistic society; itcanbe used to dev.elop vc{ork
consultancy infrastructures which service and support workers, and it pfowdes
data about church and community work. This parf concl.udes by' showing that
these approaches engender a spirituality which, of itself, is a medium ofhuman
and spiritual development. .

The parts are presented in the order: practice, methods and practice theory,
underlying theory and theology, application and current cgntextua] relevance.
This order helps those who prefer to proceed from the parucu!ar to.the general
and from practice to theory. But the way in which th'e book is W{‘ltt&{l me:ans
itcouldbe read in reverse by those who prefer to work in the oppo§1te dlrectu?n.

By its structure the book models the inductive met.hod: .1t starts with
descriptions of representative experiences of the proce:ss in action; draws out
the generic structure of the process; considers the essential nature of theproce'ss
and the theory and theology upon which it is pased; then returns to 1fs
application as it discusses difficulties and descnbe§ uses. Inevitably this
method, and my desire to produce ahandbook for practitioners and cons.ultants,
means that, in returning to aspects of the analytical processes, there is some

repetition in order that sections should be self-con.tained. .

So, by way of summary, this book is about a particular way of analygmg and
designing work with people in church and community. It sho.ws wha.t it looks
like in practice and as a conceptual schema (Chapters 1-5); it deSf:nbes I'IOW
touse itand the approaches and equipment required to do so (6—8).; 1texamn.1es
the nature of the activity and its theology (9-10); itconsiders principal dauntm.g
factors (11); and it describes its contemporary uses and relevance (12). This
is set out in the following figure, A Diagrammatic Overview of T"he Book.

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