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Foreword

Dr George Lovell was the founder-Director of Avec, “A Service Agency for
Church and Community Work” from 1976 to 1991. On his retirement from
the Directorship he was appointed research worker with an initial brief to
“harvest the Avec experience and make its intellectual assets more readily
available”. This study is one part of his response. In it he attempts to “draw out
and to comment on principal enabling and disenabling factors in the struggle
to provide badly needed training and consultancy services”. In doing so, with
his customary diligence, he not only gives a summary of the history of Avec,
and an introduction to its underlying thinking and practice, but also raises
issues related to the Church which others who work in it may recognise and so
find valuable in their own situations.

Avec was not born in the study or lecture room, but is the result of the
search for practical, relevant and theologically appropriate ways of exploring
and expressing the Christian faith in the late twentieth century. George Lovell
is a committed Methodist minister and, as such, is concerned about promoting
effective Christian mission and developing Christian spirituality. These concerns
led him to the awareness that a significant key to both lies in the central
Christian truth of the value of individuals and so their fullest involvement in
the life of the Church and community. Catherine Widdicombe is a Roman
Catholic, 2 member of the Grail, a Christian lay community. By a different
route and in a different context she reached a similar understanding. Both
developed skills which others found helpful and were subsequently harnessed
to produce Avec.

Their respective Churches were sufficiently impressed by their insighcs
and abilities to share in the establishment of the ecumenical agency to serve all
the churches, with a body of Trustees representing many of them, and with
grants from some Churches and some non-Church charities. In many ways, as
the author writes, the time was ripe for such a venture. The 70%s saw much
social and community work undertaken by the Churches, most Christians
talked about “the ministry of the whole people of God”, and training in new
methods was growing. Avec’s approach is “non-directive”, or, in the writer’s
words, “a Church-centred holistic development approach” with its roots in the
New Testament, and so not merely relevant to any one period of time.

A wide range of courses was provided, for parish clergy and Church
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leaders, for community workers and religious communities, for returned
missionaries and overseas workers. Consultancy services were made available,
for individuals and groups. Widespread commendation was received. But
there were difficulties. Grant aid was never wholly adequate to meet all the
opportunities. Churches and church workers could not, or were not Willing to
pay economic prices despite their appreciation of the services, and recession hit
us all. Some people may have been challenged or threatened by new
understandings of authority. No doubt we made mistakes. It was certainly with
great sadness that in 1994 we had to cease to trade. '

This study is, as the writer says, a case study. I hope that lessons will be
learnt from it. Much of what Avec stood for is already embodied in the life of
the Church, and in people like me who owe it a great debt. There are those
who will ensure that its principles continue to be affirmed. It has been a

privilege to work with Avec and, in this way, to commend it, and so pay a
richly deserved tribute to its author.

Nigel L Gilson
Chairman of the Avec Trust
Former President of the British Methodist Conference
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Introduction

Avec, an ecumenical service agency for church and community work, was
formed in 1976. It provided in-service training courses and consultancy ser-
vices to a wide range of clergy, religious and laity of many denominations,
religious orders and organizations. Logistical and financial difficulties (includ-
ing the difficulty of financing the research) led the Trustees reluctantly to the
decision that it should “cease to trade” in 1994. A group of people who staffed
these courses and services for many years have now formed “The Avec Associa-
tion” to continue some of Avecs work and to support each other as they
variously continue the tradition of helping workers to be reflective practition-
ers who work with as well as for people in the analysis, design and practice of
church and community work. :

MARC Furope carried out an independent survey of Avec’s work in 1990.
One of their recommendations was:

It is vitally important that Avec’s knowledge, experience and resources be
made widely available to aid those engaged in church and community
development to stimulate theological and practical understanding, and
take advantage of their current intellectual assets.

The Trustees took this suggestion seriously. In 1991 they appointed
Canon Malcolm Grundy to succeed me as the Director. They appointed me as
research worker and commissioned me to make contributions towards
“harvesting the work of Avec and to making its intellectual assets more readily
accessible”. The totally unexpected changes that have subsequently occurred in
relation to Avec add to the importance of this task. I have been working at it
ever since, latterly through a Leverhulme Emeritus Fellowship. This book is
one result.

Avec was a very small independent service agency of which Catherine
Widdicombe and I were founder directors. It had few resources — two full-time
workers, the use of what had been a caretaker’s flat in the Methodist Church in
Chelsea, a small office staff, no capital resources. The staff were itinerant, using
other peoples’ premises for courses and conferences and financing its work in
part through charging fees. By common consent Avec made some impact upon
how the main line denominations, and some voluntary organizations, and
their practitioners work with people.
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From the details of Avec’s experience of working with thousands of people
during the period when I was director and the results of evaluative research, |
have attempted to answer the question that, in one form or another, has been
put to me by many people during the past few years, “What enabled Avec to
promote these changes and provide these services from an inadequately funded
base independent of the churches and organizations it served with only slender
resources upon which to draw?” Then I tease out the disenabling factors and
show that some of the things that enabled also disenabled. I conclude by
reflecting on the implications of this experience and research for the
contemporary situation.

Essentially, therefore, this book is a case study of the enabling and
disenabling factors of a small agency, from within the organization, by one of
the principal workers. It has the strengths and weaknesses of such an analysis:
on the one hand, for instance, the advantage of the intimate subjective knowledge
of events and on the other the difficulty of being impartial and the danger of
special pleading. To minimise these dangers I checked out an catly draft with
associate staff and trustees — that is, with people who had been on the receiving
enid of Avec services as well as on the giving, organizing and monitoring side.
Whilst that led to significant revisions there was substantive agreement with
my analysis. But, regrettably, it was not possible to hold the consultations
which would have produced a collective analysis. Of necessity it remains my
analysis of a collective enterprise, the work of a team and an organization in
which I had a parr. I have restricted myself entirely to the period during which
I was director.

This book is in no way a history of Avec although it gives some insights
which may illuminate its history. Nor is it a systematic exposition of the theory,
theology and practice of the approaches adopted by Avec. That has been done
in other books. Concepts and methods are described only in as much as it is
necessary to do so to explain the enabling and disenabling factors. Nor is it a
description of the parts played by all the people involved, although it inevitably
describes what some individuals and groups contributed in order to establish
the factors. Wherever possible, I have attempted to depersonalise the factors so
that others can critically appraise them. Going into print about things to
which one has contributed can appear to be self-congratulatory. 1 take that
risk, but only after some hesitation and with some apprehension, in order to
present for wider critical consideration information and an internal analysis
that otherwise would simply not be available.

Telling the story of Avec, the agency, from 1976-91 could well be of
interest to other small under-resourced organizations seeking to serve large
constituencies. Indeed, as an organizational case study it has some implications
for churches and allied organizations. They are in a similar relationship to the
constituencies they seek to influence that Avec was to them — independent,
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comparatively small, without power to impose change. And, as the kind of
developments they wish to see in people and their environment can only come
through self-induced change, they, like Avec, are bound to take non-directive
action. But the main purpose of the book is to see what can be learnt from the
Avec experience about the services needed by practitioner-s in church and
community development work and what is involved in meeting them.

For the most part I have written in the past tense even though some of the
activities I describe continue. Sources have been acknowledged but T have kept
references to a minimum by not cross referencing the text with other writings.
Instead T have provided a bibliography of the books and papers which describe
and develop the theory, theology and practice upon which Avec worked.
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CHAPTERI

Avec

Avec emerged from ten years of practising the non-directive approach to
church and community work and rigorously testing and researching it. I did
this from 1966-72 whilst I was the minister of Parchmore Road Methodist
Church Youth and Community Centre, Thornton Heath. My doctoral thesis
showed how this approach was instrumental in bringing a dying church alive
and causing it to become vitally engaged in its neighbourhood.

Independently Catherine Widdicombe, a Roman Catholic and a member
of the Grail came to the conclusion that the findings of Vatican II could not be
put into practice without priests and laity having the ability to act non-
directively. An ecumenical team, of which I was a member, was formed in
1969 by Catherine Widdicombe. Through an action-research programme,
Project 70-75, this team worked with the clergy and laity in one typical
Council of Churches area in North London on their schemes and projects and
it ran training courses for them. The ministers, priests and laity of the sixteen
churches involved concluded that the non-directive approach is highly applicable
to all aspects of the work of their denominations: Anglican, Baptist,
Congregational, Church of Christ (a combined church), Methodist, Moravian,
Roman Catholic and United Reformed.

All this convinced Methodist and Roman Catholic authorities, the
Gulbenkian Foundation and other charitable trusts and the Voluntary Services
Unit of the Home Office that an agency was needed to promote this approach
throughout the Church. Avec was inaugurated in 1976 to do that. By common
consent it was recognized that until 1994 it made notable contributions to the
life and worlk of all the main denominations, from 1991 under the directorship
of Canon Malcolm Grundy.

Avec started with two full-time staff members, plans for two or three
courses and promises of grants to cover the short-fall for the first two or three
years, The staff, Catherine Widdicombe and George Lovell, were working
from their homes. It soon became a well-established service agency with a
group of associate and part-time staff, a London base — offices, seminar room
and a small specialist library. By 1991, the end of the period covered by this
book, it had conducted 357 courses ranging from half-day conferences to a
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two-year part-time pos t-graduate diploma in church and community
development, with ten-day work and theory courses as the central core of the
programme. Tt had also provided consultancy services to or worked on 139
projects mostly in this country but some in Africa and Ireland. All this meant
that Avec had worked with over 7,500 people of ten denominations — almost
4,000 Roman Catholics, 2,000 Methodists and 1,500 Anglicans. (The courses
are charted in Appendix 1.)

These services were used by people atall levels (5,000 at local and 2,500 at
rcgional and national levels) by clergy (2,800), religious, deaconnesses and
church workers (3,800) and lay people (1,000). The subject matter was varied
" it incdluded most forms of local church and community worl and specialist
work with, for example, the profoundly deaf and travellers. There were courses
for specific groups such as missionaries (on furlough and returning), religious
(for superiors and provincials), people working regionally and nationally.

Appendix I gives a fuller view of the work consultancy and project work
programme. This work was undertaken by the two full-dme staff members
along with one and then two part-time staff, associate trainers and by a loyal
administrative staff — a part-time bursar, a full and part-time secretary and a
group of part-time voluntary staff. (cf Appendix 11.)

“Avec” Is not an acronymm. It is simply French for “with’, chosen to
represent the central concept of working with people for human and spiritual
well-being and betterment through church and community development.
Avec embodied, represented and promoted this way of working and the
spirituality it engenders. Its primary aim was to get clergy, religious and laity,
churches and Christian organizations to do the same. “Avec” soon came to be
used in two distinct but complementary ways: to refer to an ecumenical
organjzation for church and community work in the King’s Road, Chelsea;
and to describe what Avec is all about as there is no single term that describes it
adequately. In fact the “avec” approach has become a byword for church and
community development approaches, methods and processes, fora particular
way of analysing and designing work programmes and a distinctive mode of
work consultancy. When referring to the first meaning [ use Avec and to the
second avec.

The second of these meanings is important because it is of far wider
significance than Avecas an organization. Avec, as an approach and philosophy,
as an aspect of pastoral and applied theology, as a movement and a means of
mission, outlives Avec as an organization. It has a life within and beyond Avec
the agency. And that is what I try to elucidate in this book.
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CHAPTER 11

Towards Harvesting the
Avec Experience

"There i i
are three main aspects to harvesting/researching the work of Avec in

which Catherine Widdicombe and I are engaged.

1. Researching the approach and methodology associated with the

non-directive approach to church and community development

T .

directii:: a;r;phaspls‘ in this aspect of the programme has been on the non
roach in action: upon precisely what is i i in )

tive af ; s involved in putting it i
practice with particular groups of i f  ae. “Ehis hae

i people in specific work situations. This h
meant concentrating on methodolo i Fmethods i
. : : gy. But practice and the use of methods i
variously influenced by the atti 5, beli options and
attitudes, beliefs, theoretical i
theological assumptions of itionet in P e
‘ of practitioners. So inevitably it is ab

things and the interplay b i T ety ek i

y between them in a practitioner’ f
Cings and the inee : ' p ioner’s engagement with

e/she is working for devel

. elo i

AR g pment. Some would describe
B . . * ’
- upég :ilrathetﬂne ‘J_(cfllgg}con:ibe and I have been researching the methods we
ce the mid 60’s and writing books which wi iti
. will help practition

use them more effectively. Three books* have emerged: PE e

Group Meetings That Work: A . ) .
. : A practical guid . ,
kinds of groups by Catherine Widdioombfl(‘ i 9"9{;;" working with differens

Analysis and Design: A Handbook for Practiti
", vactitioners and O ,
Church and Community Work: by George Lovell (189;4) onsyltans in

Parchmore Partnership: George Lovell, G
Malcolm Grundy (Editor) (1g995) ell, Garth Rogers and Peter Sharrocks

Also, I am working on a book on w
3 ! ork consultancy, a companion -
to Analysis and Design. Catherine Widdicombe is C“}:orking [:)lenb\crnoc}lt:m:)ef

x .
Full details of these and other publications are given in the Bibliography
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practical aids to the formation and development 9f small rchglous comr-nuniimes
i i stolates in local communities. These aids are d.em‘gnc to
Ezlrsmgﬂ; er?)[ulgltialf);rm communities which, in line with the principles of
r . 0 " . . .
subpsidiar%ty, are self-directing and self—ldetf.:rmmmg., and wh(ich, in ll-littl:b‘;ﬁth ';ki:
grand traditions of religious community life, obedience an aCCOLtl cl Chzism
interdependent units of an order propetly integrated into its aposto .

2. Researching the effects upon practitioners and their \};lvork and
working lives of the use of the non-directive approac

This work is completed. It involved exploring just what hgppened,fpﬁsitively
and negatively, when practitioners had good creaith expfenences 0 L:S; ;c:ﬁ;
i , i ie. of two kinds: of someone
directive approach. Experiences, tha‘.c is, o o kinds meone using e
h in relation to them and their work; o using the app
?rl:pricl):‘fion to their work and that of others. (This research .complen?entsi arcl1
extensive survey of Avec’s work by MARC Europe, cf Appendix IV.I) It Llrln.rohx;r !
structured conversations of a reflective nature with twenty people w oh c
had such experiences in various settings: courseIs, lcorgult?c\:)yv sesslﬁ:niséac "F}[:;y
i ituati in the UK, Ireland an est Africa.
and community work situations 1n the , fan @ N ey
inati ies and lay, ordainc
sent five denominations, very dlfferfzqt theologie
r(‘:lli);zonal and presbyteral ministers) and religious p}x;actltitl)ncrs. S?mlclzoc:i f)}:{;‘;ﬂr
i lv a few months, others contin
had experienced the approach for only . : dnuously 7
i -three years. The recordings have been transcr
periods up 10 e int itled 7Telling Experiences: Stories About a
dited them into 2 book entitled 7eiiing P :
};Zi.;brming Way of Werking. This emphasis on the effects upolrl11 ;}hel wor1f<111r11§
lives of practitioners malkes it an ethnographical study which will help to

gap in the literature.

3. Researching Avec as an agency from 1976-91

This involved researching what cnabled Avec, a small underéfunded
independent agency, with only two full-time techmcalTs}:?f{) minil errse,s L':lot
i ] d consultancy services. This book 1s 2
provide a wide range of courses an ey e oy duing the
i .+ the factors which enabled and disenable g
02;10551 I.Ellg);g-%l .e(I make no attempt to research the developments beﬂondlth}?t
geriod because | have not all the information necessary to do so nor have 2 the
iectivi ired. . '
Obje?[ttn:rzys rpi?siilfﬁe t)o research the first and third aspects (ic, methodgoiy a.ncfi:
Avec as an agency) ina thoroughgoing way because from 1976-1991 Catherin

ion- iect and
Widdicombe and | had treated our Avec work as an action research proje
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kept full records of developments. Consequently we are able to analyse what
happened not only through our memories of events but also through re-
reading papers and notes. This process has been checked out, supplemented,
informed and illustrated by interviews and structured discussions.

Considerable progress has already been made in establishing the avec way

of working in religious and sccular organizations and in the provision of
consultancy services. That was Avec’s raison d’étre. The aim of this research
and writing programme is to consolidate and build upon this by making the
essentials more readily accessible to people who differ significantly in their
commitment to the approach and services and their reasons for wanting to
know more about them. Students, practitioners, consultants, trainers and
researchers will have various technical interests in the three aspects of the
resecarch and all of the publications. Others, such as those with overall
responsibility for training policy and support services, may wish to have
information which will inform their decision making, They may not intend to
practise the approach or use the services themselves although they are relevant
to all who work with and for people in church and society.

The stories in Telling Experiences provide an easy entry into the practice
and theory of the avec approach for those who have little knowledge of it. At
the same time they contain important insights into the approach for experienced
as well as inexperienced practitioners, vital case study material for trainers and
consultants and scarce data for researchers. Parchmore Partnership serves similar
interests. Whereas Group Meetings That Work and Analysis and Design are
handbooks for practitioners and consultants, text books for trainers and resource
material for researchers. All these books are for those concerned in any way
with the policy, provision, administration and research of in-service training
and consultancy services. In short, there is a growing body of written material
to aid those who wish to practise the avec approach and embedy it in the worl

culture of churches and organizations and those who wish to provide avec-type
training and consultancy services.
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CHAPTER 111

Enabling Factors

Surveys and evaluations of Avec’s work programme indicate that it was largely
effective both in relation to what participants wanted to get out of it and what
the agency wished to achieve through it. This happened because the objectives
of both parties complemented each other and, through the approach adopted
by the staff, they converged to help practitioners find ways of meeting some of
their substantive needs. Clearly it is not possible to quantify the extent and
quality of Avec’s effectiveness/ineffectiveness. Fortunately this is not necessary
for the task of establishing the enabling and disenabling factors. As the factors
go hand in hand with the effects they induce it is possible to deduce them from
the evaluations and to discern them through the accumulated experience of the
associates and staff,

Basically, Avec aimed to promote and develop reflective practice in church
and community work. It wanted to help individuals, churches and organizations
to become ever more effective reflective practitioners and churches and
organizations to become better reflective communities. Practitioners and
communities, that is, able to analyse, design and evaluate their own work; to
work withas well as forall kinds of people for human and religious development
in and through churches, communities and organizations. Working for these
aims involved working with participants in the Avec programme on their
needs and wants and their beliefs and purposes in the light of the actualitics of
their working situations, It also involved getting them to examine critically in
relation to themselves as workers and their situation anything the staff had
learnt from their experience, studies and researches which they considered
could be relevant to participants, their concerns and their situations.

What the participants of the Avec programme said they wanted and
needed emerged from the position papers they prepared for courses and
projects, what they said they wanted to get through their participation, and
the study of their situations and the input by the staff. Amongst the many
things they said they wanted from courses several items recurred. They were
the need:

— to stand back, take stock, examine their situation in order to get a
more profound understanding of themselves and their worlg;

25




_ to tackle a wide range of pressing problems;

— to design new projects; |

_ 1o get a better understanding of the theoretical and theolqglcal bases oft:
thgir work so that they had a better intellectual and emotional grasp o
things through mental maps and models;

_ to enhance their human relations skills and particplarly t{}ose' related
to working with people for development, promoting cga 1taréanfgglrt:
ticipation, non-authoritarian lc:?.dersh1p and the management of self,
conflict, and complex organizations;

— to be challenged and affirmed!

_ o renew their commitment, to be more competent and to be more
adequately equipped;

_ to set themselves and their work in a wider contemporary context;

_  to meet others with needs similar to their own;

_  for Christian fellowship and light relief!

However, some participants, 2 significant minority, did nfc:it kngwfr gia;
they wanted, they were disturbed and doggedhbdy a vague sense c:n d és;zazlji; tion
i i missing. Most course me
or a feeling that something was bets sid e
ting one or more of these needs. .
rogress was made towards meeting - ¢
If?orr%lal evaluations towards the end of courscis. Fé}l:{[embtgls (fiiuid utl a;fvzl)u;;oat
i helpful. This enabled the s
forms saying what was helpful and un : nablec get 21
1 taff and share
i i tors. Summaries were made by the s _
enabling and disenabling fac ! e by the. id charec
things which ha
i uraged to discuss those
with the members who were enco i ings which e
i d those things about whi ere
been expcncnced as unhelpful an : 1 rere
igni i ini What people felt in the longer term
sionificant differences of opinion.) ' s
d?scovered through unsolicited comments, througl'lx follow-up 'Semlrf}l:;; ;};1 ut% .
[ urses or consultancy services,
eople returning for further co :
?ndgpcndcnt sutvey by MARC Europe 1n 1990 and mﬁre ;\ecently througl(l1
¢ courses an
i i expccted, these show that Ave
selected interviews. As would be : ow that Avec cones S8
i i i ualified success. This is cleat iro :
services did not meet with unq ¢
Brierly’s summary of the MARC Europe survey and the ozirc;laill drlecoiimeg‘criizt; CZ
i r
i i theless this survey an e othe .
resented in Appendlx IV. Never a dence
Ehows that Avec did have positive effects upon pract’moners, churihe's, rehiix us
orders and allied organizations. Two of Mr Brierly’s overall conclustons

MARC Europe survey report reflect this:
' ived.
Avec courses and consultancy services are generally very well rece

j ] hem, and are found
il appreciated years after clients attended them,
Ehii Eﬁzlliful,a I;Ir)au:tical and life-changing. There seems little doubt that
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customers would wish to see Avec’s work continue, as its key skill tech-
niques are valuable for the ongoing work of church leaders.

Avec’s philosophy has clearly been well understood. There is a “powerful

internal consistency between what is taught, the way it is taught and how
it is received”.

This survey report makes interesting comparisons between what people
felt they needed and wanted, see Appendix IV.

Whilst there is now widespread acceptance that working with people, as
distinct from working for them, is an essential in any religious or secular
development programme, it is easier said than done. Avec provided technical
assistance, consultancy help and moral support which helped practitioners to
examine the practical, theoretical and theological implications of the two ways
of working in relation to the work in which they were engaged; to make any
changes they wished to make from working for to working with people; to
design development programmes by which they could promote in their situations
self-directed participation, self-determination and self-induced change; to work
at practical and theoretical problems they subsequently encountered. Avec
offered such help to clergy, religious and laity of all denominations. By acting as
non-directive workers to people Avec created environments in which people
could think things through and assess the value of the approach which had
helped them to do so. David Herrick, the parish priest of an Anglican church

on a council housing estate, described his expetience in the following way.

One of the things that surprised me was that the Avec courses were
experiences of a different kind of forum. Most of the places in which T had
been involved in sharing ideas... as an ordained and before that as an
undergraduate but also the normal way of discussing things was essen-
tially what you might call disputational. It was to do with argument and
counter-argument and with success in arguing in order to carry the day.
What was happening on the courses which I value greatly was that we
created a different kind of forum in which I could express my own ideas
and understandings without being thought foolish, without being valued
as an individual on the basis of the ideas that I'd expressed. That was very
important.... The courses gave me a freedom to participate which I had
not experienced anywhere before, and in turn I saw that as something
which I would like to offer other people — the people in my parish who

essentially don’t have the kind of confidence that enables them to
participate.*

* This is a quotation from a recorded incerview that | had with David Herrick, of Lovell, George (1996)
Telling Fxperiences: Stories About A Transforming Way of Working With People
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Courses and consultations became forums for creative thought through
Avec staff working with people non-directively and using “thinking tools”. The
approach created envitonments within which members of courses felt it was
safc to speak frecly, to think aloud and to discuss things openly with others.
The tools cnabled them o abjectify their thoughts and to think critically,
imaginatively, systematically and creatively abouc their own ideas and those of
others. Freedom to think aloud induced inner freedom to re-think old thoughts
and to explore new ones. Practitioners and staff stimulated and challenged
cach other, at times quite forcefully, about critical issues they were inclined to
side-step and supported cach other as they did so..

Basically the tools were a series of questions or a sequence of tasks which
helped tq sort out problems and to examine work situations step by step.
Approach and tools combined to enable practitioners to look afresh at
themselves as chutch and community workers, to conceptualise complex
situations and explore them, to put their thoughts and ideas into the best
possible ‘working order in relation to their purposes and as much theory and
theology as they could handle and to decide how to work with specific
individuals and groups for the common good. Thinking affected doing.
And practitioners and their work were transformed when they themselves
practised the approach in their sicuation and used the tools in private and in
puhlic with the people with whom they worked. So courses and consultancy
sessions both enabled and equipped practitioners. When this happened they
experienced satisfaction and fulfilment and found new energy, enthusiasm
and confidence.

Tt was, I believe, the accumulative effect of thirteen interrelated factors
which enabled Avec to become established and to provide a wide range of
services for so many different people, churches and organizations over such a
comparatively short period of time. First, I list them and then I discuss them
and the sub-factors which cluster around them.

Context

Factor One. The context was favourable to the advent of Avec.

Content/Substance

Factor Two. People from a wide theological and ecclesiastical spectrum werc
attracted and receptive to Avecs stance on the theology and practice of church
and community development and to Avec being a thoroughgoing ecumenical
agency actually at work with people from most denominations.
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Factor Three. Avec’s five basic methods worked: the non-directive approach
. 3

the ; i i
lL{lSﬁ of work study‘ methods; work and theory in-service trairiing courses;
work consultancy; action-research, ’

Factor Four. At th ’ i i
e heart of Avec’s effectiveness was a combination of téchnical

and interpersonal engagement and behaviour which pervaded all the work

done and which
vy which owed as much to pastoral theology as to the non-directive

Fczctc:r Fipe, Reflective practitioners in churches and allied organizations valued
Avec’s systematized formulation of the growing body of knc%wled’ e soci ucd
with the emerging discipline of church and community develo rger?: Socéa_tﬁ

presentation of the essence of it in short courses and consultancl; sessio?rrlls e

Services

Factor Six. CommltmenF to working with people in any and all forms of work
in any kind of community in all denominations.

Factor Seven. Avec provided a wide range of highly relevant, effective and ‘;uSer

) . . . )
fnenc‘lly services economically tailored to a diverse ecumenical and theological
constituency and work force. ¢

Staff

Facto.r ﬁ'z'ght. Avec staff and associates were qualified and seriously committed
practitioners and missionaries of the non-directive approach toychtirch ar?d
community development, They remained faithful to the core process The;
formed an ecumenical team which was denominationally multi-linguall. The));

helped each other to develop professionally. Tt ) _ :
bilitics for Avec and its wor lf professionally. Together they accepted responsi-

Factor Nine. Avec staff had professional, administrative and moral support:

Agency and Programme Development

Factor Ten. Avec serviced churches, organizations and practitioners of many

dcnc?m'matlor}s as an independent service agency not as an internal or in-house
specialist service department.

Factorl Eleven. T.he refinement, development and extension of training and
consultancy services through ongoing evaluation and research.

Factor twelve. Preparation, action, research and training and the development

g d

] 3 T
Factor Thirteen. Avec’s good name and promotional networking.
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Directly and indirectly all these factors enabled Avec to help Rract}lltloners
to meet some of their wants and ne(?ds. They, like tbe c.rlef1 in the next
chapter, relate to three aspects o.f the life of Avec: ff)rmmg iﬂ ma.utﬁtalr:)lnl%
an agency; otganizing and providing consultancy services; wotking with pe pn
who used Avec; setting the agency In context. ".fhesc aspects WCFE mterw{?ve d
Consequently the factors ate interrelated. FOI.‘ instance, the attributes re erred
to in factors two to six enabled Avec to prov1d.e relevant training courses an
consultancy services, They also became enabling factors for practitioners in
thcu"[\?l-?ed;;lctors gradually emerged through reﬂecr:ing.witl'l otheri on the Ave:S
experience and its qualified success; through reviewing interna zssessmelz :
and evaluations by the trustees, staff and associates, reports, records, nlllmut i '
and personal notes; through the research described in the Previ)oushc ap i c,)
through reflecting on the responses to Avec courses and services by 'i 9%S§-Wnd
used them; through the independent survey by MARC Europe In ;a

more recently through selected interviews.

CONTEXT
1. A Context Favourable to the Advent of Avec

Avee soon found its niche in church and community affairs because chere
was already in existence an cnvironm:ent friendly tow:ards cburch an(ti coar;lgll;z
development and receptive to Avecs approach.. This en.v1r0}1;1me;11 };N s forme
by schools of theological thought and experiments in church | ash socis
outreach which emphasized the developmental rglc of Chrlstlan;f in the wo A
and saw that the social sciences could make their work more effective in the
church and in the community. These schools of thought were beofommi n;lor:
influential and pervasive. By the mid 70’s when Avec was being orrIne t ies
ideas were common currency and had a 'cons1derable followmg(.i ncreas ngt
numbers of ministers and churches were influenced b'y them :mh maﬁly }[:ud
them into practice. At the same time secular reports claimed that ((i u;f e:n j.ix
significant contributions to make to community devclopment.h n Ep ndix
V 1 discuss the various theological and soc1olog1call movements :h at li uli d
me and Avec.) Thus, in both theological and pracncal.terms, “1;1 in tfc l-f urc.: "
and beyond it, there was a ready made place for Avec in the scl eme of t 11;§Isl,ce
place Avec was in a position to occupy because the staff had relevant f(xier“Avec
and training and had done the necessary research. Someone remarked,
was an idea whose time had come’.
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CONTENT/SUBSTANCE

2. Avec’s Stance on Church and Community Development Attractive
to People from a Wide Theological Spectrum

At the heart of Avec there were profound vocational commitments to:
(a) the Church and to ecumenical collaboration and development;
(b) involving churches as institutional entities in community development;

(c) promoting the interrelated development of churches and communities;

{d) action for local development from all levels;
(e) work for the overall development of socio-religious communities;

(f) the practice of the profession of lay and ordained ministries in secular
and religious settings.

These commitments and the methods associated with them were attractive

to ordained and lay from an extraordinarily wide theological and ecclesiastical
spectrum.

{a) Commitment to the church and ecumenical collaboration

Avec staff believed in the church, its ministry and mission. They were
committed to serving each and all denominations equally and to promoting
ecumenical collaboration and development. The church was their organization,
they loved it even though they were aware of its deficiencies. They held office
in one or other of its various denominations. They were variously commissioned,
supported and employed by it. It was the base from which they sought to work
for betterment in the same way as others worked from their organizational
bases. Through their action, studies and research they had discovered that the
church — its resources of plant and people — could make unrivalled contributions
to human and spiritual development especially when it drew upon the insights,
approaches and methods associated with the newly emerging discipline of
community development. They had also discovered that this discipline could
help clergy, religious and lay people to work far more effectively with their own
members and to promote theological reflection. They remained staunchly
committed to working with the church for the common good through a
“church-centred holistic developmental approach”. They did not waver from
this even though it proved to be more difficult than they had imagined. Some
community development enthusiasts got on with meeting pressing community
needs and left the churches to their own devices. Understandably, they simply
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could not see people suffering whilst the church was preoccupied with theological
niceties about social involvement and the non-directive ap_proach.

(b) Commitment to involving churches as institutional entities in
community development

Some years ago | was discussing the possibility of an extension to a
government grant for Avec with consultants to the Voluntary Services Unit
(VSU) which is a department of the Home Office. They wanted more people
from the churches to get involved in voluntary social welfare and community
work without strings. What we in Avec wanted was churches engaged as
institutions, as entities, in coherent development initiatives in their
neighbouthoods. At best chis would enable all the resources of the churches to
be brought into use. Community action would be informed by critical thought
about situations and the practical, theoretical and theological implications of
the work done. It could, for example, lead the chuich to campaign for policy
changes. Those directly involved would have the material, moral and prayerful
support of others. Community work would be an integral part of the churches
devclopment programme, not an adjunct to it or a poor relative. Such an
approach would build religious and secular communities committed together
to care and development. The consultants were not convinced. They wanted
volunteers not churches engaged in community work — and that right quickly.
The grant was not extended!

Tt is all too easy to fall for an individualistic rather than an institutional
approach. Recruiting individuals is easier than mobilising a church which is a
community development task. My understanding of the difference and my
commitment to the latter came through mistakenly opting for a task force
rather than a church approach in a major research project. (cf Churches and
Communities: An Approach to Development in the Local Churchpp38fand 200 £)

Institutional involvement is achieved in various ways in different churches,
religious orders, ecumenical and voluntary organizations. Often it is through
the enthusiasm and commitment of individuals and groups involving the
whole church. For Avec this meant working hard at gettinf clergy and laity,
officers and people of Jocal churches to determine what “their” church was all
about and the precise nature of its ministry and mission in their situation and
context. It also meant working with the wider church because whilst most local
churches are largely self-determining, they are not autonomous, they belong to
regional and national structures. Consequently getting churches involved as
churches on the widest possible institutional basis, involved working on these
issues with people engaged regionally and nationally. And that is precisely what
Avec did to maximise the institution’s contribution to development through
local, regional and national units. [I pursue this further in section {d).]
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)
dcvef:;;ﬁ:her as?ecﬁ of ﬁvec s;1 stance was that the staff worked for the “interrelated
ent of church and community”. This i ini
. This involved minist ligi

develo . : ers, religious
: y people working purposefully together with others in socie fogr th
interrelated development of: 7 )

— church and community;

~ Christians and non-Christians;

— people and their environment;

— the human and the spiritual in secular and religious settings.

I express this diagrammatically in Figure 1.

Church

S A

MNeighbourhood

working with

I
‘ for
interrelated development
of

|
church and community
o \
Christians and non-Christians
\
people and environment

human and spiritual

FIGURE 1: Interrelated Development

In practice this means accepting the need for improvement in both

church_and community, not simply in the community. It also means that
peol_:.)le. in thF community can contribute to the development of the church and
Christians, just as Christians contribute to the development of the cc:ommu,:ﬁ1

and non-Christians. In turn that means that the church and the community
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Commitment to an interrelated approach reduces the danger of “do-
gooding’, and from acting as though the church were a citadel of perfection
commissioned to put the wotld right. Equally it gets away from the idea that
the “world writes the agenda”: church and world together in partnership “write
the agenda”, Basically it means getting involved with others on equal terms ina
relationship of mutual openness which enables all parties to make their
contributions to development.

Many people valued this approach, as do, because it is integrative and
comprehensive; because it means people work with each other as equals;
because it allows for the free and full use of theology; because it requires the use
of the non-directive approach in church as well as in community work; because
it avoids an unhealthy dichotomy between church work and community work;
and because it leads to a consistency of approach in all work areas.

Somme time ago 1 had a conversation with a priest who had for several years
been heavily involved in promoting “chutch related community work”. T asked
him if he were still involved in this work. “No”, he said, “Iam in a suburban
parish in which it is no longer relevant”. Clearly he had scen community work
as an additional church activity in areas of deprivation. Sadly he had not seen
that the approaches and methods were relevant to the development and well-
being of all forms of community and church life.

(d) Commitment to action for local development from all levels

Local work was Avec staff’s primary arca of expertise. Most of the people
who came to the early courses were working in parishes and circuits. We did all
that we could to help these people to introduce the ideas described above into
their work and their organization. Generally speaking they were able to do so
. relation to their own work, Their effectiveness in introducing innovative
ideas into their churches and organizations were influenced by: their standing
and status with the people with whom they worked and their superiors and the
respect accorded to them; the mood and responses of local people; the attitudes
and action of those who had influence and power over them and the people
with whom they worked; the prevailing environment of thought and the
fashionable things to do and be in church and community work. Occasionally
all these things came together favourably in relation to what a practitioner
wished to do. More often than not, however, one or other of the factors caused
practitioners difficultics. Even so, to a greater or lesser extent, we could help
practitioners — especially those in good standing as most of them were — to see
ways in which they could work for self-induced change. What they found most
difficult to deal with was action from above which by design or default made it
more difficult for local workers to change the ways in which they worked for
development. Often this happened because those with authority simply did
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:Vitesntclilg:?irédntohf methods or, worse, because they thought they understood
Prf)gressi.vely we became unhappy about what we were doing: we were, i
fact, stimulating practitioners, — most of them without overall Et-lthori re;;z
{nﬂuer.xce and some in junior appointments, to work for far-reachin clzn
in t.heir own vyork and in their institution. This involved them “tagkin e
Fhelr organization in bottom upwards development programmes Considgr Obfil
1d.eolog1cal importance is attached to such action but it is (;xtraordi . 'le
dlfﬁcult' a}r}d can be very costly to those at the sharp end. Avec felt ome
responsibility to work with church authorities with the aim of creating a bS:tr:z

Church
- Authorities
- el Fy
-~ -~
—~ -~
workiné -~
ST
_ ~ " with
- -
P -~
el - -~
Avec < working
~ ~
e ~
™ working.
with ~ ~
>
.
~
~ ™~ ~
'y - \A ¥
™~ - Steff Units / Teams
and / or individua! local workers
and { or trainers

FIGURE 2: Workers, Church Authorities and Avec

The idea was to build up the vertical relationship so that it had a vital life

of its own when the Avec “sides” were removed. (These sides are “dotted” to
show that, whilst they were lines of strong interaction they were meant to be
temporary whereas the others were permanent.) One of the ways in which we
did this was through working with a diocese on developing shared minist

tl}rough team-work. Over a five year period, for example, in an An lic:r)i
diocese, we worked concurrently on ideas for shared ministry with the bigho ’s
staff meeting, a group of clergy and deacons, and three people attendigg

chp.loma courses. Then, all concerned met in conference to decide on future
action.
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Another way in which we worked at this from 1977 onward's was tbrough
4 series of work consultancy courses exclusively for pc?ople working reglo_nally,
nationally, and internationally. They atf‘racted, an admixture of Pcople van‘ouslly
engaged in promoting local work from “above througb: prqvtdmg edwillcaltmnalai
training and technical services for l?cal people; administration; overall pastor
management of local work in a region. .

These courses were most effective when the majority of the rnernl?ers. were
engaged in pastoral management. .SUCh people — bishops and prgwqcmls ~
were at the nexus of much that impinged on the local from the institution.

Quickly it became clear that the a‘pproaches antfl n?ethods were as relevant
to a bishop as to a curate, to a chalrn}a.n ofﬁa districc as to a probatlor.ler
minister, to a superior general as to a religious in a local religious commurut):i
Having experienced the approaches and methods first hand -tl'ley understoo
what it was all about and they were much better able to faclhtate locial.work
based on the avee approach, to act as work consultants to their local practitioners
and to promote development from “below” through action firorn above”.

That was not all, They studied their own work in relation to the overall
context. This led them to consider the kind of regional and national context
and environment for local work that they must seek to create — the kind of
associations, communities, networks, structures that were required. In sho%‘t,l
they worked at the regional and national entities for which they had especia
responsibility in relation to local work. ;

"T'his work demonstrated the universality of the methodology. It sharpene
Avecs focus on local work and extended its _understandmg <.)f_ what was
involved locally, regionally and nationally (and in the case of religious orders
internationally) in promoting it.

(¢) Commitment.to work for the overall development of socio-religiotis
communities

Adopting the approaches sketched out above led practitioners to see and
set their work in a wider setting — and to see their church ot organization anal
their position in it as the basc from.whicl} they “‘rorlfed for the humaﬁ :[I:
spiritual well-being of all the people in thc.:ur organization gnd area — and that
could be a parish, a circuit, 4 diocese/<.i1str1ct, a d‘enommatlo.n.. o eads

This gives a broad based perspective on ministry a-ncl mission Wl ic 1 cad
to working holistically with different religious and social systems. C hear })17 it lﬁ
quite different from working in the church, for the chu.rch and with the ¢ l.cllrf;l :
and from serving a congregation only. It includes doing these things an y
that goes with them such as Christian .educatlon, pastoral care, ggo
management. It is also different from getting churches and d;mil melrln [:I:S
engaged in community work simply to get more people to attend church. 1t 1s
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about getting people themselves to make those places, churches, communities
and organizations in which they live, work, worship, relax and die the best
possible places that they can be — places in which people find satisfaction for
their personal, social and spiritual needs and love and care for one another. It is
about building human and spiritual community and the social and religious

organizations which sustain and service it. In short it is wotking to and for the
whole through “our” part of it.

(£)  The practice of the profession of lay and ordained ministries in secular
and religious settings

Putting these ideas for holistic ministry into practice draws heavily upon
secular disciplines, community development and adult education in particular
and the social and behavioural sciences in general. From the outset Avec staff
were searching for ways by which useful secular methods could be assimilated
into the practice, theory and theology of ministry and pastoral management.
They were, in fact, able to help people to do this in relation to their diaconal,
episcopal, lay and presbyteral ministries or religious apostolates. Increasing the
repertoire of their skills greatly enhanced their competence to work for
development in church and community in the ways I describe later. We were at
pains to avoid ministers seeing themselves as community development workers,
consultants or action-research workers. Such vocational changes might have

been right for a minority, but certainly not for the majority if our purposes for
the church were to be achieved.

By Way of Summary

There are two principal thrusts in these approaches. The one secures
practitioners in their organizational base and in their basic profession of
ministry. The other sets practitioners and churches in a wider field of
developmental activity and enables them to make their unique contributions
without compromising their identity. At first sight it might seem that these
things would work against each other. The stance and approach mean that they
do not; they become complementary. Over and again the wider involvement
helps churches and practitioners to find their identity in ministry and mission.

Most of the practitionets from all the major denominations with whom
we worked got excited about this stance and the ways in which we were
formulating it. Quite often they said that it was precisely what they had been
reaching out for and that they had been intuitively practising it in one way or
another but, because they had not got a sufficiently clear conceptual and
theoretical base for what they were doing, their efforts were not as effective as
otherwise they might have been.
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An article which T wrote in 1971 set out my approac.h to churcl} and
community development and to researching and promoting It. As it has
influenced all my subsequent work it is reproduced in Appendix VL.

3. Five Basic Methods that Worked

Five “discoveries’ made in the 60’s and eatly 70’s made Avec possible,
necessary and effective. They were:

« the non-directive approach;

« work study methods useful to practitioners, consultants and trainers
in analysing and designing church and community work;

e ways of training people in this approach through in-service training
courses of short duration;

» work consultancy processes;

s action-tesearch.

The first we owe to TR Batten; the second and thirc.l evolvec.l fronf }ﬁs
training courses; the fifth comes from the social and behav.loural sciences; the
fourth derives from the use of the other four. By the time t}}at. Avec w}alls
founded the relevance of these to the work, ministry and mission of the
Christian Church had been thoroughly tes'ted by putting them into prz:ictlce
and researching them exhaustively in relation to thel'r theologl'cal soun ;}efs
and effectiveness in local church work in all the main denorr}lnatlons. is
took over twelve years. Only then was it felt that the time was ripe to promote
cheir use in the church at large through Avec.

o The non-directive appmacb

The first of these discoveries was the non-directive approach. to worku}llg
with people individually and in groups, church.es and communltlles. A}tl t 1:
heart of this approach is the desire and the commitment to get people t(l)1 think,
decide and act for themselves in the light of as much information as ¢ : {ey can
handle. This involves emphasizing the need to work with people as well as fbr
them. Dr TR Batten coined the phrase, developed the t'heory and practice
associated with it and tested it out widely as indeed we did before setting up
Aveci’ractitioners who use this approach aim to help alll k'mclis of' pcgplle,
separately and together, to think seriously, deeply, analyticall.y, 1m3gf{qa}t:vi ﬁ
and purposefully for themselves about the substance of work, life and faith a
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to act upon their conclusions. It takes their work and ministry to the very heart
of human life. Thus 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 do so. Those who habitually take directive action are less likely
to get into such privileged positions because they are inclined to overlay the
thoughts of others with their own thinking and plans and thus obscure them.

Another important featute of this approach is that it helps practitioners to
get people to think about other people’s ideas as well as their own and
especially those which they need to think about but do not want to — this is
what we Christians are trying to do all the time. In as much as this is achieved
the danger of exclusivism is minimised. One of the important effects of all this
is that those involved in the processes are more likely to listen to the voices
within themselves including that of God, and to have those inner dialogues
with themselves which can be so creative.

o Work study methods useful to practitioners, consultants and trainers
in analysing and designing church and community work

Avec aimed to help people themselves to effect any changes they needed to
make in the ways in which they thought and went about their work, To achieve
this objective staff had to be committed to the non-directive approach. Essential
as this commitment was it only issued in effective action when ways and means
were available which enabled consultants, trainers and consultors, separately
and together, to think analytically and creatively. Sequences of questions and
tasks and thinking stages were the bases of the ways and means used by Avec.
They were the elements of “facilitating structures” for studying problems,
cases, situations, projects. One of the simplest examples is three questions used
to study problems: What is the problem? Why does it occur? What can I/we do
about it? This basic structure was elaborated and refined.

Avec staff built up a wide range of facilitating structures: they borrowed
and adapted some and created others. Each of them could be used by all
concerned. This was important. Examining all the facilitating structures we
used I found that in all of them there was a dynamic and thrust from
experience through critical and imaginative thought to creative action. Also
there was an underlying analytical structure, what I called a generic schema. It
was developed and refined by staff members and associates. It contained a
clearly defined series of eight thinking stages but it was flexible. They are set
out in Display 1. Practitioners, consultants and trainers were encouraged to
think, reflect, pray and meditate their way through the stages in relation to
purposes, things they wished to avoid, beliefs, resources, needs. The schema is
modelled in Figure 3. For me this schema is a mental map. Sometimes [ use it
as it is; at others I use it to design facilitating structures for particular situations.
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Stage 1: Depicting situations,
background, context and
how wa ses and feel about
them.

Stage 2: Deplcting things as we would
like them to be.

Stage 3. Establishing points of
referance such as purpoeses.

Stage 4; Conceptualizing, analysing,
diagnosing, forming
hypotheses and synthesizing.

Study things
as they are

—

Stage 5: Drawing up development
agendas,

Defining what needs
to be done

Stage 6 Deslgning working
programmes and means of
evaluating them.

Stage 7 Planning ways of putting
designs to work and of
gvaluating them.

Stage 8: Deciding, contraciing and
commissicning.

Worklng out
how to do
things

DISPLAY 1: Eight Thinking Stages

synthesizing.

=

. Drawing up development
agendas,

Dasigring work programmes and
means of ovalualing them.

=

Planning ways of pulling designs
to work and of evalualing them.

-~

8. Daclding, contracing
and commissloning.

— INDEPENCENT
RAEFEAENCE POINTS
SPECIFIC WORK ’
NS PRACTITIONERS
STAGES EXPERIENCES/SITUATION ACTITIONES
1. Dapiciing siluations PDIN\TS
background, contaxl and Puonos
how wa see and feel
aboul them. \
[
2, Dapiciing things as we P&cgg;% : :)s
would like them to be. \
a, Establishing points of _— aollels
yefarenca, ~
CRITICAL AND Resaurces
* E,TSEEFJE“ gizsinr;;?lbs\ng, MAGINATIVE “«—r - R
foeming hypotheses and Noeds >

ORE CREATIVE ACTION
! >

¢ ’/4 EVALLATING
e MWEDITATION - REFLECTION - PRAYER L
+ ARTICULATING LEARNING J

FIGURE 3: Schema for An
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alysing and Designing Church and Community Work

Genuine interest and caring confidential pastoral concern are as necessary
for the effective use of this schema as analytical skills. Helping church and
community work practitioners with their vocational work is of necessity a
pastoral office as well as a technical consultancy and training service.
Approaching it as such engenders a particular forum of spirituality. Using the
schema effectively is anything but a mechanical exercise. Artistry is a word 1
would use to describe it. The aim is to use the stages of the schema and the
different kinds of activities to promote creative interplay between practitioners
and the realities of their work. For this to happen the schema must be
subordinate to, and the servant of, creative processes within and between
practitioners about their work. This involves deciding which stage or aspect of
the schema to bring into play at a particular time and which of the activities to
use. It might be, for example, appropriate to get people into a meditative and
reflective mood in order to draw up a development agenda. On the other hand
the right thing might be to do some hard disciplined thinking about alternative
agendas. Selecting from the variables is a matter of judgement and style.
Consultants and trainers need to give direction to thinking processes whilst
being non-directive about the outcome of those processes. Essentially this is an
exercise in applied theology.

Before using these approaches and methods with people we checked them
out for acceptability. In a new working relationship the acceptance was more
an act of faith than of understanding simply because their agreement was not
informed by experience. Such agreement opened the gate to experience of the
method, a critical appraisal of it, decisions about what use, if any, they wished
to make of it and to modifications in the way it would be used in future.

»  Ten-day in-service training courses

In 1970 the Revd Michael Newman, at the time in charge of the newly
formed arrangements for the further training of Methodist ministers, wished
to see as many Methodist ministers in circuit work as possible trained to do
the kind of work I was doing in Parchmore. He invited me to design a
fourteen day in-service residential training course which would induct
Methodist ministers into the use of the non-directive approach in local church
and community development work. Drawing upon some of the essential
elements in the Battens’ course I did produce a design. Catherine Widdicombe,
Barrie Heafford and I ran four courses. The design worked. These courses
provided opportunities for participants to examine the non-directive approach
to church and community development in relation to Christian ministry, the
mission of the church in contemporary society and their work. The courses
also provided opportunities for members to practise the approach in small
groups. Refined and developed, this design provided the basic model for the
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ten-day courses which were Avec’s stock-in-trade in-service .train.ing“uruts.
They were work and theory courses, thety. were ot exercises in lgroup
dynamics”, or “T groups’ or “sensitivity training’, althougl}, like consu. ltanc:g
sessions, they involved examining the anatomy of working, percsloln;xa an
socio-religious relationships between practitioncts anc_l people an ezlwceg
the churches, religious and community groups to which they belonged an
with which they were engaged. . . )
Ten-day courses had certain basic elements in common bu;:1 elzc' was
tailored to the particular needs of its members. They were gencrally. eld in two
periods of five days separated by a month or so. Ideally they comprised agroup
of twelve to cighteen people with two or three staff men.lbers. All part1c1p.anlts
had to undertake to be present throughout because .the sessions werc progessively
interrelated and they had to undertake to treat discussions on work situations
as confidential. These conditions were necessary to the consultancy process at
the heart of these courses. Beforehand rne.mbers were requ1re.d, by‘ wayhof
guided preparation, to write a papet on their work, cither that in whlc-h t ﬁy
were currently engaged or that which they were about to take up. During the
course, members and staff studied systematlcally each work situation in turn.
Members and staff acted as co-consultants to each ,othcr as they focusse';lhon
the analysis and then on the design of cach persons wprk prograr}qrﬁe. ey
also examined practical, theoretical and theologmatl subject matter inherent 1n
the work in which the members were engaged, things of common concern to
members and staff and representative problems and cases. Anpther princqt:)}zl;.l
aspect of this kind of course was thfe crit'{cal examination of ideas ab.out. e
theory, theology and practice of working with people in churches, or%{anljzailtloﬁs
and communities for spiritual and human development. Combined wit th is
was a critical evaluation of the course members expericnce of the approaches
and methods used by Avec staff. Througho:ut the aim was to enable m'embcrls
to decide precisely what implications all chis co.uld halvc for them, their w:)lr 4
and their churches and organizations. Cathg:-,r}ne Wdelcgmbe develfpe a
system of note-taking which enabled participants to give lthebrlnse ves to
discussions knowing that a list of the main points would 'DC' available.
There were about a hundred of these courses over a period of twenty y;a;ls.
By common consent the most significant part of thCITl was the st.udy }(1) the
apers members wrote about their work situations. This was .done. in vlsi at W:{
called “work paper” groups which had arounfi six member§. Time was a oclaite
exclusively to each member in turn and his/her wo.rk situation (norma ya
short tutorial, and a one and a half hour, and a 20 minute group work s;:ssnon
during each of two weels separated by about a month). They f.ollowcl’1 a gsﬁt
sequence of tasks. First they sought to understand how the practitio réeF t hou/h.
and felt about his/her work. (To see it through her/his eyes. To stan 1nd elr his
shoes. To empathise with her/him.) Second they analysed the underiying
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dynamics of the situation. Third they helped the practitioner to determine
what action s/he could and wanted to take — note, not what they would do if
they were in the situation which is of little value because they were not the
person concerned and they were not in the situation!

In order to maximise learning about the consultancy processes, members
acted as observers in turn and discussed their observations with the members
of the group after the consultancy process was concluded. Invariably, these
discussions were lively learning sessions. Members took notes for each other so
that those presenting papers could give themselves freely to the discussion,

Studying situations in this way was a fascinating but demanding discipline.
It involved the creative interaction of the practitioner’s and the group members’
perspectives of his/her situation. Once people got the hang of this it was quite
exciting to see them trying out this and that suggestion for a fit, teasing out
why a suggestion did not fit and then trying another one until something fell
into place.

Working in this way involved members and staff of these courses
committing themselves to be present at all sessions. This enabled them to
pursue the process stage by stage together, to cross reference things and to
address issues as they arose. This paid enormous dividends but it is costly
because it is labour intensive: three staff to twelve members for ten days.

I never ceased to be amazed at the rapid development of reflective skills
and consultancy expertise which practitioners acquired after participating in
six 1!/, hour consultancy sessions over a period of five days in a group in which
the staff member used the method and maintained the discipline of
concentrating on one situation at a time, following a sequence of analytical
stages and avoiding anecdotes.

I have been privileged to see some exciting and radical developments
occur during these sessions. In some cases people have been converted to a very
different way of working or thinking. One that stands out occurred in Belfast.
The Troubles were active. I was working with an ecumenical group of four
people: a Methodist lay woman, two Roman Catholic priests (a Jesuit and a
Redemptorist) and a Church of Ireland priest. The Catholic priests were in the
most casual dress, the Church of Ireland priest was dressed in black jacket and
waistcoat, stiff collar, black tie and pin striped trousers. It was his turn to
present his paper. We were sitting around a table. To my surprise just as we
were about to start the session he stood up. In build and in voice he was much
like Tan Paisley but not as tall, he put his hand on my shoulder holding me
down with unnecessary force and bellowed: “No Catholic, especially a Jesuit
can understand my situation. But I am a good Protestant and I have committed
myself to this exercise and so, being a man of my word, I will go through with
it”. The atmosphere was electric. What a start for a work consultancy session
which depended upon mutual openness!
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risingly the session went well. Starting from nothing on a deprived
housisrlllgrpestatc;g, };10 church building and no me:mbers, the Ch}l?ch. of Irel;nd
ptiest had built a large church with a membership of 1,'000 fam1hc§ in lf:ss than
twenty years, We were able to help him to conceRtuallse a confusing sn:uaftl(;ln
and sce ways of dealing with the problems of rapid growth. At the end of t le
session he stood again, placed his hand on my shoulder (a litcle more lightly
this time) and said (not bellowed), “As a good Protestant I am bou.nd Lo say
that this group, and especially the Jesuit, has understoqd my sntuatml:l ct}'}cei
than I did myself and better than any of my own denomination. Thank youh.
feel the emotion again as I tell the story. The mind boggles at the learning that
took place in the priest about his work and about Peoplc of other dcnorlinnztmns
and the psychological, cultural and religious barriers that had been taken down
in the group. Not all sessictl)lns were &asddrainatlc ast that, but they were events

ich invariably affected change and development.

Whlcisurl;aeriior}lrc of Avec evoh%ed adaptations of this basic moc.lel.forrr{ed the
basis for courses for specific groups. There were courses for mISSIODEf.rICS, for
instance, and for other groups. But the greater majority of these courses were
for mixed ecumenical groups of people working at various levels in different
kinds of work. (See Appendices I & 11).

o Work consultancy

Broadly speaking work consult:an.cy is to practifioners anl<.1 t}}c1r \;'o;k
what counsclling is to people and their lives. lt1s a particular app 11cat10n ol the
non-directive approach. Consultants (those who are consultefi) he Pl)( concsiu tﬁrs
(those who are consulting) to think thrqugh aspects of their wo;k an 1\\1&' r:if
they feel about it and to decide what action to take and how to take it. No :
directive work consultancy enables consultants and consult.ors to be lvEgorousin y
proactive in ways which help consultors to be more creative. It fac1l1Fates t (ei
bonding of consultants and consultors necessary f01: consultancy sessions an
the freedom necessary for consultors to be active independent practitioners

between consultancy sessions. '

beyonMdyafI':it experience of this C\Zas through discussions with Batten a%)m}ltl my
work at Parchmore where I was the consultor and he the cqnsulte.mt.. (1 sti lfee
him from time to time in this capacity.) 1 used the underlying principles when
acting as a consultant to other people. Gradually I worked out my own practice
thm%n the courses referred to in the previous section, w)ork cons:ultal.lcy
methods were used extensively in the study of cach member’s E;ork s1tuat10ri
in small groups. One member was the consultor and the others were co

consultants.
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»  Action-research

Action-research is a way of continuously assessing work done in church
and community for what can be learnt from it, and ploughing back whatever is
learnt to inform future decisions and actions. Practitioners collect data through
their role as non-directive “participant observers”, sometimes active, at other
times passive. They are ideally placed to explore from within the processes by
which positive and negative changes occur and the sequence of events which
lead to them. They are their own research instruments.

Action-research methods were widely used in Avec. They helped staff and
associates to develop Avec as an organization and to evaluate and refine its
courses and services. Full and part-time staff members used them to research
their work for higher degrees. Each member of the two-year part-time Avec/
Roehampton Institute Diploma in Church and Community Development

undertook a programme of action-tesearch on an aspect of their church and
community work [see section 8(e)].

The Methods in Operation

The non-directive apptoach enables all kinds of people to work with
others for human and spiritual development. [t creates an environment
conducive to thought within which practitioners, consultants and trainers can
use work study tools to promote thoughtful developmental action. It enables
people to use their experience and their understanding of human beings and
how they function. Avec’s ten-day work and theory in-service training courses
gave participants experiences of the non-directive approach and the work study
tools and opportunities to assess them as they learnt about them through using
them. Courses and work consultancy sessions enabled practitionets to stud
critically their working situations at a particular moment of time. They also
enabled them to draw upon anything which might help them from the body of
knowledge which Avec had accumulated from their experience of and studies
in church and community development. And they helped them to formulate
their own practice-theory. Thus these activities facilitated the analytic
punctuation of on-going work programmes. Many people did, in fact, attend
more than one course and had a series of consultations. Action-research, on the
other band, enabled people to monitor and study analytically the flow of work
over a period of time. Therefore, action-research was a longitudinal study of
the work flow, whereas courses were a cross sectional study.

The five methods are complementary, the one leading to or following on
from the other. The non-directive approach is a common denominator to the
others but it has a life far beyond them. They are all ways of learning in depth
about human and spiritual development and of promoting it in specific times
and places. They were effective because, as already noted, they were always
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practised in the context of pastoral care for practitioners: they were never used
in a cold clinical way which left people to handle any personal distress caused by
discurbing disclosures that from time to time occurred. Avec staff and other
members of courses provided moral and spiritual support to people as they
helped them to work through the implications of such disturbances. That was
parc of what was involved in integrating the methods of the social sciences into
the profession of ministry.

Several things flowed from the persistent and consistent use of these
methods. Practitioners became more reflective and effective and found deeper
satisfaction in their work as did their organizations. Methods were continually
tested, rescarched and refined for their usefulness to consultants, trainees and
practitioners. A body of experience and knowledge about church and community
development practice, theory and theology was gradually built up and modified
to incorporate new insights. There was a continuing dynamic interaction
between the methods, the subject matter upon which they were used and the
body of knowledge that was accruing. This interaction was 2 creative life-

giving process and force.

4. A Combination of Technical and Interpersonal Engagement
and Behaviour

The fusion of two modes of engagement in the behaviour of staff towards
participants created productive working relationships between them and
participants in courses and consultancy sessions. To differentiate between them
I refer to the one as “technical engagement” and the other as “interpersonal
engagement”. The technical engagement occurred through adopting the
approach and using the tools described in the previous section with practitionets
in relation to their work and to them as workers. This engagement enabled
staff and participants to be rigorous in analysis and realistic in design. Usefulness
depended upon staff and participants working through these phases which are
invariably rewarding but at times disturbing and painful. Practitioners were
flesh and blood and the work under consideration was their vocation and life.
Technical engagement was essential but the quality of the interpersonal
engagement determined whether it could be initiated and, if so, whether it
could be sustained to the point of creativity. Behavioural characteristics of this

mode of engagement are:

— acceptance of people and their situations as they are for what they are;
— the guarantee of confidentiality;

— genuine, not feigned, interest in others and their worlg

- single—minded concentration on people and their work;

— empathic relating along with conttolled emotional involvement;

_ standing by people without attemnpting to take their place;
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— respecting privacy and “no-go areas”;
— treating people as equals;
— accompanying people pastorally.

This kind of behaviour had profound effects upon people engaged in
woFk study processes. It generated human and spiritual relationshi gs %Vithil
whl_ch t-hc use of analytical processes was most effective. Very uicil extt )
ordinarily deep and open relationships were established betwce(il eoyl a(i
creative working environments were formed. The fusion of the twg m%ge:r;f
cngagement energised participants and led them to share anything apposite to
the tasks in hand — thoughts, feelings, belicfs, insights, knowledge, ex pericnce
hopes and. tears. People differing significantly in personality; beliéfs pur 0 :
agd expetience collaborated creatively rather than cornpetcd, even wi1£n s}i o
gllng with their differences. Heads and hearts engaged together. At the s;l:xi
time, part!y because of the emphasis upon mutual accountabiliq; the freedom
of ?Lll participants, including trainees and consultants, to be cheir own ers
in interdependence was maintained. The incident I quoted about the C?huroﬁ
of Ireland priest illustrates this. Participants who experienced this at its mocst
eﬂ:ectlv.e in co-consultancy work paper sessions said that it was like being at
Eucharist because it was a “sactament of work”. o

I.Jnfqrtunately there is no one word known to me which encapsulates the
combination of the two modes of interpersonal engagement and behaviour,
the avec approach, which was key to Avec’s effectiveness. Display 2 is an
attempt to list subtle nuances of this endlessly fascinating but com le hum
and spiritual way of working with and relating to people. P .

5. Theory and Theology made Explicit

Many practitioners said that intuitively and by touch and feel they had
been domg some things in ways very similar to those used and advocat)gd b
Avec. For instance, many wete practising onc method or another chat the ha?:lf
gal.ned' from the social and behavioural sciences such as “mana emer):t b
Ob]eCtIVt?S” and “group centred leadership”. For the main part, hox%'ever they
had not {ntegrated it with their other ways of doing chings into a coheren'; cod);
of practice. Thetefore they were open to a systematic introduction to the
practice, theory and theology associated with the non-directive approach to
church and community development and help to integrate it into their theolo
and practice of ministry. ¥

Ma.kmg practice theory explicit through a systematic presentation of the
underlying theory and theology excited practitioners. This presentation met a
real need. They said it was just what they had been searching for. It immediatel
helped them to understand their own practice and that of Avec. They foun?ir
they could use it to link theory with practice more effectively, to develop their
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The nature of the core process (from experience through critical and
imaginative thought to creative action) is fascinatingly complex; dis-
covering 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 socio-religious contexts and issues;

« interventionist, provocative and perturbing but respects the
autonomy and privacy of others;

» structured and systematic-not to impose order and shape but 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;

» both a private and a public activity;

¢ reflection-in-action, and, when used rigorously, a form of action-
research;

e 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 construc-
tively at differences, factions and conflicts;

+ promotes self -induced and interrelated human and spiritual
development in secular and religious contexts;

DISPLAY 2:

is educational without being didactic — it leads |
s catl - o perceptiv
knowing” about the human and the divine: P Piive ways of

helps build socio-religious learnin iti i
0 communities that can |
work for human well-being and the glory of God; an fve and

equips people to work for development with each other a
: wo nd to -
Workers with Christ in the church and in the world; be co
E‘. oeciumen:cal, bringing together in common endeavour all kinds of
eople;

rnakes contributions to all stages of human and spiritual development;
* is deeply satisfying| ,

In its intention, crientation and approach, it -

starts with people where they are, accepting th ir s
tions as they are; pting them and their situa-

= stands by people without attempting to take their place;

*+ works to the rhythms of people;

. §tlmulates people to do all they can for the common good;

* s both inductive and deductive; '

is an act of faith .in the abilities and willingness of others to pursue
the'; own well-being and development and to work for the common
good;

* is non-directive — religiously so in relation t isi
o the decisio
need to make for themselves; s people

* is complementary and integral to that which is done
and other people; for us by God

* s inclusive rather than exclusive;
contributes to all aspects of the ministry and mission of the church;

* makes unique and essential contributions to the w cono
i ork e m
kingdom of God. nomy of the

It can be embodied in people (individuals and ¢ ' i
ollec
v e tives) and their work
* love of people and God;
» inner commitments, human graces and technical skills.

Unfortunately there is no word or phrase that points to the richly en-

dowed nature of this approach. What a travesty it i
. it is, for want of
word, to have to call it “non-directive”. Y & better

Nature of the Avec Approach
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own practice and theory, to explain it to themselves and thers and to induct
others into new ways of working with people. Books Ilist.ed in the Blbhograghy
illustrate the ways in which we did this through publications, the first of which

came out in 1972.

SERVICES

6. Commitment to Working With People in Any and All Forms of
Work in Any Community in All Denominations

All that we had learnt through our own experience‘and research and that
of others about the avec approach had convincefi us that it was rclc;vant to work
of any kind with people in any situation. But in the 60's z_lnd 70’ thccie WES a
tendency to associate community development with disadvantaged urban
areas and to think of church and community development as that which the
church did in the community. Consequently it would have been all too easy for
Avec to have been identified with urban development.

From the outset a conscious decision was made that Avec would .be an
agency for people in any and all forms-of wortk in all denominations anc'i 1r11 any
lind of community. We were determined that it would not be exclusively an
urban or a rural church and community development unit. This decision W:.}.‘.:
strategically important and infinitely rewarding. It led to Avec_worluci}fgfv@
practitioners engaged with people in culturally diverse and Wl.dely iffering
churches and communities in many different countries and with some who
were working with special groups of people such as Travellers and pceoplt(::l WL}tlh
handicaps. This meant that those on most Fen—day courses cguld well stud )1/ the
work of people of five denominations variously engaged with small and large
rural and urban churches, religious communities and deaf people. Co_nsequently
these courses were invariably experiences of rich and .rewardmg multi-

dimensional learning- much of it by osmosis. Fvaluations, surveys a\.nd
unsolicited comments show that participants put great value on these cct%memcal
and varicgated work experiences. (A minority of courses were exclusrire‘lydfo;
groups of people in the same organization or engaged in the same kind o

work.)

7. The Provision of a Wide Range of User-Friendly Services

Avec offered a range of training courses and consultancy. services in
Iondon and in centres throughout the United Kipgdom more readily accessible
to people. (Avec was founded on the understandiln.g that it w01.11d not own anﬁ
property and that the training staff would be itinerant, taking courses an
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services to people: there were any number of centres in which courses could be
held; the nature of the services did not require the transport of equipment;
some of those who needed the services most would or could not travel to
receive them. Chelsea Methodist Church provided a London base which
proved to be necessary for administration, courses and consultations.} Details
of venues are given in Appendices I & II. In the event, excluding the 40 courses
for missionaries most of which were in missionary training colleges, 45% of
the courses were in provincial centres in England, Wales, Northern Ireland and
Eire. Including the missionary courses the figure is 55%. Latge numbers of
people preferred London and a considerable number of those who used Avec
services worked in Greater London. Almost all the consultancy and project
work involved travel throughout the UK and Ireland, and to West Africa and
Zimbabwe. These arrangements added greatly to Avec’s effectiveness.

Introductory seminars, lectures, demonstrations of the approach,
consultations and short courses on Avec and its work provided opportunities
for people to make an assessment at firsthand of the relevance of Avec for them
and their work in a comparatively short period of time and without prior
commitment to further work. Ten-day courses, follow up courses and group
work practice courses enabled people to study their work and the application
of the non-directive approach to it. The two-year part-time diploma courses
(1986-1993) enabled people to write their own study and research proposals,
to cxamine the theory, theology and practice of church and community
development and to research aspects of their work as they were doing it and to
write it up as a dissertation. These courses generally helped people to become
better reflective practitioners and enabled them to develop their ability to act as
trainers and consultants.

Alongside this basic programme Avec staff were busily engaged in working
out with organizations the in-service training courses and consultancy services
they needed and the arrangements that would best suit them. One result of
this was an annual course for missionaries. The staff were also working on
projects* with many different groups. These tailor made courses and services
were greatly valued. Building the necessary flexibility into the overall programme
could be problematic but it was eminently worthwhile. It facilicated collaborative
action between churches and organizations and Avec. And that had all kinds of
spin-off, not least was the understanding the staff gained about the constituency
they sought to serve which informed work and publications.

* Consultancy and project work involved Avec staff members working with rather chan for people on
their work. In consultancy work staff members were not involved in any of the action required to
implement in the worker's situations any of the ideas that evolved from the consultancy sessions. Such
action was entirely the responsibility of the consultors, Project work, on the other hand, involved Avec
staff working with people in their organization on agreed tasks and programmes. This included
consultancy sessions and sometimes rraining courses.
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The range and details of th

Avec’s primary objective and a summar of services is set out in Display 3.
p ry Y y

ese services is set out in Appendices T and IL

Avec’s primary objective Is to help churches as churches to make fuller use
of what the staff have learnt from community development and allied disci-
plines about the practice, theory and theology of working with people for
human and spiritual development. At the same time they seek to help them
to become increasingly self-sufficient in working in this way and in training
their own staff to do so. Basically, in relation to this objective, the staff of
Avec offer three kinds of services.

First, they help others openly and critically to come to their own conclu-
sions about the avec ways of working and to act upon them. They do this
through helping people to examine the approach in relation to their work, to
those with whom they work and to themselves — their beliefs, purposes,
their natural style of working with people. Courses and seminars are ar-
ranged to provide opportunities for this.

Second, they act as "work consultants” to clergy, religious and laity in
relation to the whole gamut of their work or to parts of it... Generally
speaking, in terms of its nature this consultancy service is more like that of
a building consultant than a medical consultant. It is help towards “puilding
up” people, neighbourhoods, communities and churches and their human
and spiritual resources. In style and approach work consultancy is to
people, thelr working relationships and their work, what counselling is to
people, their relationships and their lives. This consuitancy service is of-
fered through work and theory courses and through staff and associates
acting as consultants to individuals, groups and projects.

Third, they help people themselves to acquire any of the skills associated
with this approach which they may come to value... All courses and semi-
nars give people first-hand experience of the staff putting the approach into
practice. Short practice and theory courses give people chances to have a
go at trying out the non-directive approach. Ten-day work and theory courses
give participants opportunities to act as co-consultants to each other. Semi-
nars and courses are arranged specifically to enable people to increase
their work analysis and consultancy skills. Also there are a limited number

of opportunities for people to gain experience through assisting on courses
and projects.
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DISPLAY 3: Avec’s Primary Objective and Services
(An extract from Avec: Jts Courses and Work Consultancy Services, 1985)

; Avec was user-friendly because it provided this choice of ready made and
tailor made courses and services and because the staff:

(a) aimed for self-induced change;
(b) promoted freely chosen and supported participation;

(c) worked with practitioners, churches and organizations on the specifics

of tbc:’zr'work and the issues that impinged upon it rather than on
generic issues generally;

(d) used well tested ways and means of analysi ieni
. n and d 101 “«
work” in churches and communities; YRS esigning “people

(e) did all they f:ould to make courses and consultancy services effective
and economic work study units.

(a) Self-induced change

’ All Avec’s courses and services were based upon the conviction that self-
induced change is essential to human and spiritual creativity and development
Every effort, therefore, was made to promote this kind of change in li)eo le
who came to Avec so that, in turn, they could do so in the organizations a];r)1d
communities to which they belonged. Conversely every effort was made to
avoid imposing change or any suggestion of it. Imposed change is, of course, a
part ?f life and under some circumstances leads to betterment. Tilat does n’ot
mvalld:ate the emphasis upon self-induced change. This made Avec services
user friendly at deep psychological and spiritual levels. Most people rejoiced in
1t.and the freedom it gave them. Some, howevet, experienced dependenc

withdrawal symptoms as they moved from imposed to self-induced change. ’

(b) Freely chosen and supported participation

Qur experience in Avec was that, generally speaking, courses, work paper
groups and consultancy sessions were most creative when all the participants
really wanted to be involved. Conversely, we invariably encountered difficulties
when one or more members of a group or course were reluctant participants
for one reason or another. People who were involved of their own volition gave
more.of themselves to the work, supported and cared for each other as the
examined each other’s work and carried out collaborative tasks. So, we did aﬂ
we could to ensure that everyone participated of their own free will c’nn the basis
of a clear understanding about what was involved. So, for example, in talking
about courses with people in authority we discussed the importance of freely
chosen participation and possible ways of achieving it.
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Also, it was much easier for those with the support and backing of thel(li'
churches and organizations to feed back and to put into practice what they hih
gained from courses and consultations than it was for those engagecii :1 "
people unsympathetic or antagonistic to the avec approach. So we wm:l«;eEll far
to maximise organizational support (outer freedorrll) as well as person rfcei
choice (inner freedom). When these freedoms combme'd they'formed power ud
mandates for creative change in individuals and in their churches an

izations. ‘
Orgarll'i?‘forts to get people freely involved were largely but not entirely successcflu.}i
MARC Europe’s independent survey said that most qf_those w}.lo. responhe
came on Avec ten-day courses “either from their volition or willingly when
someone else suggested it. The number coming with a sense of corfflp;lsloni_l..
is very small — not more than one in fifty”. Only a small minority of those wbo
attended courses for missionaries felt that pressure ha.d been put upon them hy
their missionary organization but they did not regret 1t. Referring to those who
worked with Avec on projects or used its consultancy services the Report
summarised the responses in this way: “Almost a half s:ald that thcz,1 de:c-lslorll-1 tz
employ Avec was that of the majority (about a fifth said t-hat the decision ) a
been carried by the majority and that they had not ‘l‘)ecn in Eull agreenaerg: or
that a minority insisted that Avec be employed”. iny 3% gave rL ; l1)1110:
answer “Yes' to the question, ‘Did you feel that w:orkmg w.lth Avec had been
imposed on you in any way? But a further 20% said that this was true to some
”
enen’lt"l;ese figures and comments reflect the messy realities of groups malf)mg
decisions which adequately respect the freF:dt?m of the group -and its mem csr(s1
whether they belong to a minority or majority. ':fhe difficulties are associate
with different kinds of situations in which decisions were made for or against
ec. ‘
uSlngFjrquue:ntly decisions were made through one-to-one discussmn; betwee?f
someone enquiring about courses or fzonsultancy services and an Avec Sta}ll
member. Even though we were committed to freely chosen participation, t : :i
temptation to persuade was ever present especially when we fe!t a coursebcou :
help the person and/or we were desperate to get a sgfﬁclent .nume;il ;
applicants to make a course viable. Occasionally we applie perszlaswe pt FO;
and that was regretted even though there was generally a goo olzltco(rlne.. For
the most part, however, we genuinely tried ,to.hclp p'eople todmalI ca _ec1ls ol
which was good for them, if not folr Avec’s 1mrrlled1ate nee sil Ear(t{:lct}ll ar z
recall deeply satisfying exploratory Interviews with people who had show
interest in our two-year part-time diploma course. qut of these 1nterv1ews%
became vocational consultancy sessions in which t}{c _diploma became one;1 ]?
several options all of which we considered openly, realistically an.d dlsmtercstcl: y.
More often than not they chose to apply for a place on the diploma not least
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because of the value they placed upon this kind of discussion. A few did not,
but I always felt satisfied and at peace even when we needed applicants,
because there was integrity in what had happened.

The MARC Europe Report refers more directly to problems experienced
in some instances when a team or group was trying to decide whether or not to
use the services of Avec. They occurred when there were significant differences
of opinion. Those in the minority could feel pressurised to “resolve” the
dilemma by going along with the majority view; those in the majority could
feel they were being held to ransom or blackmailed by the minority. Frequently
we, Avec staff members, were present at one stage or another of these discussions.
Often members of the majority expected us to persuade the minority. Again it
was tempting to fulfil this expectation and at times sadly we did by default, but
we never deliberately manipulated people.

At our best we got all the members of a team to assess alternative choices
as amicably, honestly and openly as possible in relation to their individual and
collective beliefs and purposes and the likely effects upon them and their work.
And, at the same time, we discussed with the team, the conditions necessary
for us to be useful to the team and its work. {We too had decisions to make
about whether we could work effectively in a given situation.) Quite often this
was all that was required: it enabled members to move from a “yes/no”
argument and confrontation to a consideration of the choices and their effects.
But sometimes there was a stalemate. Then we tried to get them to discuss how
they proposed to deal with the stalemate. If they got into a stalemate over how

to resolve the first stalemate we would get them to discuss bow they proposed
to deal with this second order stalemate — and so on until a way forward was
discovered or we reached an impasse. Adopting this approach helped people to
get to the heart of the problem by reducing the destructive power of deadlocks
and of the dynamics engendered when the majority bullies the minority and
when the minority holds the majority to ransom. It didnt always work!
Nothing did. But it often did because all of us are experienced in the underlying
art of overcoming such human relations problems. Solutions reached were
ingenious and depended upon members caring for each other’s well-being.

Other situations which led people to feel that Avec had been imposed
upon them were those in which it simply was not possible for all participants
to be consulted before consultants and facilitators were appointed.

The MARC Europe Report conclusions on this matter came as something
of a surprise. We were at pains to get frecly chosen participation. Our overall
experience was of people willingly, openly and freely participating in Avec
courses. Evaluations by the participants at the end of courses and consultancy
sessions were overwhelmingly positive and rarely did the question of imposition
arise. The MARC Europe Report does not provide explicit information about
the effect that imposition had upon their participation. However, as we have
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already noted, it does say, “Avec courses and consultancy §ewices are generally
very well received. They are still appreciated years after cﬂlents attended them,
and are found to be helpful, practical and life-changing .. It seems reasonable
to me to assume that the high rate of satisfaction with the courses and
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consultancy services owes something to the following factors.

Avec did not have any power or authority over participants. At an ca.rly
stage it was decided not to use any influence to get those with
authority to “send” or direct people to courses.

The incidence of imposition and manipulation was small in compari-
son with that commonly experienced in religious organizations.

It was widely known that Avec preferred freely chosen part'icipatio'n
and worked hard to get it. Occasionally Avec was implicated in
processes which led to imposition, but only by default, never by
design.

Feelings about imposition could be freely and openly discussed with
Avec Staff with impunity just as could all other subjects.

It was normative practice for Avec Staff to accept people as they were
and work with them at realities as they experienced and perceived
them including experiences of imposition.

Whatever happened up to the point of working witl_l Avec Staff,
thereafter, by common consent, participants h.ad experiences of free
participation, a real say in all that was happefnng and freedc.)r:{l fI'OI.‘l‘l
imposition, manipulation and judgmental attitudes. They rgomed in
this thoroughgoing use of the non-dircctive approach, especially those
accustomed to being imposed upon.

Participants were drawn into what was happening because they saw it
to be not only interesting but of vital importance to them, th'elr
vocations and organizations and they valued interdependent working
relationships between equals.

Course members quickly formed cohesive and highly effective Fask
groups. Over and again people said how l‘ucky they were to get into
such a group. Groups jelled too often foritbea c!qanoe factor. They
were formed through a random process of accepting applications as
they came in — there were never sufficient pf:ople to select. The open
secret was in emphasising freedom of choice and the use of non-
directive processcs from the moment of firsc encountet with individu-
als and groups. It was not in well attuned selection procedures as some

thought.

Now to the question of support. Our experience and the MARC Europe
Report suggests that most people got financial support from central funds for
further training. Informed support from the people with whom they worked
was a different matter. A few people had fully informed support and most got
tacit support. Some, however, came privately, paid the fees themselves and used
their holiday time to attend because they had no support at all. Indeed one of
the reasons for seeking Avec’s help was to find ways of dealing with people who
were apathetic about or antagonistic to development programmes. They simply
did not know how to get support from such people. (Incidentally observance of
confidentiality was vitally important to them. Without it they simply would
not have felt sufficiently secure to examine their situation openly.)

Face to face discussions with people before courses enabled us to consider
the question of support in relation to their situation. Making idealistic statements
on course leaflets about the importance of getting support could put some
people off the course who knew that they could not get such support or it
could lead others to take action to get it which exacerbated their problems. So
we did not require or advise people to get local support. We left it to their own
judgement. Those who had decided to discuss it with their church were alerted
to things which could help and hinder them from getting local support — see
Display 4. Display 5 is a story about getting free and supported participation.

The way in which the course is presented to pecple in your church or church
council could considerably influence the effect it has for good or bad. The influsnce
is more likely to be for goad if, for instance, they understand from the outset that
the course is about what clergy and church workers can do to help all concerned
to evolve and implement programmes of church and community work most likely
to fit their situation, The influence is ' more likely to be for bad if, for instance, they
feel that clergy and church workers are meeting to determine independently plans
for church wark which subsequently they will try to imposs.

Informing people abaut the course, therefors, presents very real opportunities for
taking people inta your confidence; telling them something about the course and
what you hope to get out of it for the church and for yourself; disabusing them of
any false ideas; creating a desire to hear about the course when it is over and to
consider its implications; for enlisting their support during the time whan you will be

on the course. In short, for getting people to have a real stake in the course and its
outcome,

with all this in mind, therefore, you and your colleagues could help each other to
consider: Who should 1 tell about the course? Why? What should | tell them? How?
When? Then, test out your ideas by looking at them from the point of view of your
parishioners and leaders — really try to think and feel your way into their situation.

DISPLAY 4: The Course and Your Churches
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An Anglican diocese with whom | worked for several years wanted to get clergy
in Yorkshire pit village parishes where there was considerable deprivation to con-
sider what they could doin co-operation with the diocese t0 promote social welfare
and development. On principle these clergymen, mostly Anglo-Catholic, did not
normally attend courses or use consultancy help. Nor did they ask for grants from a
substantial social development fund. Getting a group of twelve to participate freely
and willingly in a work study training programme took over a year, several open
consultations attended by almost seventy people and many private discussions.
Quite extraordinary developments occurred in and through this group. They ex-
tended the course, arranged a consuitation for their parishioners who had nover
been involved in such an ovent and prepared and organized a diocesan consulta-
tion to work out the wider impfications of their experience.

The bishop asked for a live demonstration of the work consultancy method we
had used so that he and his diocesan officers could assess why it had been so
highly valued by the priests. The bishops and archdeacons and social responsibility
officers who initiated the scheme could have got together a group of pressed men in
a very short time. But it Is very doubtful if it would have been anywhere near as
productive as the one to which priests chose to come freely with the support of their
parishes which they consulted before agreeing to attend. They also had the support
of their diocese which respected their autonomy. Consequently it gained the valued
prize of interdependent collaborative working relationships.

DISPLAY 5: Getting Free and Supported Participation

(Q) A situational based approach to contextual issues

Critical generic “issues” form an important part of the context of church
and community work. Issues such as racism, sexism, clericalism, injustice are
all pervasive. They variously impinge upon and affect wotkers and their work.
One way of tackling them is through what is sometimes referred to as an “issue
based approach”. This involves using the methods of theology, psychology and
the social sciences to examine such issues and their nature, to reveal their
offects and to discover ways of overcoming them. Avec staff took all this very
seriously and followed as much of it as possible. They found it informed their
consultancy work. Studying critical issues in church and community
development was a significant part of the diploma and the ten-day course.

Centring and concentrating on practitioners and their work in the ways
described earlier led to a situational based approach to issues. That is, to an
examination with people in specific situations of the impact of contextual
issues upon them, their work and what they could do about them. This was
Avec’s speciality. Information from general issuc based studies helped them to
pursue this approach more effectively.

Consequently staff members worked at the leading edge of 2 wide range of
ccclesiastical, moral, social and theological issucs with many different
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practitioners from within their situations. Profound understandings of issues
their effects and what is involved in dealing with them was ain%d through
these specific studies of them in concrete situations. ’ o

. Differences between these approaches are sharpened by considering the
kind of courses they lead to. Issue based courses (which Avec did not or agnizc)
enab.le practitioners to study the issues but generally leave them to wc;grk out
the implications for themselves in their situations. Situational based courses
fmd consu!tancy services enable practitioners to study the particularities of the
impact of issues upon them, the people with whom they are working and their
worko :’md what action they plan to take. Moreover, on the Avec courses
practitioners helped each other to do this in relation to each of their situations
This meant that they learnt at first and second hand about the different wayr;

in Yvhlch the same issues impacted and affected different people and situations.
This is represented in Figure 4.

Issue-based approach to Issues:
from Issues to Situation

Study issues

and implications
52
P
&
o2 o2 Studly issues Application
@M —* and implications -
for their situations

Practitioners “w
D,g'oq
%

Situational-based approach to Issues: Issues
from Situation to lssues

Study
Act *_lssues
Issues
0 O o C Together they study
» 8ach situation in turn, Study
the issues that —*| Act «1— |ssue
!mpinge upon it, their y
implications and what |
action to take ssues
SRJ&y+_ tssues

FIGURE 4: Issue- and Situational-based Approaches
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Nevertheless, there were two generic issues which Avec worked at both
situationally and generally: the directive and non-directive approaches; the role
of the church in community development. In the early days conferences and
seminars helped to get these issues more widely considered and to establish
Avec’s position. However, the main work on these two issues was done as
ctitically as that on the other issues through examining with practitioners their
relevance to them. Interestingly, more progress was made by considering
different ways of doing things in situations without naming them as directive
or non-directive: that is through an inductive rather than a deductive approach.

Staff and practitioners concentrated on the situational study of critical
issues for several reasons. Theologically speaking it is incarnational, an approach
embedded in particularities, and therefore in line with the heavy investmentall
denominations have in local church and community work in neighbourhoods
and parishes. Pragmatically speaking it wotks — it concentrates on what particular
practitioners want and need at a particular time and place in relation to the
issues having an impact upon them and their situation. Methodwise it models
ways in which practitioners can work in their situations for development with
others. Economically speaking it pays high dividends for a comparatively small
investment. Practitioners get the maximum advantage immediately of all the
relevant knowledge and information available. Avec staff sclected relevant
information from their experience and their theological studies and those in
the behavioural sciences. Other participants did the same. This meant they got
much from several disciplines without studying them. At the same time
everyone was gathering important data about issues, their impact on different
situations and workers and ways of tackling them.

(d) Well tested ways and means of analysing and designing “Peaple Work” in

churches and communities

The approach to analysing and designing is described in section 3 above.
'This approach and the methods associated with it had been well tested over a
long period of time in local church and community work, in training courses
and consultancy sessions. The various publications listed in the Bibliography
describe how this was done.

(e) Courses and consultancy services were effective and economic work study
units giving immediate and long-term returns

There is a considerable amount of evidence that Avecs courses and
services were valued because they were effective: unsolicited testimonies; formal
course evaluations by participants; the independent survey by MARC Europe
(cf Appendix IV); a series of interviews published in 7élling Experiences: Stories
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fnbgulz;ﬁgﬁiffr?;rg ‘zz_:rzfi\ff;f;zﬁ :?tll)’ye_f’eaple. ']ﬁhe returns were immediate
| . . o
selsls-uilns and a s.ig.niﬁcant proportion in coufsel:;sfvai spte}:t ;lnmtel:lel cht?;s\ilc;:lz Tr);
\l;ve 1;1:6S illeb E;r:;cissﬁfsszg; Zxrlliiizcsl. tSourses an-n.d cor’lsultalicy sessions could
. s t0 a practitioner’s work situations: th
were not time off work; they were time spent rigorousl ini in
reflective mode. They were designed to be —g g o n
work study. Great care was takc;gn to ensureseili;f If);raltnlfj ;filalc}}l‘g e Odf
consgltancy sessions practitioners felt confident and comfortable abmirses in
the 1.d.eas tl}at had emerged into effective practice in their situatipumf.ilg
practitioners work situations flowed into consultancy sessions and what e e(ci
ﬂqwed directly back into the ongoing work stream. Long-term returns iemlerg d
things that .they had learnt about technical and interpersonal mnzu ; f
engagement in the analysis and design of church and communi ko f:lS l?
theory and theology associated with them. yworkandhe
_ Consequently these courses made good economic sense — as did consult
sessions which were tailored to the needs of consultors. Each participant on s
course benefited from other participants and staff giving consicfi)erableP onts
of time to studying their work situation with them and bringing their e:xam'oumS
and knowledge to bear upon it. In a recent book I descriEe 1gn detail Elf:i:rlcffl-s{

dlfne. ona typical ter-l-day course with a bishop on his situation. Then I assessed
the time given to this task as follows.

Ev.en though it is not possible to determine accurately the time given to
this process (_people did not keep accounts and the time givengat 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-half hours. Treble it for reflecting and writin

up and we get thirteen-and-a-half houts. It was of course sup lementeg
by the time of the staff members (twenty hours) and that of the l;rou (sa

six hours to reading papers, attending sessions and reflecting) Inptot:zlr
some one hundred hours of people’s time. An economic tse of the
Bishop's time: overall an efficient use of time because everyone is learnin

things of value about process and working with people for dﬂvelopmentg..r

(Analysis and Design: A Handbook for Practiti .
Church and Community Work p. 91) Jor Practitioners and Consultants in

.Thi.s thoroughgoing st.udy of his work led to some radical changes. One
v;;as in his approach to get:mg clergy working in urban and suburban parishes
(he referred to them as “UPA, urban priority arcas, and BUPA parishes”)

sharing and reflecting on the ways in whi i
ring an ys in which they thought theologically ab
their ministry and the mission of the church. That wags in 1988% :ﬁley ctlfrl:;
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fees were about £250. Rarely was time wasted. Most people left.cours'es
satisfied but exhausted and somewhat amazed at what had been achieved in
ime.
SuChésr}ilgs; tarrange:ments helped to make Avc.:c se;rviocs more [:>roﬁtall)bl.el and
economical to those using them. Some orgz.lmzatlons, for 1nstancI:De, ui 1(:( up
training and consultancy services for their own work force by rnai ri:rgs
arrangements for a select number of their merr.lbers to prepare tzl act as trai
and consultants by attending courses or by helping to staff them. }fo,lexperlfrgﬁe
proved that when people had studied the practice, theory anld theo ogydo Z
avec approach they made much more effective use of consu tatlgns an v&terl
better collaborators in project work. Courses were effective a}r11 economica
ways of studying and experiencing the approaches.- Therefore, w. CE_nﬁgEtlztmg
contracts for consultancy and project work \‘Nlt}'% ‘churches w 1{: a d'no
previous experience of the avec approach, the a.dv1sab1hty of key peopdc afttenhlrE
courses was always raised and wherever possible arrangements ma edor the
to do so. This meant that training complemented consultancy an prO}lect
work in economic and effective ways. So, to reff.:r to one of many cxzmp es,
whilst he was the Abbot of Worth, the late Dom.mlc Galsforc.i attfgl-dﬁ .'sllltclrll—
day consultation to prepare for a process of discernment in which ali the
monks of Worth Abbey were to participate and Avec staff were to act as

facilitators.

STAFF
8. Use of Qualified Ecumenical Staff with a Sense of Mission

Many people have said that the partnership between Cathetine Widdi-
combe and myself was key to the effectiveness of Avec. Deep comm16tg’1ené to
church and community development brought us together in the late ! s. Our
partnership was formed through working together on an acuon—rese:ilrc:f Iljlm']ea
from 1969 to 1976: from 1972 we were the p-rmclpal a‘nd only full-time
workers. In the discussions leading up to the inauguration of Avi(]; ‘g}rleat
importance was placed upon maintaining our partnership by Arc ! 1sf t(l)lp
Worlock and the late Revd Christopher Bacon and Mr Owen Nankivell o ue
Division of Ministries of the Methodist Church. They saw it asan ecur.nemﬁ?l y
unique working relationship with considerable potential. Such relat:ions 1Ealsi,
they said, are given for purposcs, they happen, they are rtlgt create }a:t \Z:l d
They felt strongly that nothing should be done to break up the pa:itners ip ar
everything should be done to secure 1t for the ecumenical and community

l ¢ movements. And that is what happened. - '
deve (%Iilr:z[rl two things need to be said about the partnership during 1976-91
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without any pretence at exploring it comprehensively in any depth. (I will
write in the past tense although we still do some work together.)

Although we came from very different Christian backgrounds there were
deep and satisfying resonances between our spiritualities. We wete soul friends.
We gave each other consultancy help. Fach enhanced the ability of the other.
Work-wise, and speaking generally, Catherine was naturally more assertive and
extrovert than I was — in the best sense she was a go-getter when she got on to
something. Whilst I was naturally more reserved, critical, reflective and analytical
than she was, Catherine was more proactive and outgoing than I was. For most
of the time our partnership used these differences creatively: together we were
incredibly more effective than either of us would have been separately.
Nevertheless, living with the differences was at times painful for both of us
because of the friction and faction they petiodically caused.

Both of us had a strong propensity to commit ourselves totally to causes
and tasks and to become obsessive about them. Also, we drew and drove each
other on to greater effort — there was vocational traction in our relationship
which could be a very powerful force. Combined these characteristics had both
positive and negative consequences: we achieved things which otherwise would
have been impossible; we became unbalanced in our preoccupation; we overtaxed
ourselves and those with whom we lived and worked. Progressively we were
able to help each other to guard against some of the dangers. Our families, the
Grail community and Avec part-time staff also helped us to do so. But so
strong were the inner driving forces that nothing saved us completely from the
negative aspects. We were motivated by a deep and inescapable sense of
mission: we felt ourselves to be missionaries of the non-directive approach to
the church and the community.

Catherine had more of an appetite and aptitude for running and organizing
proven courses than I had. And, in the early days especially, I had more of an
appetite and aptitude for designing new courses and projects and re-designing
old ones. I was inclined to introduce my latest thoughts and ideas sometimes to
the neglect of basic ones. Catherine was happy to go over the basics indefinitely.

Jointly and equally as directors, we were responsible for Avec’s programme.
Interestingly, but not surprisingly, the overall division of responsibilities took
account of our different temperaments, interests and abilites. We were both
engaged in face to face training and consultancy work, in developing, planning
and administering Avec and its training and consultancy, in promoting Avec
and recruiting for courses, and in researching and studying the field of work.
But Catherine headed up the promotion and recruitment and the administration
whilst I headed up the more advanced training, the research and writing things
up. Sorting all this out and coming to terms with our respective contributions
and limitations was painful but productive. The diagram in Figure 5 helped us
to do so and consequently became important to us.
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OVERALL RESPONSIBILITIES

CW = Promotion
Recruitment
Administration

GL = Advanced
fraining
Rasearch

AVEC's
WORK PHOGHAMME\

FIGURE 5: Joint and Shared Responsibilities

Building up a staff team adequate to the task was an enormous ch'allenge,
deeply satisfying and most rewarding but not w1tl_10ut its dlfﬁC}lltlcS. For
instance throughout the period money was not available to appoint a third
full-time worker and, as we shall see, that was a major disadvantage (cf chapter

ction 7).
2 Throz)ghout this period Catherine Widdicombe and I were the only
full-time wotkers. Starting in 1976 with one associate staff .mcmber, three
part-time and forty Associates in all were recruited over the period up to 1291.
They are listed in Appendix IIL. The Revd Charles New was a part-time
staff member for fourteen years and the Revd Dr Michael Bayley for two yeas.
The Revd Howard Mellor was a part-time staff member for one year in order
to gain experience from Avec which would help him- to build up a naitlon.al
service when he took up the newly formed post of Director of Evangelism in
CIiff College in 1984. Some people have been Associates for many years and
helped to staff one or twe courses a year. Most of them were employed full-
time by churches or Christian organizations in one capacity or anothcr. They
were “paid” modest honorariums, others, a small minority, were paid at the
“soing rate’. ‘
& Il’gart—time and full-time staff members met regularly and frequently. This
was invaluable. Together we worked at all the key issues and problems relaFed
to developing Avec and its work. These meetings transfgrmcd the Cathen_ne
Widdicombe and George Lovell partnership into a team, widened the perspective
and introduced more resources. ‘
Associates and staff members formed a larger ecumenical team
representative of six denominations (cf Appendix III). Together we staffed
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courses and provided consultancy services. We worked together in different
partnerships and groups of up to four people. We supported cach other, acted
as consultants to each other and helped each other to continue our professional
development. At least once a year we met together for two days of evaluation,
problem solving, planning, training — and for fellowship and fun! Most of the
staff and associates wete in their 40’s and at the peak of their powers.

The availability of associates and part-time staff determined how much
work could be undertaken and that in turn determined whether sufficient
income could be generated to make Avec financially viable. Without the
associates only a fraction of the programme would have been possible. Recruiting
suitable people was a slow business. The unusual range of skills, gifts and graces
required were in very short supply. Those who had them were extremely busy.
Conducting courses called for high levels of commitment to other people,
their work and their problems which devoured time and energy. To be a staff
member of a ten-day course involved a minimum of fifteen days — and ten of
those could be 12/13 hour days. (A paper is reproduced in Appendix VII
setting out precisely what was required of associates, This was a discussion
paper at an annual staff/associates’ meeting.) Clearly, the amount of this kind
of work that Associates could take on was strictly limited. This created its own
problems for those who helped with only one ten-day course a year. They
found that between courses they forgot some of the standard procedures. In
spite of these difficulties they all put great value on the experience of helping
with courses and would have liked to have done more.

Sheer necessity compelled us to pursue this staffing policy but we quickly
realised its enormouis developmental potential. Fot one thing, it meant that the
services were provided by people engaged in church and community work in
the parishes, circuits and dioceses in partnership with people who were
specialising in training and consultancy work, This helped to earth the work of
Avec in all kinds of ways. It helped people identify with and relate to those
conducting courses and providing services. It gave authority to the organization
and its work. Another advantage was that staff and associates helped each other
to become more skilled and knowledgeable as practitioners, trainers and
consultants, Thus, in many ways they became more useful to their own
churches and organizations. Some associates became membets of denominational
training teams. Charles New caught some of this in a recorded discussion I had
with him about his experience of working with Avec over a period of years.

Sometimes I came back from courses absolutely bone weary but always
excited and challenged. There is absolutely no doubt that my own local
work has been fed immeasurably by them — the one feeds the other and
my neighbourhood wotk enabled me to feed the courses. It was clear that
I was coming as a practitioner to the courses and so from that point of
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view it was good. From a professional point of view, I got out of it ideas,
insights, intellectual and theological challenges — all those things that are
inevitable consequences of being with a relatively small group of people
and getting to know them and their work quite deeply. From a personal
point of view I think I also got out of it the challenge of a different
dimension to my ministry. I was very, very happy to do the training. I
counted it a great privilege to have a foot in both camps for as long as I
was able to. Anybody who can be engaged in both will find it enhances
them and their work.

The full-time and part-time staff and our consultant gave high priority to
recruiting, inducting, training and supporting the associate staff team.
Competent staffing of courses and consultancy services was the single most
important factor in the effectiveness of Avec. It enabled Avec to remain true to
itself and its unique contributions. The quality of the services provided was
closely related to the abilities of those who staffed them and the dedicated ways
in which they gave themselves to those whom they served. I now describe key
characteristics of the Avec work force.

(a) Vocational commitment informed by experience

Associates and staff were committed to the convictions and purposes
underlying Avec and its work. Avec pulsed with an all pervasive sense of
mission. Those most closely involved felt they were bonded to the tasks by

rofound vocational and missionary obligations. Catherine Widdicombe had
been fired and called through being present at the Second Vatican Council;
George Lovell, Charles New, Howard Mellor and others by the crying needs of
local Methodist churches and communities for the avec approach. Not
surprisingly Avec was an extended family of church and community development
enthusiasts committed to the non-directive approach. It generated its own
spirituality, created a galvanising atmosphere of urgency, induced a propensity
to obsessive application to the tasks in hand, released surges of energy which
shifted mountains of work but left staff drained frequently to the point of
exhaustion. For long periods the staff did three times the recommended face to
face work partly to meet the need and partly to raise the necessary income.

This motivation was doubly strong because it had two intertwined sources,
the one to do with spiritual and theological insights and the other to do with
new ways of working with people. The first of these was about how God works
with us in the church and the world; the second was about how we can work
with people in ways which complement God’s activity. Separated, these are
weakened and distorted because they are either theology without practice or
practice without theology. Combined they motivate and enable.
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Tf}ls motivation was so strong that it led to considerable personal and
professional risk taking. For instance, it led Catherine Widdicombe, the Grail
and my wife and I to commit ourselves to Avec when there was no gujarantee of
permanent funding and continuing employment. Fortunately the risks paid

off.

(b) Faithfilness to the core concepts, approaches and processes of Avec

Associates and staff were highly committed to the core concepts, approaches
and processes of Avec and to acquiring the knowledge and abilities required to
pursue and promote them. Transforming this commitment into effective action
involved acquiring the ability to get all kinds of people thinking separately and
together — people with different kinds of education and native intelligence,

people -with and without power in organizations, people with different
theologies.

(c) An ecumenical team of associates and part-time and full-time
staff members

Catherine Widdicombe and George Lovell, the two full-time staff members
worked together on all the early courses and projects. Then they workeci
separately with other people in order to multiply the number of working
partperships. Not only did this help to build up the team but it enhanced the
quality of the services offered by drawing upon the diverse and wide experience
of clergy, ministers and religious of six denominations.

Sf)me-people were recruited to help staff short courses (1 to 3 days) in
non-directive group work skills, othets to help with projects. Recruiting and
training these people was not too difficult. It was much more difficult to
recruit trainers for the ten-day work and rheory courses. The need for an
increasing number of these courses was a major stimulus to recruiting for
the team. Fortunately they proved to be the best training ground for all forms
of WOFl{, through conducting them stafl’ and associates gained the experience
to design other courses and development projects, to practise as work consult-
ants and to be increasingly more effective practitionets in their own work. Ten-
day courses were central and crucial to the development of Avec and its work.
Not §urprisingly they were Avec’s most effective in-service training units for
associates,

Staff members had to have certain basic abilities and qualities. These were
the criteria which guided recruitment and selection. I mention them in an
ascending order of complexity. They had to be able to help individual
practitioners of different denominations and organizations to analyse their
work and to synthesize the implications of their findings into more effective
work procedures, designs and plans. They had to be able to introduce
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practitioners to apposite approaches and methods which were new to themi,
They had to be able to get small groups, of say six people, to do these things for
each other in turn. That is, they had to act as work consultants to individuals
~nd to facilitate co-consultancy groups. In addition to working with individuals
on their work, they had to be able to act as work consultants to the course
group and the whole work that they represented and to help course members
to do the same to each other. Amongst other things this involved establishing
with the members common purposes, identifying and defining the key issues
and problems to be rackled to promote development, finding ways and mcans
by which course members would be able to get to the heart of the issues and
problems raised, introducing carefully sclected subject matter for critical
examination and getting the members to become equal partners in managing
the learning processes.

These technical skills came into their own only when staff and associates
related to people in ways which built up trustful empathy. To do this they
needed the interpersonal skills described earlier. They had, for instance, to be
genuinely interested in the members and their work, give them single minded
concentration, show that they really did understand them, affirm them when
they had to raisc critical issues, respect their privacy and autonomy and
guarantee confidentiality. Such interpersonal behaviour built up relationships
necessary to in-depth consultancy on vocational work which is of such enormous
importance to people that it is holy ground. Staff and associates had to do all
this with people with similar and with very dissimilar backgrounds, experiences,
theologies, ecclesiastical settings, organizational procedures and liturgical
practices. :

Not surprisingly it was difficult to find people with these qualities and
abilities who could make time available to give to the work of Avec even
though the full-time and office staff relicved them of administration so that
their time could be used to best advantage. One of the reasons for this was that
no other organization known to us was training people to do this kind of
consultancy work and to run courses of this kind. Consequently we had to
train people ourselves. High priority was given to this task which was seen to
be key to Avec’s effectiveness.

Building up a team of part-time and associate staff members was a
corporate effore. It was continually discussed, at first between the full-time

 staff and their consultant, TR Bacten, and then with the trustees. Procedures
for appointing part-time and associate staff were established: the trustees
appointcd part-time seaffs full-time staff recommended to the trustees people
to be appointed as associates. Recommendations were discussed with part-time
staff members and whenever possible with the associates. (The policy and
practice was that associates should be increasingly more involved in building
up the staff team.)
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Over the years various things helped us to be more effective in recruitin
and training new assodciates and giving them the experience they needed t(g;
acquire the required skills and confidence whilst honouring our resy onsibiliti
to the people on the courses. They were: P o

. .. )
recruiting only those who had been creative members of ten-day

courses;

wo.rk.mg out with associates their personal orientation, induction and
training plans and reviewing and revising them frequently;

glvlng associates initial experience of stafﬁng courses through employ—
ing them as auxiliary staff members;

Prcalfmg down what was required of those leading ten-day courses
into its component parts (see above) and working out with associates

precisc.ly how and when they were going to acquire and/or develop
them, ie, through making learning contracts;

providing cgetaile(cii lists of the tasks to be done at each step and stage of
preparing for and conducting ten-day courses, ie, b ifyi -
tice; (cf Appendix VII) ’ e e by codifying prac

organizing apprenticeships for potential associates and appeinting
consultants to those leading courses;

(Trair.lee associates would, for instance, assist a more expcrienccd
associate or staff member in the work paper consultancy sessions
Then the roles would be reversed: the more experienced member
would assist and support the trainee associate. The same process was
pursued in relation to [eading courses. So in an emergency there was
someone in the group to come to the apprentice’s aid. Experience
showed that this should only be done when absolutely necessary
because some learning only took place through apprentices struggling
and even foundering. Indeed this was a reason for apprentices workin
alf)ne. It was then that they learnt things they would not have done
with a backstop. When they first worked alone arrangements were
mac.ie for more experienced people to be available to them between
sessions to give help and moral support as requested. Later we ap-
pointed consultants to courses who organized their work load so that
they were available as required to those leading courses.)

* providing in-house, in-service training for associates and staff through:
— introductory seminars, .
— eight day courses,

— discussions about what was involved in running the courses and
problems encountered at annual 2/3 day meetings for associates
and staff, (Appendix VII grew out of one of these discussions.)

— a two-year part-time diploma.
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As the team took shape annual meetings were organized. The first was in
1979. This meant, that in addition to associates contributing to training and
consultancy services, they were able as a group to help:

* build up Avec as an agency;

» design the overall training and consultancy programme;

» recruit and induct associates;

» monitor and evaluate the work;

e develop supportive working and co-consultancy relationships;

« promote each other’s professional competence and that of the staff;
» support, comfort, challenge and affirm each other.

These developments meant that staff and associates became members of a
team with responsibilities for the whole enterprise, not simply trainers and
consultants employed on an individual and ad-hoc basis by Avec. Comparing
chis list with the areas of work described in Section 12 of this chapter indicates
the respective responsibilities of staff and associates.

Over the years twenty two people were members of this team. At any one
time the numerical strength of the team was about fifteen. The sequence of
developments is interesting: two full-time staff staffing all courses together;
two full-time staff working separately with part-time staff members and
associates; part-time staff members and associates running courses with full-
time staff members as back-up staff and consultants; part-time staff and
associates running courses on their own; part-time staff and associates working
with new associates much as the full-time staff had done with them. This was a
slow process. After fifteen years there were, for instance, only six people (two
full-time staff, two part-time staff and two associates) capable, willing and with
time to head up ten-day courses. But alongside this some sixty others served as
course tutors and/or helped to staff projects. In all they represented six
denominations. Details are given in Appendix IIL

Each stage was a risk-taking adventure in development. It is easier to work
in proven working relationships than to form new ones. Breaking up well
established and satisfying partnerships in order to form new ones was emotionally
demanding and took a lot of effort. But it paid incalculable dividends, every
member of the team developed their abilities, and grew. The team was not a
collection of exclusive partnerships. Most people worked with the others at one
time or another. This pattern of interaction and multiple bonding in the team
meant that it had an inner strength and flexibility and yet was open to
newcomers. It was, in fact, an inclusive rather than an exclusive team albeit
with clear conditions of membership. The interaction also meant that there
was cross-fertilization and maximum learning from each other. These

characteristics and the ethos of deep collegiality and affection they engendered
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made the team a primary force in the development of Avec as an organization
and as a movement.

(d) Denominationally multi-lingual

Staft and associates became denominationally multi-lj
workmg in depth in the ways described with pezple frorﬁnfltllall:hzhg:%};
denominations and many Christian voluntary organizations. They cameJto
really understan-d and get the feel of a wide range of belief systems, different
fqrms of ecclesiastic structures, various ways of thinking theologicall and
different forms of organizational behaviour. Some of the differencesywere
comparatively easy to understand. Others, such as ethos and spirituality, were
casier to experience than to comprehend and describe. Understanding and
spt:akmg these languages greatly helped to build up mutual confidence Cgler
religious and laity continually expressed surprise and joy when they fm:md t}i).t
a person of another denomination spoke their “language” naturally and fluentl

Being multi-lingual helped us to work more readily and effectivel wit}}i
those whose theological beliefs differed from ours significantly. As we zaw it
our task was to help people to work increasingly more effectively within anci
through their beliefs and ecclesiastical structures. This often involved gettin
then'l to loo%c critically and constructively at their beliefs and their denomirgmtiong
Having .tl}elr language helped us to do that. Another task was to help them to
work critically and constructively with people of other denominations. We
were not abouc the business of converting people from one denomination co
another: But we were in the business of converting people to ecclesiastical and
ch.eologlcal tolerance and of getting people of different denominations workin
with each‘other in ways which took proper account of their theological and
culcu.ral differences. So our orientation was away from xenophobia towards
creative theological and denominational pluralism and ecumenical sharing,

Within certain boun.daries, our theology was inclusive rather than exclusive.
Courses modelled this.

() Continuing professional development of staff and associates

Much effort went into what I can best describe as our professional
developr.nent, ie, that of the staff and associates. Studying work situations and
.researchmg the issues was an education in itself. But we were careful not to let
it rest at that. We all read as widely as possible. Catherine Widdicombe
Chf:trles New and Howard Mellor carried out action-research programmes’
whlcl} led to higher degrees. The annual two or three day meetings for
associates and staff, already referred to, were occasions when we learnt from
cach other. We shared with each other anything we had found helpful from
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books, lectures and courses. We examined the worl in which we had been
engaged and how we could do it better. We tackled problems which had beaten
us. We worked out codes of good practice. We arranged for people to give talks
and lead discussions on subjects about which we had decided we needed to be
better informed. However, by the carly 80’s we had come to the conclusion
that the arrangements for training trainers and work consultants needed to be
supplemented. It was unrealistic, we felt, to expect that most associates would
enrol for rescarch degrees, although they both needed and wanted more

training. Eventually it was decided that:

Something is needed in the middle ground between short in-service
o » 0 . .

work and theory courses” and research degrees; something, that is, which
cnables as many of those practitioners as possible to fulfil increasingly
more of their potential as practitioners, trainers and consultants. Without
it there will be severe restrictions upon Avec and the churches achieving
their objectives. Already the felt need for trainers and consultants is

exerting considerable pressure.

This need was met through a specially designed two-year part-time diploma
organized by Avec and validated by Roehampton Institute. Designing this
diploma meant working out the core curriculum of church and community
development for the first time. The course had two main aspects: study
modules and an action-research dissertation on work in which the members
were engaged. There were four modules. The first module gave a brief overview
of the history of church and community development work and highlighted
contemporary theoretical, organizational and practical issues. The second and
third modules aimed to help participants to formulate theological and
sociological frameworks which would help them to understand, evaluate and
interpret their work, set it in a broader context, and enhance their ability to
practise their profession. The fourth module aimed to help students towards a
more coherent and comprehensive understanding of good practice and the
theory on which it is based. It also aimed to help them to acquire the skills to
formulate practice theory through habitually using action-research approaches
and methods and evaluating their work in relation to purposes and beliefs.
Members of these courses committed themselves to collaborative learning and,
with the help of each other and the staff, to formulating the study and research
rogramme they nceded to pursue.
From 1986 to 1992 thirty four people completed this diploma course.
Ten of them were or became associates and others helped to staff courses.
Another outcome was a wide ranging and an extraordinarily useful array of
papers and case studies on the theory, theology and practice of church and
community development written by pracitioners (lay, religious, diaconal and
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p}rlesth)n:eral ministries) of six denominations working in all kinds of situations
churches and organizations at all kinds of levels. (This material is documente&
in a review paper of these courses.}

(t) Staff-managers, trainers and consultants

Catherine Widdicombe and I were working directors. We conducted
courses; we organized and promoted the training and consultancy programme
and recruited for it; we built up and administered the organizationgand its
ﬁnances-; we helped raise the finances; we supervised the office,

This arrangement, born of necessity, was both a strength and a weakness
It worked well for a small organization. But it meant that we, the directors, had
to0 many things to do some of which were not our forte, for eﬁ{ample rn’on
raising. When we were preoccupied with courses other things tended to l?g
neglected.

During the 80’s it was suggested by someone interested in Avec’s work
that I Sh?l:lld do a modicum of training and consultancy work and concentrate
on recruiting and organizing others to do it, ie, to become a managing director
The shc_n‘tage of people to undertake training and consultancy work made the
suggestion impracticable. And, in any case, the idea did not appeal to me. M
first love was the training and consultancy work. The existing arrangcrr;ent)s,
meant that Avec was all of-a-picce, in its totality as well as in its courses and
services it cxemplified the non-directive approach to church and community
development. Avec had evolved through a team working on the organization
and its work holistically. That was how we decided to continue.

9. Professional, Administrative, Financial and Moral Support

The Staff received various kinds of professional, administrative, and moral
support z.md A‘vec l‘lCCCIVCd financial support. Four principal sources of support
are described in this section.

(a) An Ecumenical Trust

A _sm:%ll group of clergy and laity, representative of all the principal
denommatlpns and the British Council of Churches, supervised and managed
the formation and inauguration of Avec as a registered charity and an
mdc.pe:nc.ient service agency. They became founder members of the Avec Trust
Their initial functions are set out in Display 6. .

They were highly regarded in their own and other denominations. Several
of them .had held high office as can be seen from the list of the trustees given in
Appendix II1. The Revd Edward Rogers, chairman from the founding of Avec
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The functions that the Trustees originally agreed to perform in 1976 and 1977

were:

1. To arouse interest in and support for the work of the unit among the leaders of
churches and ecumenical organizations by, for instance, stimulating them to
determine the training needs of their clergy and church warkers and to make
use of the agency to meet them, and by sponsoring initial contacts of the staft
with church ieaders.

2. To advise the staff about where they could most profitably concentrate their
efforts.

3. To provide information about the life and work of the churches which will enable

the staff to plan how best to promote training.

To help to make the agency self-supporting.

To help find sources from which students may get help in meeting course fees.
To supervise the use of funds,
To receive reports and monitor the work.

To help the staff, the churches and ecumenical organizations to review the
work periodically.

O N> T e

DISPLAY 6: Initial Functions of Trustees in 1976

up to 1988, for instance, was a former President of the Methodist Conference,
ex-Moderator of the Free Church Federal Council and ex-Vice President of the
British Council of Churches (B.C.C.). The late, the Most Revd Derek Worlock,
Archbishop of Liverpool, was also a founder trustee.

In the early days especially, they did much to make Avec and its staff
credible to people in the churches who would otherwise have been dismissive.
They helped to get training needs of clergy, religious and laity reconsidered and
to get church authorities to make funds available to cover or subsidise course
fees. Also, at various times the trustees obtained grants from the Methodist
Church (the Advance Fund and the Division of Ministries) and from the
Roman Catholic Church (the National Catholic Fund). They failed to get

rants from the Anglican Church even through the intervention of the
Atrchbishop of Canterbury, Grants from charitable truses were quite a different
matter. They were granted because of the importance of the programme, the
consultancy support of Batten and the ability of the staff to do research,
promote church and community development work, and to train others to do
the same, But obtaining funds was difficult and we never had enough. I return
to this later.

When Avec was formed the staff were part of a wide network of people
who were already committed to or interested in community development.
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What the trustees did was to introduce them to much wider networks of
people known to them in the churches who could promote and support Avec
many of whom subsequently used their services. This was very important. It
demonstr.ated from the very beginning that the non-directive approach to
community development is relevant to all church work at all levels and not
simply a narrow specialism for those who saw their ministry in the community
as well as the church. This helped to establish a wide based programme which
1nc1uleed courses and consultancy services for clergy and laity in rural, urban
and inner city and suburban church settings, missionaries, teams, people
working at regional and national levels in churches, ecumenical organizations
and voluntary Christian organizations such as the YMCA. (Cf Appendices [ &
IL.) Thus Avec avoided becoming associated with one kind of work which
would have been a denial of the universality of the approaches and methods
and the need for them, Edward Rogers described the approach as “a seminal
worc.l for our time!” During the first year trustees played an important part in
helping the staff to build up an initial training programme; they commended
the work through chairing seminars about the work of Avec.
 When Avec was inaugurated, the churches and trusts which provided the
initial funding required of the trustees that they critically review Avec and its
work. They did so in December 1978 in a thorough-going manner and
concluded that Avec had “an important and continuing role in promoting
church and community development work in Great Britain”. They identified
themselves closely with the aims and objectives. They commended the work
done so far and committed themselves to finding ways of developing and
extending it and establishing a sound financial basis for the next phase of Avec’s
!1fe. This endorsement was important. Churches had appointed trustees held
in high regard and whose judgements in such matters were respected. They
were not seen as church and community development enthusiasts. Their
endorsement helped to establish Avec.

Trustees followed with great interest the work that was done. They examined
Fhe regular detailed reports submitted by the staff and provided valuable
mf.ormation and gave some good advice, But they did not interfere with the
training and consultancy work: the trustees managed the staff and Avec; they
left the management of the work to the staff and associates with the help of
their consultant, Dr TR Batten. This arrangement freed the staff to get on with
their work. At the same time they provided moral support and what I can best
describe as pastoral care to the staff. There was one other contribution the
trustees made which I wish to mention. They gave continuity to all that was
involved in developing Avec at a time when it was needed. The Revd Edward
Rogers, for instance, was the chairman for twelve years. We owe him a great
debt, The principal responsibilities of the trustees, directors, part-time staff
and associates as revised in 1990 are set out in Display 7.
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| Trustees

The basic responsibilities of the Trustees are:

1. 1o supervise the programmes and policies of Avec;

2. to appoint and deploy, support and care for the full-time technical and
administrative staff;

3. to advise on future developments;

4. to have final responsibility for budgeting and finance.

i Director and Associate Director

The basic responsibilities of the Director and Associate Director are:

1. to service and brief the Trustees;

2. to see that Trust policy is carried out;

3. to formulate and carry out Avec's research, training, consultative and project

work in partnership with the part-time Staff, the Assaciates and the Trustees;

to induct, train, service and suppott Associate Staff Members;

to promote Avec, to recruit people for courses and to make contracts for

consultancy and project worlk;

6. to research and write up the work done;

7. to establish and develop working relationships with othet organizations and
agencies in the fleid;

8. to supervise the administrative and secretarial work.

S

It Part-time Staff

The baslc responsibilities of part-time Staff Members are:

1. to assist and support the Directors;

o to contribute to the formulation of policy and the design and content of the
work programme;

3. toshare inthe conduct of specific parts of the training programme, consultancy
and project work;

4. to help to induct, train, service and support Associate and Staff Members;

5. to undertake any other tasks agreed with the Directors.

IV Associates

The basic responsibilities of Associates are:

1. to assist and support the Directors;

2. to contribute to the formulation of policy and the design and content of the
work programme;

3. to share in the conduct of specific parts of the training programme, consultancy
and project work;

4. to help to induct, train, service and support other Associate Membets;

5. to undertake any other tasks agreed with the Directors.
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DISPLAY 7: Principal Responsibilities of Trustees, Staff and Assoclates of Avec

(b) Proféssional and Consultancy Support

Throughout this period Dr' TR Batten i irecti

. i provided non-directive consult
s?pﬁort for Ca;therme Widdicombe and me whenever we required it nfiurei?ec\z
of these consultancies showed that he particularly hel ith tricky i
and problems related to: P fy helpecd s with tricky fses

* creating and developing Avec as a viable agency;

* designing the overall training, consultancy and project work pro-

gramme, staffing it and evaluating it;

specitic issues and. problems to do with courses, consultancy setvices
and working relationships;

* staff development;

researching and writing about Avec and church and community de-
velopment;

* establishing priorities.

Over the fifteen year period we had over seventy consultations of
approx1rnatc:ly three hours duration with Dr Batten. Going through the notes
of these sessions recently I was impressed to see just how often he had helped
us to b_e much more creative than we would otherwise have been and helped us
to avoid and overcome problems. There can be no doubt that he profoundly
affectfcd the quality and quantity of the work done in a most economical wa
for him and for us. ’

At the same time he gave us great moral support, as did Mrs Madge
cl'fi’:aFten vTvEO is his colleague as well as his wife. They believed in what we were

oing. They were enthusiastic about it. They shared j i
They were beloved partners. v ourjoy and our pain

From the early 80’ onwards the Roehampton Institute and the Rev David

G. Decks gave Avec considerable professional help and support in designing

and running the diploma course.

(c} Collaborative and Supportive Co-Consultancy Working Relationships

The hallmark of working relationships and especially those between staff
mcmbcr§ and associates was that they were collaborative and supportive.
Competition was noticeable by its absence, Power struggles for leadership were
not a feature of group activities — leadership moved freely round staff meetings
anc! course sessions resting on the person best able to give a lead at that point.
This ethos did not happen by accident. It evolved from practising in our

worlfmg relationships what we “preached” about the non-directive approach as
previous sections illustrate.
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(d) Financial and Moral Support With Conditions bur Without “Strings”

Avec never had sufficient funds. Financial problems bedevilleld Avec
throughout the time about which I am writing and bcyonfi.. There is more
about that in Chapter IV of this book. Qualitatively grant giving was superb.
One thing that struck me forcibly as I went chrough the recc.)rds was that T
never felt constrained to adopt policies nor to act against the interests of the
work simply to please or placate those who were giving money to Avec. N_or
were we required or obliged to provide services at reduced fees to -thc Methodist
or Catholic Churches who were our most generous and consistent .donors.
Naturally there were conditions to the.graf}ts because they were given for
specific purposes but there were no “strings”, The grants came from a v?'lde
range of soutces: an anonymous trust; The Calouste Gulbfar}k.lan FOUI.ld.atl.On;
the Grail; the Methodist Church — the Advance Fund, ic 'D1v1s{0n of MlnlsF1'1es;
Mission Alongside the Poor, Victotia and Chelsea ClrculF; Private Donations;
the Roman Catholic Church -bishops, the National Catholic fund; the Voluntary
Services Unit of the Home Office. Those associated with making these grants
had examined Avec and its work very carefully and were committed to what it
was about. .

Without these grants, and the ways in which they were magnanimously
and trustfully given, Avec would not have existed and the work would not have

been done.

AGENCY AND PROGRAMME DEVELOPMENT

10. Avec was an Independent Ecumenical Service Agency Focussed on
the Vocations of Others

Avec serviced churches, organizations and their practi‘tif:)ners as an
independent service agency not as an in-house department providing specialist
help. The Trust was an ecumenical body. The services were provided by an
ecumenical team and used by people from all denominations. As already noted
the financial support it received to meet the shortfall between fee.: income and
costs was “without strings”. Avec had charitable status. .Several things followe-cl
from these arrangements which were key to the effectiveness of Avec. In tl'ns
section I consider them under three heads: an independent agency; a service
agency; Avec’s vocation was the vocations of others.

(a) An Independent Agency

The serious disadvantages of Avec being an independent fee paying s'ervice
agency with the unrealised aim of being financially self-supporting are considered
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in the next chapter. Here we concentrate on the advantages, which outweighed
the disadvantages.

One of the major advantages was that the staff did not occupy positions of
influence and power in the institutions they served. Most part-time and
associate staff members had local appointments and were also withour power.
Several things flowed from this and from the way in which the staff kept
confidences and avoided taking sides.

Avec was seen as a safe place where people could examine their work
openly without fear of what they disclosed being used by their organization
against their interests and that of others.

People soon discovered that Avec was a place which got people thinking
constructively about all situations and the people in them — and especially
those which were difficult and destructive. Consultancy sessions were not
simply opportunities for participants to carp or to pull other people to pieces:
they might be the starting point but the thrust was always towards loving
creativity.

Another advantage was that churches and allied organizations could buy
in the services of Avec to do specific jobs for which they themselves had not
qualified staff and which did not justify the appointment of full-time staff,
Thus they got the services economically under conditions they could control
without the costly business of appointing specialist staff and setting up
departments. Avec therefore prefigured practices now common in commerce
and industry and predicted to be a significant feature of future work
development. Even if churches had offered something similar to that offered
by Avec our experience indicates that many practitioners would be chary about
using them for reasons already given.

For the staff of Avec to be without institutional power and the authority
institutions confer upon people, was important in yet other ways. It purified
the action they took to generate self-induced change in practitioners and their
organizations. They simply did not have any power to enforce any changes
upon people and the ways in which they worked or behaved towards cach
other. Non-directive action was, in fact, the only way by which they could
achieve their purposes. The authority of the situation redeemed the temptation
to impose and manipulate and strengthened their efforts to generate self-
induced change in practitioners and their organizations.

Avec modelled vital aspects of the mission and ministry situations in
which churches and allied organizations operate. They and their leaders are in
a similar position to the constituencies they seek to influence that Avec was to
them — independent, comparatively small, insignificant and without power to
impose change. The only power that they have is that which they acquire
through merit. Admittedly they can enforce changes upon their own members
and particularly upon their paid workers and those who have made vows.
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Whether such imposed changes lead to self-induced changes and human and
spiritual development depends upon many factors. But what is not in question
is that they have no power to impose the kind of development they wish to see
in people and their environment beyond the boundaries of their instil:u.tional
territory, which is a very limited area of community and social life in the
modern world. To achieve their purposes, therefore, they are bound to take
non-directive action as Avec was. Consequently, much can be learnt from the
Avec experience about what is involved in very small independent organizations
profoundly influencing what people at large believe, how they behave towards
cach other and what they do with their resources. I represent this
diagrammatically in Figure 6.

i r
AVEG aimed to Churches IL
promote Commuil
interrelated - ——__, groupsj ;
development of 4 secularand - ™,

church and other religious

community \ Religious / «organizations
through: Qrders ¥
Allled

organizations

| P —
No Power over —J No Power over

These working relationships

mirror each other

FIGURE 6: Affecting Change Without Power to Impose

(b) A Service Agency

Servicing practitioners and their churches and organizations was Avec’s
firsc priority. By far the greatest amount of its energy was spent \:votl{mg with
people on their work through courses and consultancy services in the ways I
have described. As a result Avec generated an unusual and widespread ecumenical
network of reflective practitioners variously committed to the gvec approach.
Avec was at the hub of this network which could be variously described as a
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movement o fellowship of people pioneering this way of working. Consequently
there was very little time or energy for general denominational and ecumenical

petworking and attending inter-agency committees. The overall effect is
illustrated in Figure 7.

Minimal ‘,"Denominational and Ecumenicai‘\
" Involvamentin_~ > . Networks and ;
: .. Consultative Groups o
. . onsultative Groups .
:
)
)
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s [—»- - i !
ﬂfp others on their vocation work and » . emergng
\o the netwarks that emerged ‘\‘\ grapevines -
N ST ST

FAGURE7: Workingw

There were many positive effects of deploying Avec’s resources in this way.
Interacting directly with practitioners, churches and organizations on the
actualitiés of their work was a more effective way of achieving our purposes
than general networking. We got on with doing things rather than talkin
about them generally and abstractly, putting our approaches and methods to
the test rather than speculating about them. Our energies were used to promote
change outwards in every direction from the heart of many different work
situations. This was much more effective than attempting to do so from
outside and at a distance from such situations. The major thrust was towards
effecting change from below rather than from above, from working units
rather than central committees. This also helped to avoid any suggestion of
imposed change. Deploying Avec’s resources in this way built up new networks
and extended old ones between practitioners and agencies in relation to church
and community worlk. Avec cultivated and used these networks which led to all
kinds of important developments. All this kept Avec in a service role; the staff
did not become pseudo-church leaders ot politicians.
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Nevertheless there were major negative effects. Consideration is given to
these in Chapter IV section 9 but some need to be mentioned here. The
interaction with other organizations was muted. Avec was seen by some to be
an exclusive organization carefully guarding its boundaries and its staff to be
somewhat stand-offish and intent upon building up their own empire. These
disadvantages were ameliorated in part by Avec’s relationships with qthe:r
research, service and training agencies. Here again, Avec used what energies it
had to work with them on things of common concern rather than for general
networking, This led to inter-agency co-operation which:

e examined the basics of church and community development;
» provided joint training courses;
* set up allied agencies.

Figure 8 adds this aspect to Figure 7. Now I consider examples of these
inter-agency activities.
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FIGURE 8: Working with Churches and Other Agencles
Rather than General Networking

Examining the Basics of Church and Community Development

In 1975 the Community Development Group of the Methodist Church
(of which Catherine Widdicombe and T were founder mcml?crs) and Fhe
William Temple Foundation agreed to work together on a project. The aim
was to establish an adequate theological basc for the work _Of the churches in
the new and rapidly expanding sphere of community work in order to present
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challenges and possibilities to the churches, and to contribute to the
understanding of community development and social processes.

This aim was achieved by bringing together from the main denominations
a group of Christians variously experienced in community work and church
and community development with theologians skilled in relating faith to
society.™ It was out of their dialogue — actively pursued over three years (1975-
1978) and involving eight residential meetings, the writing of a large number
of papers and dialogue with other groups (of which the Community
Development Group was the most significant) — that a repott emerged —
Involvement In Community: A Christian Contribution. A paper I wrote described
this project from the perspective of the Community Development Group —
Diagrammatic Modelling: An Aid to Theological Reflection in Church and
Community Development Work

During the first few years of Avec, Catherine Widdicombe and I put quite
a lot of energy into this project through the Community Development Group
and the William Temple Foundation Group. The whole process was highly
disciplined, Bishop David Jenkins led all the meetings personally, the
examination of the issues was rigorous, the thinking exciting and creative. It
was the most profound and prolenged experience that I have ever had of
thinking and reflecting on the interaction between pragmatic, ideological,
theological and philosophical aspects of church and community development
work. This experience and the ideas that emerged which I cannot begin to
summarise here, have informed and underpinned the whole of my subsequent
work. It made major contributions to the theoretical and theological
underpinning of Avec as an organization and as an approach. The reports
became standard texts for the diploma course. The project is a model of
collaborative thinking about fundamentals. The investment of time and energy
paid high dividends in many ways and not least by generating deeper inter-
agency understanding and co-operation.

Providing Joint Training Courses

During the first ten years, ie, up to 1986, Avec staff and associates
concentrated exclusively upon using its own approaches and methods in its
own training and consultancy programme. They needed to do that to become
competent and confident in their own way of doing things and to develop a
style with which they felt comfortable. Once they had done that, and established

* The members of the group were: Revd Tony Addy, Revd Dr John Atherton, Revd Alan Gawith, Revd
Dr George Lovell, Revd Prof. David Jenkins, Revd Harry Salmon, Fr Austin Smith, Mr Richard
Tetlow, Revd Clifford Wright.
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Avec as a going concern, they felt better able to respond to opportunities to
co-operate with other agencies to provide joint training courses. There were
two principal ventures during the period 1986 to 1990.

One of these was with the Westminster Pastoral Foundation (W.PE). The
intention was to get an ecumenical group of experienced full-time practitioners
to consider their work in the church and community from the twin perspectives
of pastoral counselling and community development. We were interested to
explore with practitioners the interface between these disciplines and how they
themselves fitted them together in their ministry. In the event this did not
happen because, after long discussions with the W.BE directors, they said they
were unable to help staff a course. They nominated a part-time member of
their staff, The Revd Peter Lang, who was the Director of the Kensington
Consultation Centre. He used systemic family therapy methods as developed
by Professor Mara Selvini Palazzoli of Milan and applied them to organizations
of various kinds. These methods had much more in common with Avec
approaches than the clinical counselling methods used by W.PE So whilst
much of value emerged, the original aims were not achieved.

The other course grew out of a “Consortium for Church and Community
Work Training in association with the British Council of Churches Community
Work Resources Unit” of which Avec was a founder member. A course for
middle managers of church related community workers was organized by
Avec, and another by the William Temple Foundation.

Whilst I find it quite impossible to assess the value and cost effectiveness
of these courses- and I cannot provide the information here for others to make
their own judgement — T am left with six indelible and affective impressions.

First, these courses were extremely costly, financially and personally. Both
courses involved countless exploratory, planning and preparation meetings of
the officers of the agencies, those who staffed the course and of support
groups. Working with staff members on the courses was intellectually and
emotionally very demanding and called for tolerance, compromises and
personal discipline. I had experienced some of this when working with new
associates. But this was different. It was not inducting others into our ways of
working; it was finding ways of working in partnership which properly
respected two or more ways of training people which wete self-contained
systems and which differed significantly although they each had some principles
in common., | was amazed at the vast amount of energy which was required

to invent and sustain authentic creative training procedures which respected
the professional integrity of cach of the trainers and generated an ethos
conducive to experiential learning programmes. It meant, for instance, learning
the languages of different disciplines. This was particularly confusing because
similar terms sometimes meant different things in relation to method and
approach (e.g., purpose, objectives, aims and the non-directive approach) and
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sometimes different terms referred to the same things (e.g., situational and
contextual analysis). ’ :

Second, judging by what the members of these courses said in their
evaluation of them and by my comparison of what was achieved through Avec
courscs, the outcome for the members in relation to their work was not
significantly different from those run exclusively by Avec. Apart, that is, from
what they learnt from the interaction of people of related but significantl
different disciplines and their perspectives. ° §

Third, Avec staff gained enormously from the experience in ways which
profoundly affected all their other work. This was particularly true of the first
course. We were introduced, for example, by the Revd Peter Lang to the
methods of systemic family therapy and the use of systemic hypotheses and b
Professor Gillian Stamp to models for working with people in organizationsy
At first these different ways of working were a considerable challenge and
somewhat threatening. Facing them, however, paid high dividends. It has
profoundly affected all my future practice.

The fourth impression is that the working relationships and the networks
that were built up were extremely valuable. They deepened and widened the
interaction between trainers and consultants and thus provided continuing
means of support, stimulation and challenge.

_ Fifthly, Ido not wish to see the standardisation of approaches to in-service
training and consultancy services. The variety of ways and means is more likel
to meet the different ways in which practitioners think and work and the kinc}1r
of services to which they are most likely to respond. Much more is likely to be
learnt and achieved through a plurality of provision and research. Nor do I
wish to sec trainers using a collection of methods indiscriminately — such
eclecticism can blunt the cutting edge of all the methods. So, it is, I believe,
necessary to keep on using our own languages and learning each others
languages because much is lost in translation.

Finally, I do wish to see more co-operation between different disciplines
and schools of thought, no matter how costly this is, because the rewards are
great. Working together on training courses and consultancy projects is an
effective way of getting at generic bases. Discovering those could be an important
development for practitioners, educators, trainers and theoreticians,

Working With and Setting Up Allied Independent Agencies

In the late 80’s and early 90’s Avec co-operated with the Conference of
Major Religious Superiors (C.M.R.S. now Conference of Religious, C.O.R.)
in working out how they themselves could provide some of the training and
consultancy services that had previously been provided by Avec. This led to
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sctting up an Association of Facilitators and Consultants ar}d a Co'mmunity
Development Unit under the aegis of C.O.R. One of the things which led to
these arrangements was that religious were making more requests for the
services of Avec than the staff could meet. A more fundamental reason was
Avecs commitment to “embodiment”, In the late 80’s this became a key
concept which was pursued assiduously. It referred to getting the non-directive
approach to church and community development stn}cturally. 1nc9rl?orated
into the wortk culture of churches and organizations and into their training and
support systems. This complemented and reinforced the induction of
practitioners into the avec approach. . .

About the same time Avec staff became actively involved in the consultations
which led to the inauguration of the “Churches Community Work Alliance”
in 1991. The Alliance’s broad aim was “to support, celebrate and help develop
... community work” and its “selevance to the Christian churches”, Again, the
rime involved in these two ventures was considerable, but it was time well
invested.

Farlier in the 80s I spent a considerable amount of time on three other
inter-agency projects. I was a member of a Calouste Gulbe'nklan Working
Party which produced a report, A National Centre for Community Development.
Tt was meant to be a successor to two eatlier highly influential reports on
community work and community development, one published in 1968 and
the other in 1973. I was also a member of a working group which was
promoting dialogue between people engaged in community development in
different countries in Furope, “Buropean Exchange”. I attended a lot of
meetings but I was not sufficiently involved to benefit from tl}e work. .Thv'sn I
became marginally involved in discussions about the Methodlst organization,
Mission Alongside the Poor (M.A.P). But again, the time I could give to this
benefited neither M.A.P. nor Avec. Qur consultant, TR Batten, was h1gh:1y
critical of my involvement in the two latter ventures. He qhallenged me quite
sharply about it because he felt T was neglecting the essential work of .Avec, or
in danger of doing so. This painful interjection caused us to think very
critically and productively about the nature of the most effective involvement.
It led us all to reassert the primacy of the direct training and gonsultancy
encounters with practitioners, churches and organizations on their work and
the problems and issues with which they were grappling.

(c) Avecs Vocation The Vocation of Others

Avec staff gave themselves to others and their vocational work,' to_being
alongside them without taking their place: the work of qthers was a significant
part of their vocation and their vocational work. This was a fu-ndamental
reason for their effectiveness. But, these bald statements need qualifying because
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the staff did have their own vocational purposes. These were determined by
their understanding of what they should be doing under God and in and
through the church to promote human and spiritual development in the wotld
and how and why they should be doing this. These purposes were very strong
as can be seen from the earlier sections of this book. In working with others on
their vocation they shared their own vocational understandings. But, because
of their commitment to the non-directive approach they took great care to get
others to examine them critically. For the most part the vocational vision and
aims of the staff and those with whom they worked had much in common.
They differed most significantly in the ways they went about working with
people. Generally speaking, therefore, the subject for consideration was
vocational work and not vocational commitment and vision.

11. The Refinements, Development and Extension of Training and
Consultancy Services Through Ongoing Evaluation and Research

Four interactive processes gradually shaped, refined, developed and
extended Avec and its programme: the design of courses by the staff and
associates to meet known needs or to test out the response to a new form of
course; the design of courses, project work and consultancy services in response
to requests; ongoing evaluation and research of the services provided; forward
planning. Here I concentrate on evaluation and research.

Almost everyone associated with Avec contributed to the evaluative
processes. Before the completion of courses, for instance, each member
completed an evaluation form. The staff summarised the positive and negative
points and listed any suggestion for improvements. These were then discussed
with the course members as a group. Mention has already been made of the
ways in which the associates and staff discussed and evaluated their experience.
Reports and position papers were prepared annually by the staff for both
associates and trustees at their request. Reference has already been made to the
first evaluation carried out by the trustees of Avec (sec the discussion on
enabling factor 9 above).

Two far reaching reviews and evaluations need to be mentioned. The first
was a request from the trustees that I, as director, produce a paper drafting
“plans for the next five years as a basis for joint discussion and subsequent
action”. This request was made after a considerable period of uncertainty about
the future. After wide ranging consultations 1 produced a thirty page paper,
Towards a Plan For Avec: 1986-1991. Tt led to re-organizing the Trust,
inaugurating the two-year diploma and forming teams for aspects of the work
programme. But, as will become clear in the next chapter on disenabling
factors, three key recommendations were adopted and not implemented: the
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appointment of a third full-time worker; the recruitment of an administrator
for a programme of local introductory training courses; a writing programme.
The second review was an independent survey of Avec’s work programme by
MARC Europe. (cf Appendix IV}

Alongside this the research that staff members carried out deepened our
understanding of the non-directive approach we had adopted and the
methodology we were using. This is described in the bibliography. The research
1 did for the 1981 Beckly Social Service Lecture resulted in a classification of
the basics upon which Avec was operating (cf Human and Religious Faciors in
Church and Community Work).

12. Preparation, Action, Research and Training Kept Together
Through Strategic Forward Planning

Kurt Lewin, widely regarded as the father of modern experimental social
psychology, said that action, research and training must be treated as a triangle
that should be kept together for the sake of its corners. Avec staff were
committed to this principle and to embodying it in their own work and that of
the agency. It was vital that Avecs training programme had an adequate
infrastructure of preparation and ongoing research, both of its own service
programme and of the non-directive approach to church and community
development, and that it was informed by continuing field work experience. It
was also vital that those acting as consultants and trainers should be in training
themselves, practising what they were teaching and doing some research and/
or benefitting from the research of others. (Mention is made at various places
in this book about the research undertaken by staff and associates, see the
Bibliography.) Tenacity and the expenditure of a lot of energy were required to
keep all these activities going. Differentiating the following eight interdependent
key work areas greatly helped individuals and the agency to do so.

Area I — Basic Preparation of Staff and Associates

Recruiting part-time and associate staff, inducting and training them.
Providing moral and consultancy support. Continuing development of
professional competence of staff and associates through reading, study,
cvaluating work done and research. Writing books and articles.

Area IT — Promotion

1. Discussions with church authorities and training agents about ways in
which they could make use of Avec and find funds for fees.
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2. Broadcasting the work of Avec through:

— the press, lectures and talks and orientation meetings;
— publicity material, leaflets, handouts and articles;

— sale of books.

Area I ~ Designing, Conducting and Evaluating Standard and Tailor-made
Training Courses and Seminars .

1. Introductory: seminars, consultations and conferences on church and
community development.
2. Basic Training:
(a) Ten-day work and theory courses for:
- peo.ple at any and every level with emphasis on local workers;
— senior personnel and especially those in “pastoral management”;
— specialist groups.
(b) Practice and theory courses.
(c) Courses for specialist groups, e.g., missionaries on furlough.
3. Further training of practitioners and trainers.
4. Follow-through.

Area IV — Projects viz working with people, churches and organizations on
their projects.

Area V— Work Consultancyviz analysing and designing work with practitioners
but not doing the work with them.

Area VI — Servicing Allied Training Organizations

Area VI — Servicing and Developing Avec as a Viable Ecumenical Agency

Administration.

Financing and Staffing,

Organizational maintenance and development.

Forming, servicing and developing supportive working and consulta-
tive relationships between trustees, associates and staff.

5. Evaluating and researching the work of Avec and preparing position
papets and reports.

L S

Area VIII — Maintaining a Creative Dynamic Between all Work Areas and
Their Various Aspects, ie, between the professional development of all staff
members (I), the training and consultancy work programme and its promotion
(IT to VI), the tending and development of the agency (VII).
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To keep all these work arcas before us in our reviewing and programme
planning we produced charts. Using large sheets of paper a grid was formed by
listing on the left in a vertical column the eight work areas and constructing
patallel columns for given periods of time (generally a year) and for cach staff
member and associate. Then we filled in the work undertaken/ planned by
Avec and by each staff member and associate. These charts helped us to see
clearty and precisely what work had been done/was planned by Avec and by
individual staff members and associates over a given period. The blanks were
obvious and challenging! Thus it enabled us as an agency and as individuals to
review and to plan. Getting the timing of the forward planning right was
crucial. Comparing charts of the work that had actually been done in different
years helped us to evaluate what was happening over a period of years and
make any necessary adjustments.

Charting the work in this way could give the false impression that the
work done in each area flowed smoothly and in harmony with that of the
others. This was far from being the case for it went in fits and starts. When staff
members were running courses or engaged in tricky and stressful picces of
project work they simply had to let everything else go for days and sometimes
weeks at a time. Charting helped us to keep things in balance, to embody the
Lewin principle and then to pursue a programme of holistic development in
the light of the actualities of the working context. The whole programme
developed systemically and systematically. Courses were developed. The body
of knowledge upon which the services were based was refined and extended.
Associates looked forward, they said, to sceing what new developments had
occurred when they came to meetings. Charting also helped us to extend the
overall training, consultancy and project work programme in a constructive
way. Area VI for instance was a comparatively late addition.

Much of what was involved in tackling these key areas has emerged
through considering the enabling factors. More will emerge in the next chapter
through examining the disenabling factors.

Avec’s short and long-term effectiveness was a function of the accumulative
effect of the progress made in the eight areas. My overall impression is that we
were more effective in developing the technical services than the organization
and in training and consultancy than in promotion. Also, we were much more
successful in doing the work than writing about it. But that takes us into the

next chapter on the disenabling factors.

13. Avec’s Good Name and Promotional Networking

A large number of practitioners, churches and organizations were
sufficiently attracted by various of these factors that they attended Avec courses
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and sought the help of the staff for various projects. As we have scen the
invariably valued the experience: the enabling factors enabled them in their
vocational work and ministry. People who fele good about their experience
talked to others about it. Avec got a good name which had a good effect upon
its development, d

Basically there were three modes of recruitment for Avec courses. One was
through broadcasting services that were available. This was done through Avec
and church mailings and networks. Only occasionally was the press used but
not to any great advantage. Another mode was through personal recom-
mendation of ex-course members or through organizations suggesting, or
requesting or requiring that their members attend courses as part of their
contract, The third mode was through exploratory discussions with people
about their work and Avec’s courses and services. These were mentioned
eatlier. They were non-directive work and vocational consultancy sessions
aimed to help people discern what kind of training they needed and whether
Avec courses were apposite. In fact they were sample experiences of Avec’s
essential approach to courses and services. Of itself this helped people to decide
about courses. Some of these discussions led to major projects, and courses
especially for a religious order or a diocese.

Recruitment depended very heavily on Catherine Widdicombe developing
and maintaining a wide range of personal contacts and using these by letter or
tf:lephone to get people to consider courses or to get others to do so. This was
time and energy consuming but she was always amazed at how pleased people
were to be contacted and to discuss Avec courses. Many of these conversations
caused ex-course members to think again about the application of awvec
approaches to their work. They certainly infused life into the Avec networks
and provided invaluable information about what was happening “out there”
and the long-term positive and negative effects of courses on people.
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CHAPTERIV

Disenabling Factors

To a lesser or greater extent we continually failed to realise the conditions
necessary for the enabling factors to be fully effective. This was the major
disenabling factor. Also some of the enabling factors had a downside. For
instance, the full-time staff had a propensity to obsessive involvement with
Avec. This meant that Avec and its work was a function and prodiict of
bbsgssive rather than normal staff work—patterns. Consequently thirigs. were
achieved that simply would not otherwise have been achieved, but possibly at
the cost of Avec becoming over dependent upon this kind of core input. T{ms
what was its strength was also an inherent weakness. Again, a major enabling
factor was in staff members being present throughout courses. Such labour
intensive services were difficult to staff and fund. Apart from these things, |
have identified the following twelve discnabling factors which T have grouped
under service, agericy and staff members’ problems.

Service proialems

1. The shortage of people to staff ten-day courses and consultancy projects.
2. Work flow and recruitment difficulties.

3. Failure to organize personal field work services before and after courses,
4. Unreasonable expectations, unfair judgements and lack of crust.

5. Mismatch of work cultures and the mistrust it generated.

6. Limitations of the premises.

Agency problems

7. Failute to get a third full-time staff member.
8. Financial difficulties and crises.
9. Limited inter-organizational and ecumenical co-operation.

Staff members’ problems
10. Thc director’s intensive engagement in training, consultaricy and project
work.
11. Failure to publish adequately.
12. Dysfunctional stress and strain.
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SERVICE PROBLEMS

Six of the disenabling factors were problems in providing and developing
training and consultancy services and sustaining programmes.

1. The Shortage of People to Staff Ten-day Courses and
Consultancy Projects

The number of associates needed to staff Avec’s work programme invari-
ably outstripped those available to undertake it. F{equently we were stymleddby
a shortage of people able to lead work paper sessmns'and to head up ten-day
courses. To do the fitst they needed consultancy sk[lls. w}.nch were in short
supply. Progress was made in overcoming this problem. Finding peoplti) \lxnth the
ability and the time to head up ten-day courses was much more problematic.
Earlier we noted that after fifteen years there were only four people other than
the full-time staff capable, willing and able to find time to lead one or ewo
courses a year. This was disenabling because, as we have seen, ten-day .co-ursizs
were effective training units and generated conslderable. income. Sl.mllar y
whilst people could be found to help with consultancy sessions a'nt.i projects, it
was difficult to find sufficient people to undertake overall re.:sponmbl‘hty forsuch
work. For much of the time, and particularly duting. thfa middle pcrloFl, sta.fﬁng
the work programme strained our resources to the limit anfi beyond in spite of
the enormous effort put into recruiting, inducting and training new staff.

2. Work Flow and Recruitment Difficulties

Organizing a work programme w}}ich met needs3 achieved Avec’s purposes
and raised the required income, a tricky, and, at times, a fraug}'xtllztusu&esbs.
Roughly speaking the work programmc had tWO aspects: courses 1rﬁitlgtel dy
Avec; consultancy and project work initiated by others which cou [ inclu le
courses for specific groups. In relation to the former Avec sta.ff was wgorofush y
proactive. Courses had to be planned about a year ahead a}nd in the ca;; }? dt e
diploma eighteen months. In relation to consultancy services Avec staft had to

tively responsive. .
e Criiai‘;ltzinin% courses and consultancy services was important. This fWas
not too difficult in relation to long-term copsgltancy work sur:h as the hour
year project with Methodist Churches in Brltalp and West Afr.lc::l Bu;ftt: ege
were problems with requests for consultancy services which required staff to be
available at shott notice. To be free to take advantage of such opportunitics
staff time had to be reserved. That meant planning fewer courses. This involved
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taking considerable financial risks: Avec was financially embarrassed if the
consultancy work did not materialise or courses did not actract sufficient
people. (Later we will see that we always seemed to reach the budget figure for
fee income but only through scrambling around and at the cost of much
anxiety and worry.)

Consultancy and project opportunities seemed to come in unpredictable
surges, Often, there was a dearth when they were needed, and a surfeit when
staff members were fully occupied with demanding courses! Associates were
not generally available at short notice, they were better able to organize
themselves to run courses when they had longer notice. Combined, these
factors meant tha, for instance, in May and June in 1988 we had to decline
exploratory discussions related to ten requests for consultancy help which
would have been central to our purposes.

Some courses filled up without difficulty. Others were difficult to fill or it
was hard to get a viable number for them. Surprisingly few had to be cancelled
but some had to be postponed ot combined. But che underlying anxiety and
insecurity were ever present, not least because financing Avec depended upon

maintaining a high level of fee income. One of the overall recommendations of
the MARC Europe Survey was:

Avec courses are not widely enough, and perhaps not well enough, mar-
keted. Too few know of them, and telying on personal tecommendation
or denominational pressure, may no longer be sufficient. Tt is suggested
that the marketing mechanisms employed by Avec be reviewed with the
intention of making Avec’s image, standing, and success widely known so
that its services will be used to their full potential (cf Appendix IV).

This may well indicate 2 major disenabling factor. Clearly in our own way
we generated a market for Avec, but not a large enough one for courses.
However, I suspect that we did not have the kind of marketing skills to which
MARC Europe referred. If they are those associated with modern commerce
we would have no stomach for them as they would be at variance with the avec
approach. Nevertheless, some more effective way of marketing Avec consonant
with its philosophy was needed but not found. That was a major disenabling
factor.

What we actually did, using the approaches and methods we did know
about, was to treat the planning and recruiting as a development project. Using
the chare of principal work areas (see Chapter III section 12) we designed a
core curriculum for a given period (normally one to one-and-a-half yeats) as a
framework which would enable the staff to shape the most creative work
programme out of the standard schedule of courses and services and respond to
opportunities as they occurred and events as they unfolded.
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Essentially, therefore, through an admixture of proactive and reactive
action, we were shaping our programme to achieve our purposes for Avec. This
meant creating a market for things which were needed but often not wanted.
We were not as successful as we needed to be.

3. Failure to Organize Personal Field Work Services Before and
After Courses

From the outset we, staff and associates, attached great importance to
people preparing for courses and having support afterwards. As far as possible
we made ourselves available to people before and after courses and, as we have
already scen, people were only admitted to ten-day courses when they had
prepared themselves by producing a position or “work” paper. But we knew
that ideally much more than this was needed. | _

To meet the need to build on the ten-day cotirses, six- and eight-day
follow-up courses were organized. The first was in September 1978, ie, two
years after the inauguration of Avec. There were seven of these over the next
five years. They enabled people to review their work situations, their experiences
of using the approaches and methods they had learnt through Avec and to
study work analysis, design and consultancy and to practisc the dssociated skills
in groups under supetvision. Participants became better practitioners and
some acquired the skills to become associates. _

This catered for only 15% of the people who attended ten-day courses. So
during 1979/80 trustees, staff and associates gave much thought to ways of
helping people to prepare for courses and of supporting them afterwards.
Associates and staff prepared what proved to be an over ambitious scheme. It
involved dividing the UK into ten regions and finding someone to act as a
“regional link officer” in each region. Their job would be to provide “field
contacts” who would discuss courses with people and organizations and help
those who had enrolled to prepare for them. They would also organize local
back-up to courses. By this time 262 people had attended ten-day courses and
the number of ex-course members ini any region varied from 12 to 63.

Before launching this scheme half- or one-day seminars were arranged in
cach region including Ircland which were attended by 40% of the ex-course
members, another 20% wanted to attend but could not do so. By commeon
consent these were extremely profitable meetings. Further seminars were
arranged with Avec staff, and the people continued to meet for some time on
their own in several regions. ‘ L

These meetings and seminars provided opportunities to examine .thc
usefulness of coutses and progress made and problems encountered in putting
what they had learnt into practice. A thirtysix-page report was published
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describing the initial round of these seminars, Organizing them proved to be
an enormous task, With deep regret we were forced to the conclusion that we
simply had not the human nor financial resources to service these meetings nor
to carry out the original plan. Removed from the pressures, not least of which
was the need to raise money, I consider that to be a mistake. ‘The failure to
establish preparatory and back-up field services was a major disenabling factor.
[ can now see just how much it could have enhanced the work we did. For one
thing, I believe this would have made significant contributions to principal
points of weakness identified through the MARC Europe survey in 1990:
marketing, keeping in touch with ex-course members, showing members how
to present Avec to others, getting “repeat business”.

All was not loss. Many people had scen the possibilities of supporting each
other locally. To facilitate this, lists of people in each region who had been on
courses and were willing to be approached by others about the experience were
compiled, regularly updated and made generally available. They were offered
to course members at the end of each course. A few people used them to get
local supportand to form “work paper consultancy groups”. Those considering
courses who wanted to talk to someone who had been on a course were
provided with lists. A quarterly news bulletin was another thing to emerge
from the regional seminars,

Other ways of following up courses were established. Some people did so
through making use of Avec’s work consultancy services; others by inviting
Avec staff to work with them on #heir projects; yet others artended a second
Avec course. Then the diploma course provided opportunities for people to
study their work and church and community development over a two-year
period. All these and ad hoc conversations, provided valuable follow-up but
were not adequate substitutes for the idea of field work services.

4, Unreasonable Expectations, Unfair Judgements and Lack of Trust

For the most part the outcome of coutses, especially the ten-day ones, and
consultancy work far exceeded the expectations of members and consultors.
Occasionally, however, we suffered from unreasonable expectations mainly in
relation to project work and consultancies with groups. This occurred when
practitioners and organizations expected us, Avec staff, to solve their problems
that they, with greater resources, had failed to overcome — and to do so
painlessly, in a very short time and at a very low cost. Similarly churches and
organizations expected us to convert ineffective workers, selected and trained
by them, into effective reflective practitioners through short in-service training
courses. We were inclined to collude with such expectations. More often than
not we were able to help people to make progress towards overcoming problems
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and becoming better practitioners. When, however, we were unable to do so,
some people wrote Avec off.

The irony in all this was occasionally galling. And the fact that we had
compromised our integrity in colluding was demeaning, As we gained experience
and confidence we were better equipped to spell out at the contracting stage
what could be involved for them and for us in the work we planned to do; the
risks involved; that an entirely successful outcome could not be guaranteed;
the importance of making our respective and unique contributions. Discussing
things in this way paved the way for committing ourselves to contracts that
were potentially creative, All this helped. But, although we used these and
other procedures, from time to time we failed to transform unrealistic and
unreasonable expectations, ours and theirs, into realistic and reasonable ones.
Pride played a part on our side. When you know you can be of some help, the
temptation to take on the mantle of a guru is insidious, debilitating and
disenabling.

Occasionally Avec was blamed unfairly when consultations and project
work had not achieved the desired results. Two of the things which led to this
were difficult to counter for different reasons.

For one thing there were occasions when consultors said that analyses and
designs fitted the realities they experienced in their working situations when in
fact they did not in ways which could not be discerned by outsiders. Failure to
malke creative connections disarms the processes of analysis and design.
Consultors and consultants have separate and shared responsibilities for making
these connections. Consultants must checlk out with consultors whether they
have been made and not assume, because they have made such connections,
consultors have done so too. Consultors must test out the connections, no-one
else can do that for them, and be honest with themselves and others about
what they think and feel. Culpability for failure to deal adequately with this
hidden factor is sometimes difficult to determine and generally shared. I
certainly have failed in these matters both as consultor and consultant. At
times Avec has been blamed for failure when consultors had not made the
contribution they alone could make towards making sure that analytic thought
resonates with reality as they perceive it. It is difficult to counter such injustice.
Preventative action through discussing the issues at an early stage is important.

Another thing that happened occasionally was that Avec was held
responsible for the failure of projects which had stalled because consultors had
failed to implement viable plans worked out during training/consultancy
sessions or had implemented them in ways never intended and which simply
would not work. I have had bad experiences of both things happening and of
being blamed for the failure. (Thete ate, of course, occasions when plans which
seemed workable when they were made are proved impossible or inadvisable
because of neglected or new factors, Sticking to the original design out of
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misplaced loyalty setiously disenables.) To minimise the chances of these
things happening I now clarify at an carly stage that the responsibility for what
happens to any ideas or plans that emerge from consultancy processes is that of
the consultor. Drawing diagrams showing the boundaries of responsibilities
helps to clarify this. Also, T discuss the action implications of consultancy and
project work. |

Buc all these problems still popped up periodically in unanticipated guises
and tripped us up!

5. Mismatch of Work Cultures and The Mistrust it Generated

Working where there was faction and conflict beneath the surface was a
tricky business. No matter how careful they were, the possibility of Avec staff
being misunderstood and mistrusted was never far away. Maintaining sufficient
integrity to work effectively could be problematic. I had two particularly
painful experiences of this. One was with a diocesan bishop and the other with
the head of a national voluntary Christian organization. In both cases I was
working with members of their staff at their request. They poured out very
negative feelings and criticisms about some of the actions of their “bosses” and
at the same time asserted their loyalty to them and their admiration of them.

In both cases we (I was working with others) got them to clarify just what
the issues were as objectively as possible and to see things from the point of
view of the bishop and the head of the organization. We did not take sides.
Having defused the emotion and objectified the issues through these procedures,
we worked out with them just what they were going to do to improve the
situation. In both cases this involved them speaking with their boss. In one
situation to clarify the issues we had made notes and drawn diagrams. These
were deliberately leaked to the boss in a manner which led him to misunderstand
what we had done and to believe we had betrayed his trust. The bosses lost
confidence and trust in us. Providentially we were ultimately given opportunities
to work through the issues with both bosses. Trust was restored between the
bishop and ourselves but not, I suspect, in the other case.

These were painful learning experiences. One of the things that emerged
was that the bosses had wanted and expected us to persuade their staff to do
what they had wanted them to do although they had assured us that they
wanted open, frank and free participation. With hindsight we should have
worked through some of the possibilities that could emerge from such openness,
what we would try to do in relation to various eventualities and tested for
acceptability. Undoubtedly this would have helped but whether it would have
resolved the root problem is questionable. They talked of open exploration
whilst thinking of persuasion and manipulation. They lived in a work culture
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in which people were accustomed to forming what Mara Selvini Palazzoli
called “denied coalitions”.* A coalition is an agreement against others. If it is
queried it will be denied. An alliance for is an association in pursuit of openly
declared purposes. We were trying to form an alliance with bosses who were
trying to form a coalition. Fundamentally the conflict was between mutually
exclusive elements in our respective work cultures which led to a mismatch of
expectations. We believed we were doing what was needed, we thought we
were doing what they wanted and we assumed they knew what we were doing.
They expected us to do something other and discovered that what we were
doing was a challenge to, and a judgement upon their work culture — and, of
course, it was.

The events confounded and distressed us. We felt vulnerable, greatly
disadvantaged and badly positioned to effect the changes in their work culture
and practices which is basically what we were about. We did not succeed,
mainly, I now see, because of our failure or inability to conceptualise the
situation as I have done here. Had we been able to do so, we would have seen
that we had much more work to do with the bosses before undertaking the
commissions.

I can now sce why working with The Methodist Church Overseas Division
was so different. Throughout the period 1976-91 they employed us to work
with missionaries on furlough and those returning to work in the UK. They
encouraged us to discuss with them any problems they had with the church
and the Divisional Headquarters and gladly received whatever the missionaries
opted to say to them directly or through us —and some of it was critical. What
was different was that our work cultures were sufficiently in harmony for these
exchanges to be constructive.

6. Limitations of the Premises

Generously and graciously Chelsea Methodisc Church made premises
available freely to Avec throughout this whole period. They were committed to
what Avec was all about and saw their support for the organization as a part of
their contribution to the wider ministry and mission of the church. The
atmosphere was welcoming, friendly and warm. It was an excellent base. The
decor was just right and the Kings Road neighbourhood was interesting and
attractive. The accommodation, however, was cramped when a course was on.
It was difficult to run more than one course at a time even when the Church
generously offered more premises. The library had to be in the seminar room.
Tt could not, therefore, be used when a course was in session.

* Cf Palazzoli, Mara Selvini et al (1981) The Hidden Games of Organizations, Pantheon Books, New
York pp. 149fF
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AGENCY PROBLEMS

Three disenabling factors relate directly to Avec as an agency.

7. Failure to Get a Third Full-time Staff Member

From the early days of Avec, trustees and staff wanted to appoint a third
full-time staff member, preferably an Anglican priest, We failed to get such an
appointment. The Church of England simply did not co-operate: they neither
seconded a person nor provided grants even though 1,500 Anglicans out of a
total of 7,500 used Avec’s services, ie, almost 20%. Avec would have been
much more effective had the full-time staff been representative of three principal
denominations using its services. This was apparent when the Revd Dr Michael
Bayley, an Anglican priest in the Sheffield Diocese, joined the staff for ewo
years as a part-time member. He made all kinds of new connections between
the Anglican Church, Avec and the other denominations. And he helped to get
aspects of the work evaluated and written up and established on a better
academic basis.

Numerous and strenuous other attempts to find new monies to fund such
an appointment failed.

A third staff member, whether Anglican or not, would have made the core
staff a team of three rather than two. Catherine Widdicombe and I wotked
together well and complemented each other, but dyadic teams have peculiar
problems. As we have seen, part-time staff alleviated these problems, but they
were present only spasmodically. A third member would have created at the
heart of Avec a continuous new ecumenical and team dynamic and enabled me
to be a more effective director (see Factor 10). The right person would also
have contributed intellectual stimulus, helped to produce articles on the work,

and could have eased the transition from the first to the second generation
of Avec.

8. Financial Difficulties and Crises

Examining Graph 1 could give the impression that financing Avec was
relatively trouble free. At no point did Avec go into debt. On three occasions
only did expenditure modestly exceed income (1978-79, 87-89 and 90-91)
and that was covered by reserve funds. In truth the accounts gloss over several
serious financial difficulties and incalculable worry and stress. Financial problems
stemmed from several things: insufficient fee income to make Avec self-
supporting; income insecurity in relation to fees and grants; failure to atcract
new money and to get additional staff; inadequate reserves. In fact Avec failed
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to establish a sound financial basis under its own control; financially it was
never self-sufficient.

Fees and grants were insecure forms of income, Sources of grant aid easily
dried up. Fee income could all too easily fall. Courses could fail to attract
sufficient people; pastoral duties, illness and bad weather could prevent
substantial numbers of people from attending courses at the last minute; staff
could fall sick. Cancelling a ten-day course meant some 10% of the annual
income would be lost and that had to be carned in some other way. This did
happen, but fortunately not too often. The trustees explored the possibility of
insuring against loss of earning from fees and against staff members being ill
for an extended period. It was not possible. So we had to live with the risk and
the anxiety and the thought that our reserves could be used up quite quickly.

As the story unfolds it will become apparent that many organizations and
people helped Avec to overcome or minimise the financial difficulties. Four
people must however be mentioned for the outstanding contributions they
made: The Revd Edward Rogers, (Chairman from 1976 to 1988), the late
Dr John Pater (Treasurer from 1976 to 1986), Mr Gordon Franklin (Treasurer
1986 to 1991) and Mrs Molly Lovell (Bursar 1976-1992).

Tracing out all the intricate and complicated negotiations, financial
manoeuvres and arrangements that led to Avec surviving is beyond the scope
of this book. My objectives can be reached through a description of the major
issues which show the disenabling human cost of continually struggling with
the problems of financing Avec.

(a) Avec did not become self-financing

Intellectually I was committed to the idea and strategy that Avec would
become a self-financing service agency whose costs would be wholly met by
fees derived from those attending courses and using its services. It was good
sense. Emotionally I was ambivalent and apprehensive about it and the problems
it posed. In the event it did not become self-financing. At best we raised 60%
of the expenditure from fees. The average over the fifteen years was 50% and
over the period 1984-91 it was just over 56%. During 1985-91 the percentage
was quite consistent. People with wide experience felt that it was a high
percentage of the expenditure to raise from an educational and service agency
working in the churches. Farning these fees was enormously hard work. To do
so the staff took on three times more work than they were advised to do and
neglected research and writing. Explaining and defending the scale of fees and
negotiating the financing of contracts was at times embarrassing,

The average income from grants per ycar was 46%. Additional grants
were received in 1989-91 specifically for the MARC Europe Survey.

Graphs 1 and 2 give an overall picture.
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NOTES:

1. These graphs compare expenditure and
income and show the proportion of income
£90,000 — from faes and grants: other income was from
interest on deposit accounts, tax refunds
£80,000 _| on c_:ov_enanted donations and sale of
publications.

2. During the period 1983-87, £16,500 was
£70,000 raised through an Appeal Fund, this is
included in the ‘Grants’.

£60,000 _| 3. In 1990 additional grants were received
to the value of approx. £10,000 to help
finance the MARC Europe Survey.
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GRAPH 1: Grants, Fees, Income, Expenditure and Reserves, 1976-1991

Charging fees was problematical for several reasons. When Avec started
people in the churches were not accustomed to buying in such services. Things
have changed dramatically since then with the advent of a service contract
culture. Then, however, denominationally and ecumenically, training and
advice services related to church and community work were generally funded
centrally and provided free or at highly subsidised rates. Thus costs were
hidden. Paying for these services went against the cultural and theologica
grain, :
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Generally speaking churches did not budget for training and consultancy
services. A church development scheme, for example, might cost £500,000.
The building scheme was well thought out. Professional charges for architects
and lawyers might easily have come to £50,000. My experience is that rarely
had adequate thought been given to underlying purposes and beliefs and how
they were going to achieve them through the work they planned to do with
people. Consequently they often worked on flawed designs for work with
people. Consultancy help to think through this might cost as little as £1,000 —
or less if the priest came on a ten-day course. That is 2% not 10% of the cost to
put the whole scheme on a better footing. It is ironic that Christians, committed
as they were to human and spiritual development, jibbed at such costs. They
put schemes at risk because they did not buy in such help. Those who oversee
church building projects and control central funds have major opportunities to
educate people to budget for training and work consultancy services of the
kind described in this book. For very modest sums the quality of church and
community work would be greatly improved.

Charging realistic fees simply would have puc Avec out of business;
generally speaking the market would not stand it. (Later we will come to
exceptions.) Fees were subsidised on average to the extent of 43%, cf Graph 2.
Display 8 gives the range of fees charged in 1991. The consultancy fees had not
been increased for four years because we felt we had reached the ceiling figure.

Had the fees been lower the culture shock would not have been so great
and that would have meant that the issues would not have been faced. The fees
were high because this kind of training was expensive. The services were labour
intensive. Significant amounts of this time were given freely by associates,
office staff and volunteers. Still, the general initial, and in some cases abiding,
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AVEC: A SERVICE AGENCY FOR CHURCH AND COMMUNITY WORK

Course Fees
10-day Courses £315
3-day Courses £97
Diploma £650 pa

Consultancy and Project Work Fees

Consultancy and project work are costly because they are labour intensive. They
generally involve a consultant working with one person or a small group and
undertaking much unique preparatory work. The fees reflect this, the research
which has to be undertaken, the preparation and the back-up facilities which have
to be provided whether one or more consultants are directly involved. Avec is able
to keep its fees well below actual costs and commercial rates because it receives
grants, it is non-profit making and its staff receive stipends not salaries.

A limited number of small bursaries are available 1o those unable to meet the
costs. The costs are set out below.

Ad hoc and exploratory
face to face consultations
with one consultant

£50-£100 per session
(1'/, hours) dependent
upon preparation time

(Individuals or small groups}

with two consultants £100-2150

A series of consultations or
ongeing consultations with

one consultant £75-£100 per session

(Individuals or small groups)

with two consultants £150-£200
Avec staff acting as workers

and consultants to projects:

one staff member £300 per day
two staff members £450 per day

Travel expenses and accommodation costs have to be added.

Gordon Franklin
Hon Treasurer
1991

DISPLAY 8: Course and Consultancy Fees, 1991
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response in the churches was that the Avec services were expensive. This was
disenabling, Trustees, on the other hand, who were used to charges for similar
services in industry, thought Avec’s fees were far too low. According to the
MARC Europe Survey satisfied customers felt the charges were reasonable:
“the vast majority of those who attended the ten-day courses were happy with
the cost of the courses”.

Avec was, in fact, pioneering a fee-paying culture as well as a new way of
working with people. At times these were unhelpfully confused. There was a
personal side to this, As a Methodist minister in a local church I had been paid
a stipend so that I could minister freely to people in church and community.
Negotiating fees for “Avec and my services” went against all my psycho-
spiritual conditioning. I too was undergoing professional cultural changes.
Arguments about people taking seriously what they pay for helped me slightly.
But I was driven, really, by the sheer necessity of getting the money to do the
work. It was that which helped me to cope with the embarrassment I sometimes
expericnced. I never felt entirely comfortable with the arrangement —
psychologists will make much of that confession!

One of the things which greatly helped to increase the fee income and
make the fees more acceptable was the approach taken by the Overseas
Division of the Methodist Church in response to the financial crises faced by
Avec in the early 80’s. They said they were unable by their constitution to give
grants to Avec but they could and would pay “realistic fees”. Others followed
this lead notably the Division of Ministties and religious orders. This gave us a
psychological boost and enabled us to raise the fee level considerably.

Other ideas for raising the fee level were suggested. One was that we
should surcharge people from those denominations which did not offer grants
to Avec. This was not done mainly because individuals who had to pay their
own fees would have been penalised. Many would simply not have been able to
raise the funds for fees. Another idea was that we should offer services to
industry and commerce at the fees normally paid which were far in excess of
those Avec charged. But our commitment was to working with the church for
development — and there was more work in that task than we could complete.

(b) Search for Permanent Funding Failed

Avec was Jaunched in 1976 with pump priming grants from the Calouste
Gulbenkian Foundation, an anonymous trust, the Methodist Division of
Ministries, the Roman Catholic Fund, the Voluntary Services Unit (VSU).
When it was agreed in 1979 that Avec should become established on a
permanent basis, the search began for long-term funding. One of the charitable
trusts suggested that Avec become a unit in an institution of higher education.
The other funding bodies agreed. Rochampton Institute of Higher Education
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(R.I.LH.E.) seemed an obvious choice. It was a recently founded ecumenical
federation of Anglican, Methodist, secular and Roman Catholic colleges based
in South West London. After much careful discussion and planning between
the Department of Education and Science (DES), the Voluntary Services Unit
(VSU) of the Home Office, RIH.E. and Avec, arrangements were made for
Avec to become an affiliated and funded unit of RI.H.E. in 1982, Just as these
plans were to be implemented the Government announced cut-backs and
changed the way in which it was to fund higher education from a per capita
arrangement to block grants, Under these new arrangements R.LH.E. simply
could not fund Avec. The Rector, Professor Kevin Keohane, tried hard to find
a way of doing so because he was highly committed to the plan but without
success.

The future seemed bleak. The trustees felt that there was a real possibility
of having to close down Avec. Several developments prevented this happening,

At the end of November 1981 the associates met. It was a moving
occasion. They felt very deeply that Avec must go on and committed themselves
to raising the money to enable this to happen. An appeal was launched which
the Revd Howard Mellor headed up. It raised something like £16,500 and
attracted several long-term covenants. This sum, inadequate of itself to fund
Avec, boosted the morale of the staff and trustees and strengthened their
resolve to find a way forward. It also showed the high value that some people
attached to Avec.

For some time Mr Richard Mills of the Calouste Gulbenkian Foundation
had been wanting the principal denominations to take substantial financial
responsibility for this work. The 1982 Methodist Conference passed a resolution
which acknowledged the “help to the whole ministry of our church through
the work of Avec” and supported “the Divisions in their endeavour to secure
Avec’s future”.

I was stationed in the Victoria and Chelsea Circuit and seconded to Avec.
My stipend and allowances were met by the Circuit and the Advance Fund of
the Methodist Church. Avec was now financially viable. A long, happy and
profitable association with the Victoria and Chelsea Circuit was established.
From 1986 onwards a similar arrangement was made between the Division of
Ministries and the Victoria and Chelsea Circuit. The Revd Edward Rogers and
the late Dr John Pater who negotiated these grants wanted them to be paid to
Avec but the President’s Council insisted that the grants be tied to me. Four
years later the President’s Council of the Methodist Church agreed that the
grants from the Division of Ministries could be used towards the costs of
employing a director of any denomination and that they would be available
until 1996 when they would be reviewed. This paved the way for the
appointment of a new director in 1991.

The Grail made major financial contributions through seconding Catherine
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Widdicombe to work full-time with Avec up to 1992 at a Methodist minister’s
stipend and through annual grants.

These grants saved Avec. They were supplemented by occasional grants
from the Roman Catholic Church and private individuals.

Important advances were made through this crisis. Two denominations
became much more committed to financing Avec. The training and educational
potential inherent in the affiliation of Avec to R.I.H.E. was mapped out. Avec
became an Associated Institution of RI.H.E. and a founder member of a
committee for a group of associated institutions. This provided academic
support for Avec. Avec courses were validated and in 1986 R.I.LH.E. and Avec
inaugurated a Diploma in Church and Community Development.

In 1984 the trustees renewed their attempts to get the Church of England
more actively involved in helping to administer, staff and finance Avec. They
approached the Archbishop of Canterbury who asked Lady Margaret Brown to
report to him about the work of Avec. She presented a very positive report
urging the Archbishop to appoint someone to represent him on the Avec Trust,
to find substantial grants and to second a full-time staff member.

The Archbishop acted immediately on the first of these recommendations.
Some time later we met with the Archbishop to discuss the other matters, He
said he was ashamed at the lack of financial suppott for Avec from the Church
of England and said he was determined to do somecthing about it. After
making soundings he advised us to apply to the Church Urban Fund (C.U.E).
Our application was turned down on the grounds that C.U.E supported only
local work and not national training and consultancy agencies even though
they might be involved in helping people with their urban work. However,
later C.U.E gave grants towards the course and consultancy fees for people
working in urban areas.

Avec looked into the possibility of raising a capital sum in order to be self-
sufficient. Experts in fund raising advised against this because our work would
not attract sufficient interest. So we were left relying on grants!

Avec survived until 1994 but an enormous amount of time and nervous
energy was spent by the directors and trustees in searching and negotiating for
grants and worrying about the situation.

(c) Inadequate Reserves

Rescrves were built up slowly by the appeal fund, by budgeting each year
for a modest surplus and through careful management of resources. These
reserves were sufficient to facilitate an irregular cash flow and to make short
term part-time appointments. But they were never sufficient to appoint a new
full-time staff member.
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(d) Failure to Get New Money

Shortage of money stunted Avec’s growth. It reduced the amount of work
that could be done. It placed staff under unnecessary stress. It prevented Avec
from implementing a scheme for preparatory and follow-through field work. It
forced the staff to accept some commissions for the income they gencrated
rather than for their potential to further Avec’s purposes. It prevented staff
members from promoting work in Scotland and Wales and getting properly
involved in rural work. It made them cut back experimental courses with other
agencies. It reduced their freedom to be innovative. Lack of finance and
personnel prevented them researching the work as thoroughly as they would
have liked. To have written a report along the lines of this book in the mid 80’
could have been a very creative thing to do. I make this point hesitantly
because the objectivity that disengagement brings is probably more essential to
such an exercise than money and time, The MARC Europe Survey, useful as it
was, did not reveal the issues emerging from this reflective research.

(e} Root Problem: Churches Failure to Fund Training and Consultancy
Services Adequately and Fairly

From the outset the trustees realised that, whilst there were advantages in
practitioners contributing to the cost of their own training, the fees were too
high for practitioners to pay out of their own pocket. So, they urged church
leaders to ensure that grants were readily available to those who needed and
wanted to attend Avec courses. Some churches and organizations made such
arrangements through central, regional and local funds. My impression is that
it was easier for practitioners to get grants for courses than for consultancy
services. Even when they got grants, some course members had to find a
considerable sum towards fees, travel, accommodation and books. Some people
found it very difficult to get grants — and they were often people in most need
of training. It was not uncommon to find people paying out of their savings. In
the case of the diploma this involved one person known to me in no less than
£3,000 over two years. Others got grants from charitable trusts. For several
years Avec had an understanding with an Anglican trust, Sons of The Clergy
Corporation, that they would help a number of people.

Avec did all it could to help those experiencing difficulties in raising
money for fees: it provided information about possible sources of funding;
organized a small bursary fund; allowed people to defer payments until they
had received grants; organized loans.

Whilst Avec was trying to establish itself on a sound self-financing basis
the churches and allied organizations were awakening to the need for funds for
in-service training and consultancy services but allocating inadequate sums.
Some were developing their own in-service training programmes. The costs of
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this training were generally met centrally. Thus the question of fees did not
arise and the costs were not widely known. Alongside this, training and
consultancy services on a fee paying basis were burgeoning. Traditionally such
courses were heavily subsidised through block grants to the agencies which
provided them. But, as in the case of Avec, pressures were being exerted to
make some of these organizations and their services self-financing. Real costs
were now becoming apparent. Many thought they were high and even
exorbitant, not least because the per capita costs of denominational courses
had been hidden. And, wherever one stood in relation to all this, there simply
was not suflicient money available to meet the needs.

Avec was a microcosm of this mixed and muddled economy: it was meant
to be self-financing but received block grants; its fees were not high enough to
make it self-financing but they were generally thought to be too expensive. It
was in the maelsttom of the transition. It was being used to promote this
transformational change and it was the victim of it. This was disenabling. It
meant, as we have noted, the staff promoting radical change in the work
culture and in the way of financing training and consultancy services.

Until churches and allied organizations make realistic sums of money
available the financial and human costs of these confused policies will be borne
by the most vulnerable practitioners (those who need and want training and
consultancy help desperately and do not have access to grants), by those who
see the needs and give of themselves to meet them and by service agencies. 1
‘have felt the pain of the practitioners because I too had to struggle to find
money for my own training and research. All too easily and readily, churches
and their leaders at all levels trespass upon the vocational commitments of
practitioners, trainers and consultants and, by design or default, make them
pay doubly to cquip themselves to do the work of the churches better. Churches
have got to face up to their moral responsibilities to finance these services. It is
not right to promote policies for which others have to meet so many of the
human and financial costs.

Throughout our time at Avec we found oursclves saying over and again,
“We do not want money to come between you and the training and consultancy
services you need”. T suggest that is a dictum for the churches.

9. Limited Inter-Organizational and Ecumenical Co-operation

As we have seen, concentrating upon working with people on their work
and with other agencies rather than on general networking was one of the
important cnabling factors. Just what could have been achieved had there been
the resources to put more effort into networking and co-operating, became
apparent during the time that the Revd Dr Michael Bayley was a part-time
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staff member. A considerable amount of his time was spent networking and
pron".loting inter-agency co-operation especially with community workers,
Angllcan organizations and black churches. This took an extraordinary amount
of time and energy. One important result was a course organized in partnership
with black churches. Sadly this partnership was not maintained. When Michael’s
contract concluded we could not find anyone to replace him and we had not
the capacity to continue this demanding but rewarding work. I deeply regret
this. There is little doubt that Avec missed out because it simply did not have
the staff and the time for getting to know people and organizations, establishing
friendshigs for their own sake, letting them mature and, should possibilities for
co-operation emerge, pursuing them.

. Onfe result of all this was that, although Avec was a unique ecumenical
project, it never became an accepted and integral part of the official ecumenical
movement as represented by the British Council of Churches and then by the
Council of Churches for Britain and Ireland (CCBI). This was to our mutual
disadvantage.

Repeated attempts to get the Baptist and the Reformed Churches involved
met with only limited responses whilst we failed completely to get into
working relationships with the Salvation Army

STAFF MEMBERS’ PROBLEMS

Three main factors are considered in this section.

10. The Director’s Intensive Engagement in Training, Consultancy and
Project Work

Another difficulty crept upon us so gradually that I became fully aware of
it only towards the end of my time as director. In the mid 80’s we decided to
inaugurate the post-graduate diploma described earlier. 1 took primary
responsibility for this. It occupied much of my time from 1985 to 1991.
Acting as organizing tutor for these courses was far more demanding than I
had anticipated. It involved me in an extensive reading programme, writing
lecture notes and supervising action-research projects. This was a heavy work
load even though T had a colleague for the second course and two colleagues
for the third. During this time I was heading up a major project between the
Methodist Church in Britain, Sierra Leone, Ghana and Nigeria. This involved
preparing for and leading consultations in West Africa for each of three
successive years. Also, I was responsible for annual ten-day consultations
exclusively for pecople working regionally, nationally and internationally.
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Intensive engagement in training course, consultancy and project work detracted
from my ability to discharge my responsibilities as the director of Avec as well
as [ would have liked. I simply was not able to attend to the work of the agency
as a whole and the context in which it operated. This caused me considerable
stress and reduced my sense of job satisfaction. .
AsT have already indicated I would not have wanted to become a “managing
director” with a modicum of training and consultancy work, Engagement in
such work was very important to me. I wanted and needed to be a “working
director”. What was required was a more creative balan‘ce between th.c effort I
ut into training and consultancy work and petforming the functmps Of a
director. A third member of staff would have enabled a more realistic distribution
of responsibilities for the work of Avec and for its overall direction.

11. Failure to Publish Adequately

As we have already said, we treated our work in Avec as an action—l:esearch
project. Extensive records were kept. The work was evaluated. E}ndless internal
memos and reports were written. Handouts were prepared. Articles and books
on much of this would have greatly helped to achieve the purposes of Avec. But
they wete not written. A glance at the Bibliography will show that we did not
publish anything of significance on the avec approach between 1982 and 1989
and then between 1989 and 1992 and on Avec between 1985 and 1992. From
the mid-eightics I worked on two books, one on the analysis and. design of
church and community work and another on work consultancy but it was only
after my retirement from Avec that I was able to complete them. Consequently
we did not fully capitalise on our work and research.

Many reasons can be given for this. Some are obvious from what I have
written in this book. Writing articles and books did not come easy to us. There
was no tailor made outlet for the kind of articles we would have written as the
subject matter of church and community development did not fit easily into
the interests of established journals. We were busy and stressed. Whatever the
explanation, the lack of published material was a major disenabling factor and
I deeply regret this omission.

12. Dysfunctional Stress and Strain

Doing the work of Avec was stressful. Most of it was inherent in the work
and unavoidable but some of it was spurious and avoidable. The work load was
enormous. It was simply not possible to sustain all t}'le areas of work all. the
time. Training courses, for example, absorbed all the available encrgy, sometimes
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for two weeks at a time. Then the staff bad to catch up on other things
clamouring for attention. Consequently there were spurts of encrgy in relation
to first this and then that.

Throughout, the staff was continually exposed to several different sources
of vulnerability: working with people non-directively; working outside of any
authority and power structures; permanent financial insecurity; recurring
difficulties of recruiting for courses with the financial penalties of failing to do
so; the temptation to put aside non-directive scruples and attempt to put
pressure upon people to attend courses to make them viable; working with
people on increasingly complicated problems which they and their organizations
had failed to overcome and which they expected Avec to solve in a very short
time. Risks had to be taken. When they paid off the rewards were great and the
satisfaction deep, when they did not there was much angst.

Thinking through complicated things with practitioners could be daunting
and worrying as well as exciting and satisfying, The intellectual stress could be
considerable. This was accentuated by the fear of misinforming or misleading
people or of failing to help them. Church and community development work
involved drawing upon the theory and practice of several disciplines: Christian
theology and particularly pastoral theology, community development, the
social and behavioural sciences and adult education. It involved foraging in
these disciplines for explanations and theories of human behaviour and ways of
working with people which would help Avec staff and those with whom they
were working to overcome the problems that were preventing them from
achieving their purposes. This kind of activity was going on concurrently in
relation to church and community development generally and to the work of
each individual and group engaged in Avec’s training, consultancy and project
programme. To be effective this inter-disciplinary process had to result in
coherent models of practice theory with which those concerned felt comfortable
—and they came from very different theoretical and ecclesiastical backgrounds.
It involved continuous analysis, rescarch and reflection in disciplines other
than one’s own.

All this got the adrenalin flowing. For most part the tension between all
these factors was resolved creatively. When this happened there was what
Professor Gillian Stamp refers to as a state of “well-being” when we felt we were
“in flow”. However, this often induced stress because we over-reached ourselves.
One aspect of the work going wrong was manageable but stressful. Several
going wrong at the same time, as they seemed to do, was difficult to manage
and very stressful. Failure to make progress over a period of years with substantive
issues such as finance and staffing were debilitating and destructive, they
undermined morale and our confidence in a benevolent future. Only now that
I have fré:l!iired do I realise just how stressful the work was.

One of the important antidotes to stress was the help received from
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Dr TR Batten our consultant and the Revd Edward Rogers the Chairman of
Trustees. They helped us to see things more objectively, less emotionally, and
to control our work load.

A Tentative Comment

Somehow or another, Avec remained a small organization, a “family
business” although its work and the people involved in organizing it aEnd
providing the services increased considerably. Whet_her this was a disenabling
or enabling factor depends upon whether or not it would have I:?een more
effective had it become a larger and more formal organization. That is a matter
of judgement and speculation. Possibly Avec was teetering on the' verge of
organizational development. For better or for worse various things, including
some of the disenabling factors, kept it as a carefully structurec';i and pu.rposeful
small organization. Amongst these were: the failure to get a third full-time st.aﬂc
member; the shortage of voluntary and part-time staf”f; the stru.ggle. with
persistent financial problems and living “hand to mouth”; the predllectlon‘ of
the full-time staff to training and consultancy work and their preoccupation
with it; the effort required to design, inaugurate and dev:elop the technical 51.de
of the agency left little energy for other things; dysfuncgc:nal stress and strain.
On the positive side there was a commitment to providing E)CI‘SO[I:.ll services
tailored to people’s needs and circumstances, and to work“at thlpgs ?:wth people
from basic principles rather than proferring ready—mac'ie solutmns‘ -

This analysis does not attempt to describe the kind of organization best
suited to the task of providing services. It provides infor.matlon about Fhe
enabling and disenabling factors emerging from th.e experience of providing
services through a particular agency, Avec, at a particular time. In as _mu.ch as
these are universals, they enable people to establish some of the criteria for
designing small or large agencies for servicing church and community workers.
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CHAPTER VY

"Towards Using the Avec Experience

This final chapter takes us from an analysis of the past experience of Avec to its
implications for the future. First I attempt a reflective summary. ‘Then, draw-
ing upon all the research indicated in Chapter 11, I discuss what it seems will be
involved in the next phase of servicing practitioners, churches and organiza-
tions. This is followed by a note of the resources available. In the concluding
section I cogitate about why the need for consultancy services has become a
significant feature of this generation.

A REFLECTIVE SUMMARY

Researching and writing about the Avec experience from 1976-1991 has
helped me to sec more clearly what was and what was not achieved. Avec
discovered and provided training courses and consultancy services from which
all kinds of practitioners got invaluable help of a kind not otherwise available.
It gained a high and wide reputation for quality service in church and community
work. Associates and staff did a phenomenal amount of work by careful
stewardship of their limited resources and giving themselves totally to the
tasks. Much potential in all this was simply not realised because Avec failed to
attract new money in the 80’, to get the Church of England to second or fund
a third full-time worker in the way in which the Methodist Church and the
Grail had done and because it failed to make its work more widely known
through articles and books, New money and an Anglican worker would not
only have increased effectiveness, it would also have reduced the dysfunctional
stress and strain on the full and part-time staff. In short, trustees, staff and
associates were not as successful in developing and financing Avec as an
organization as they were in providing services.

By common consent, during the last two or three years of this period,
Avec staff gained a new and more comprehensive and coherent understanding
of their approach and the nature of their essential contribution to church,
community and community development work. There was also greater
coherence in and between Avec’s purpose and policy, the work programme,
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staff members’ working relationships with others in the field and the internal
working relationships between trustees and associates. - .
Factorizing is the method I have used to determine things which contributed
to, and those which detracted from Avec’s effectiveness. Factors such as the
non-directive approach and the way of relating to people were permanent and
necessary patts of the avec process. These factors Batten referr-ed to as the “soul
of Avec”. Tor us they were the soul because they embodied significant aspects
of the way in which God relates to and works with other people through Jesus
Chirist and the Holy Spirit. In fact the soul of Avec was what we h'ave refen:ed
to as the avecapproach. Other factors such as the user friend!y services describe
bodies through which the soul lived and worked. The bodies were temporal,
the soul immortal. There were human factors such as qualified missionary staff
and collaborative working relationships. Theological factors undergirded the
whole venture; it was of God. Then there were organizational factors relating
to Avec as an independent service agency and to finance. Finally there were
contextual factors. These are charted in Display 9 and illustrated in Figure 9.
Factorizing has revealed the nature of the component parts that made
Avec work and the things which militated against its effectiveness. As they were
laid, side by side, as it were, some of the necessary connections between the
enabling and disenabling factors were apparent, others were not. All these
factors interacted in many different and often unexpected and unpred.lctable
ways within the complex system of which they were a part. Effectlv?nless
depended upon being alert to them, cultivating the enabling ones and containing
the disenabling ones. A tricky process. Often we failed to manage it in the way
in which we wanted to do. .

The enabling factors were put together in different combir_latlons. to serve
different people in various circumstances and scttings. Doing this was a
creative art. It involved designing and making action systems from t}}e enabling
components which practitioners and staft could use to f:lC'thVC their purposes
in the reality in which they were set, with its constraining and .dlsenabhflg
factors. Forming such action systems was anything but a mechanical exercise
because they were more and other than a simple summation of the parts. They
were holistic tools which meshed into the environment in which they had to
operate. The ability to design such systems was a key enabling factor.

Each of these systems — ten-day courses, work COIlSUltElI.ICY sessions,
projects, etc, — wete designed to facilitate a particular form of dynamic interaction
between practitioners and the work with people for development in wh1'ch
they were engaged. Interaction of this kind causes the fusion of the energies
and abilities of the participants. They act in unison. They collaborate. The.y
combine their intellectual abilities and reinforce each other. They share their
knowledge and insights. They explore each other’s ideas and experience. All
this happens as they engage directly upon the work in a disciplined manner
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Factors retated to

Enabling Factors

Disenabling Factors

Theavec concept,
philosophy, approach
and process viz. the
‘'soul’ of Avec,

The nan-directive approach

Stance on church and community development
« Commiiment {o the Church

Commitment 1o Involving churches as
institutional sntities in community
development

Commitment ta the imsrrelated
development of churches and communities
Commitment to action for lacal
davelopment from all levels

Commitment o waork for the averall
devalopment of socio-religious communities
Commitment to working with people in all
forms of wark

The practice of the profession of lay and

-

ordained ministries in secular & religious settings

Mode of interpersanal engagement and behaviour
The body of knowledge

Failure to

» comprehend

= be faithiul to convictions
= put beliefs Into practice

The media through which the avec process operated viz the “bodies” through which the “soul lived and warked

Theology

Theological coherence with God's activity
in the world and ways with people.
Theory and theology made explicit,

Ditto

The approach,
methods and tools

Basic methods that worked

* The non-directive approach

+ Work study 1ocla

+ Ten-day n-service tralning courses
= Waork consultancy

¢+ Acllon-research

Sheer difficulty of making
thess work

Degrees of Incompetence

The programme

Wida range of user-friendly services

* Self-induced change

* Freely chosen and supparted participation

» A siuational based approach to
contexiual issues

* Well-testad ways and means of analysing
and designing ‘people work’ in churches
and communities

+ Courses and consultency services wera
effeclive and economic work study unils

+ Ongoing refinement end exiension of tha
programme through evaluation

Unreasonable expactations and
judgements and lack of trust

Mismatch of work cultures and
the mistrust it generated

Failure to organize parsonal
fiald-work services before and
afler courses

Work flow and recruitment
difficuities

The staff,
the human factor

Mode of technical and inlerpersonat
behaviour

Qualified ecumenical staff with a sense of mission

* Vocational commitment Informed by
experience

» Faithfulness to the core concepts,
approaches and processes of Avec

* An ecumenical teamn of associates and
part- and full-time staff members

+ Denominationally multi-lingual

« Continuing professionel davelopment of
staff and associates

» Staff managers, trainers and consullants

Collaborative and supportive working
relationships

Shortage of peaple to staff 10-day
courses and consultancy work

Failure 1o get a third fuli-time
staff membar

Diractor's intensive engagement
in training, consultancy and
prajecl work

Dysfunctional stress and strain

Fallure to publish adequately

The organization

Professional, administrative, financial and
moral support

+ An ecumenical trust

+ Consultancy support

+ Financlal and moral suppor with
conditiona but without ‘&trings’

Avec was

+ An independent agency

« A service agency

Avec's vocation the vocation of others

Finaneial difficulties and crises

Limited inter-organizational and
ecumenical co-operalion

Conlext

Avec's good name and promotional networking

Favourable to church and cammunity
development

Felt need for the approach

Indifferance, antagonism

Ignorance and suspicion of the
non-directive approach

Various degrees of failure to realise the conditions necessary for the enabling factors ta be fully effective

DISPLAY 9: The Pattern of Enabling and Disenabling Factors
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FIGURE 9: Avec, Soul and Bodies
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through processes of analysis and design. Fusion of encrgies and work
engagement combined release creative power and engender an ethos an
spirituality which are greatly valued. At the very heart of this is the facilitating
power of the non-directive approach. This is how the avec process works. I
have tried to model these essentials of the design in Figure 10.
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FIGURE 10: Avec: Fuslon of Energies in Work Engagement
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From this analysis a picture emerges of an agency providing services of
proven value but for ever struggling to survive in the market place and to
expand. Undoubtedly, much could be learnt from a similar analysis of the next
three years and the factors related to Avec ceasing to trade. Leapfrogging over
this period to a brief review of the contemporary situation is tantalizing and
frustrating but unavoidable. Be that as it may, this analysis of the period 1976-
91 is not compromised by the closure of Avec as an agency. On the contrary,
the advent of the Avec Association in the same tradition confirms the validity
of the enabling factors. Bald facts of the period 1991-94 are: the economics of
Avec became much more problematic, not least because of unanticipated
difficulties in funding me as a research wotker; in 1993 1 took voluntary
retirement to case the financial situation; there was a slight upturn in the
finances as the director attracred new work and recruited new associate staff
members; Canon Malcolm Grundy was an energetic director until he became
the Archdeacon of Craven in May 1994; in July economic and logistical
difficulties led the trustees to abandon their search for a new director and to
decide that Avec should cease to trade in August 1994; having supported the
formation of the Avec Association the trustees closed down the Trust at the
beginning of 1996.

SERVICING THE AVECMOVEMENT BEYOND AVEC

Making assessments about the continuing need for Avec type training and
consultancy services and how they could/should be met involves three things.
First, it involves reconsidering the contributions these services and the adopting
of the avec approach make to the Christian work-force and through them to
the Christian enterprise in church and society. Second, it involves assessing the
state of the avec movement. Third, it involves identifying contemporary needs
and resources. Clearly, these things are matters of moment when people
consider, as I do, that Avec-type training and service conttibutions are invaluable
and essential to human and spiritual well-being in church and society in the
contemporary situation and the foreseeable future. My aim is to provide
information which could help people in the churches -and especially those
with power, authority and influence — to consider ways and means of providing
what is needed.

1. Effects and Contributions

Avec enabled practitioners, churches and organizations to work with
rather than for people and to design programmes through which they could
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promote self-directed participation, self-determination and self-induced change.
Staff and associates formulated coherent expressions of the theory, theology
and practice of church and community development. They developed analytical
tools, modes of studying work and in-service training courses based on work
consultancy processes. A unique mode of interpersonal engagement and
behaviout between trainer consultants and practitioner consultors evolved.
Avec pioneered work and vocational consultancy provision and researched
codes of good practice through providing a wide range of user friendly services.
A cadre of qualified staff was built up. Avec was a centre and a community for
work reflection which helped people to become better reflective practitioners.
In fact through processes of trial and error Avec:

* demonstrated conclusively that the non-directive approach to church
and community development is appropriate to the extraordinarily
wide range of work in which those who used its services were engaged;

* found ways of helping practitioners, teams, church, organizations and
religious orders to determine precisely the kind of practical, theoretical
and theological help they needed from Avec staff in order to develop
their abilities to adopt, adapt and practise this approach;

* discovered the conditions under which practitioners and their churches
and organizations could avail themselves of the help they needed;

* devised effective modes of analysis, research and design which practi-
tioners themselves could engage in and use in relation to their prob-
lems, cases, work situations and projects;

* developed ways of providing work and vocational consultancy services
to individuals, groups, churches and organizations and ways in which
practitioners could act as consultants to each other;

* provided reflection/action wotkshops in which belief and practice
were examined on the test bed of applied theology, the mission of the
church and critical features of contemporary society;

* became a tangible focus and a promoting presence for the non-
directive approach to church and community development;

* found that all parricipants placed great value on the avecapproach, the
services provided and the existence of such an agency;

» accumulated invaluable data about the life and work of clergy, rel-
igious and laity in all kinds of churches and communities which, if
researched, will provide a unique picture of beliefs, aspirations, pur-
poses, conditions, achievements, problems and failures during an
important period of change and development in this century;
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showed that, given personnel and some finance, the service agency

mode'l for providing training and work consultancy has much to
contribute to the church and allied organizations;

* provided important information about the actualities of creating

and maintaining agencies to setvice the work-force of the Christian
community.

The following bald statements indicate some of the effects that Avec had
upon church and community work and those engaged in it.

It helped, encouraged, inspired and challenged people.

It contributed to the creation of a more highly skilled and job satisfied
work force.

It helped practitioners to get a subjective purchase on work and life

through using their intellectual abilities and their intuitive sensitivities
to better effect.

It engendered egalitarian working relationships,

It promoted dialogue, co-operation and collaboration in a competitive
and pluralistic church and society.

It b(?gan the development of a work consultancy infra-structure which
services and supports workers.

It generated a particular form of “work culture” with an inimitable
spirituality.

Avec continued to make these kinds of contributions and to be this kind of
presence until 1994 and, as we shall see, the Avec Association intends to do SO.

2. The Current Situation

From the outset the aim was to use Avec to promote and develop
non-directive action for human and spiritual development of Christians and
non-Christians and their communities through the church, A major objective
was to get as many practitioners and institutions to adopt and to internalise
the avee approach, to embody it, so that it had a life of its own ultimately
independent of Avec, but making common cause with it in an ever changing
interdependent relationship. Over and again this objective was achieved. There

is avec life beyond Avec in countless human cells. That is #he legacy of hope and
promise of Avec 1976-94.

121




A reliable audit of the extent, health and weakness of the aver movement
would be helpful. Carrying out such an audit would be difficult and demanding
and is beyond our resources so we have to rely on the obscrvations and
impressions of people active in the field. There are several key aspects emerging
from my own observations and those of others:

» there is growing interest in and acceptance of aver type approaches;

* a significant and increasing minority of practitioners and a smaller
minority of churches and organizations have internalized the avec
approach;

* an increasing number of practitioners, churches and allied organiza-
tions make use of non-directive work and vocational consultancy
services and seek to make them available to others without necessarily
adopting the approaches themselves in their work with people;

o there is a shortage of people who can act as work and vocational
consultants.

The avec movement s, in fact, part of a much wider movement towards
egalitarian working relationships in church and community work stemming
from many different secular and religious sources. Central to this movement
there is an inegorable thrust towards the liberation and empowerment of people
in every aspect of religious and secular life. It is about getting people to think and
act creatively for themselves and with others. It mobilises people to usc all their
resources and determination to create the kind of churches and communities
which enable people to satisfy their deepest human and spiritual needs. It is not
freedom for freedom’s sake. It is freedom to be engaged in all that makes for
human well-being, happiness and development and the common good. Such
high purposes prevent liberation and empowerment and the approaches which
facilitate them from becoming open-ended or a recipe for anarchy.

Gradually this movement has induced radical changes that have been
transforming working relationships in all areas of contemporary life in the
western world throughout the second part of this century. Working with and
alongside people is seen to be a much more effective way of getting people to
give of their best and to engender their own development. Increasingly, emphasis
is placed upon participation, collaboration, equal opportunities and associated
concepts. Christians have “discovered” shared ministry, team-work and the
ministry of the whole people of God. Morally and theologically such approaches
have the edge becausc they respect human and spiritual rights and enhance
human dignity. This movement, sadly all too slowly, is overcoming authoritarian,
autoctatic, patronising, discriminatory and do-gooding forms of behaviour
and outlawing them from acceptable practice. It is making significant
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contributions towards the transformation of the church and the work it does
with people, although there remains a very long way to go. I believe this
movement to be irreversible but it would be unwise to underestimate the
resistance to it from people on the left and the right in the church and the
world,

My observations and research show that the avec movement is healthy; I
scc new evidence of its vitality in many people and places. Nonetheless, am
ﬁrrply convinced that for the foreseeable future it needs a focus, a central body
which epitomises, promotes, develops and researches it vigorously — not least
to sec that the needs described in the next section are met. The Avec Association
is therefore important.

3. Needs

The following persistent needs are emerging from harvesting the work of
Avec in the ways described in Chapter II and observing the church at work.

The Need for Increasing Numbers of Workers to Develop Their Abilities to
Analyse and Design Their Work and to Use the Avec Approach

Much effort has gone into inducting clergy, religious and laity into the
avec approach. Equal attention now needs to be given to helping them o
develop their abilities to design, as well as to analyse, programmes of church
and community work by which they themselves and those with whom they
work can, and will, promote overall human and spiritual development.
Designing, a very different activity from analysing and a much more difficult
skill to acquire, is a neglected art and science. The non-directive and aver
?pproaches facilitate these processes of analysis and design and aid the
implementation of action plans that emerge. Current emphases upon appraisal,
review and evaluation bring this need to the fore.

The Need for Consultancy Services and Therefore for Consultants

No matter how proficient practitioners become in the analysis and design
of their own work programmes — and it is important that they become as self-
reliant as possible — they will not become entirely self-sufficient. They will
need work consultancy help when, for instance, they simply cannot get their
minds around things either because of their complexity or because they are too
emotionally involved. Practitioners also need such help when they are
experiencing work related reactive depression and stress, ic, depression and
stress induced by work problems and worries and a sense of failure racher than
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by innate psychological disorders. It is important that those in such circumstances
should 70t be directed to counsellors when they need consultants.

Some twelve years ago an Irish Methodist minister came to Avec for
consultancy sessions. He felt he was a failure and ncara breakdown. He had his
resignation from the ministry in his pocket. He was facing extremely difficult
problems in a shared church. The consulrancy group helped him to work his
way through those problems to a course of action that worked. It is highly
unlikely that he would have got from a counsellor the technical help he needed
with his work which was the source of his psychological distress. He is now a
Chairman and Superintendent of the Belfast Mission, and gave me permission
to tell this story. He said, “Those sessions saved me for the ministry”. In work
we did with the Methodist Church Overseas Division for eighteen years we
took great pains to discern whether a person needed consultancy help in
relation to her/his work or vocation or whether she/he needed counselling -
and when in doubt we always went first for consultancy and only rarely had we
to suggest counselling.

Meeting this need more adequately involves making more readily available
two forms of consultancy help: that provided by specialist consultants and that
provided by practitioners acting as co-consultants to each other in their work
situation. It also involves training people in the art of consulting with other
people about their work and vocation.

The Need to Orientate Church and Community Workers at an Early Stage in
their Professional Training to the Avec Approach and its Applications

Enormous advantage could be gained through introducing all church
workers at an early stage in their professional training for diaconal, lay, presbyteral
and religious ministry to the rudiments of several things: the avec approach
and the body of knowledge and experience associated with it; work analysis
and design; work and vocational consultancy. With reference to the last point,
it is particularly important to prepare and train them to be consultors. This
would enhance their ability to engage in various forms of work analysis,
appraisal, audit and evaluation. They need to develop their ability to process
creatively through their own being both negative and positive feedback. Without
this capacity they are at a grave disadvantage no matter how sophisticated the
analytical and evaluative procedures they and others deploy. -

The Need for Creative Reflective Communities and Centres

Reflective practitioners need reflective communities to stimulate and
sustain them — and vice versa. Practising the avec approach creates both
reflective practitioners and communities. Nevertheless reflective practitioners
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need opportunitics to reflect with people other than those with whom the
work, :I'here are many reasons for this. One is that they need places where the
can think openly and safely about any and all issues without the inhibitin fea}rr
that thmki.ng aloud freely will damage local working relationships. Anotﬁer is
that reflective practitioners need reflective communities when they are workin
to av;-raken unreflective groups. Avec courses and co-consultancy services actuallg
pr0v1.ded temporary and ad hoc reflective “communities”. They are still necdc?i’
and in some cases desperately needed. My hunch is that those who fail to
become habitual reflective practitioners are those who are unable to find or
generate reflective groups, churches or communities.

The Need for Avec Type Courses and Services

Avec type courses and services adapted to changing circumstances continue
to bff ne:eded. That, T believe, to be self-evident. They make essential
contributions to the infra-structures of continuing training and consultancy

support ?.l‘lld the back-up services required by reflective practitioners and
communities.

The Needﬁr Research

Ongoing programmes of research are urgently needed into th .
theory and theology of: gently needed into the practice,

* church and community development work;

the analysis and especially the design of work programmes aimed at

promoting human and spiritual development in churches and com-
munities;

» work and vocational consultancy services and their operational rela-

l:il.onshlp to appraisal and evaluation schemes, counselling and spiritual
irection.

4, Resources

In this section I note briefly the resources currently available to meet the
needs listed in the previous section. I have limited myself entirely to those
things which are based directly upon the approaches, methods and services
referred to in this book. Approaches and services significantly similar abound
which could also help to meet these needs. But it is beyond the scope of this
book to describe and compare them. That is a task for the reader to do in
relation to resources available to them and for others who can take a more
objective and independent view of the different resources than I am able to do.
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This information could help three possible groups of readers: practit.ioncrs
who wish to learn more about the approaches and methods and to acquire the
skills; church leaders and those engaged in pastoral management who wish to
ensure that practitioners (lay, ordained and religious, paid and voluntary) are
adequately equipped for their work and have the support they need; those
responsible for pre- and in-service training of the church’s work-force.

Literature

An examination of the annotated bibliography shows that the amount .0f

literature available for those who wish to study the approach is expanding quite
uickly. _ . - _

d Catherine Widdicombe and I, in association with the Grail and with t'he
backing of a charitable trust, have set up “Avec Resources: Working With
People in Church and Community”.* The aim is to make books ar}d papers
more readily available to theological colleges, training institutions and
practitioners. ' . .

The Avec specialist church and community development library and a
selection of occasional papers and journals have been re-housed at Westminster
College, Oxford for reference. Extensive archives are also to be housed at
Westminster,

Training and Consultancy Services

In this secrion I note briefly the avec type training and consultancy
services available in the British Isles.

The Avec Association™™

The Avec Association is a successor to, but not a direct continuation of,
Avec. It was formed by a group of Avec associates who met Whe.n they knew
that Avec was to cease to trade to see what could be done‘ to provide the Avec-
type services which they were utterly convinced were still needed. They met
several times and considered the logistical, recruitment, stafﬁng and financial
problems that Avec had experienced in the past and those which had led the
trustees to the decision they deeply regretted having to mflke. (An eatly draft of
this book was made available to them during th%s period.) Evcntual_ly they
came up with ideas for continuing the Avec trac_iit'lon buF through a different
kind of voluntary organization, the Avec Association. Display 10 reproduces

* Avec Resources, 125 Waxwell Lane, Pinner, Middx. HAS .3ER o
o F:)':Cfurthcr information contact The Revd Dr Keith Davies, Hartley Vicroria College, ¢/o Luther
King House, Brighton Grove, Manchester, M14 5]P from September 1996 onwards.
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MISSION STATEMENT

The Avec Association aims to facilitate a process by which individuals, organisations
and communities can become reflective praciitioners. Qur aim is to work with
people on the analysis, design and re-design of the work in which they are engaged.
We aim to help others to explore the creative tension between:

* their past story, traditions and experience;
* their present needs and opportuhities;
* and the possibilities of the future.

Avec has developed a distinctive training and consultancy provision which is based
on a tried, tested and coherent process, which involves working together towards:

{a) a description of a person’s beliefs, work and context;
(b) analysis of the tensions and opportunities present in that situation; and -
{c) designing of possible strategies and potential solutions for the future,

Avec has been especially successful in helping people to relate faith to context,
working with problems, resolving conflict, shaping shared visions, promoting human
and spiritual development, and facilitating evaluation. One of Avec's important
strengths has been that this has been an scumenical process from start to finish,
and it is intended that this ecumenical dimension should continue.

AIMS AND OBJECTIVES OF THE ASSOCIATION
The Association aims to:

* franchise the Avec approach and courses;

provide affordable services for training and consultancy, especially having
in mind those in moments of transition, crisis or change e.g.
— Ordinands;

— Missionaries preparing for overseas service or returning to work in
this country;

— Organizations and individuals seeking help with evaluation;
* process the induction of new Avec trainers;

offer a support network for workers, members of the Association and those

who have been on courses, as reflective practitioners of church and
community development

* be atangible focus and a promoting presence;

be developmental at every level of management, in respect of both
professional and institutional development;

* linise with other service agencies and community networks, and facilitate
with them the creation of forums to reflect on current issues;

* promote research;

* be ecumenical in approach.

DISPLAY 10: The Avec Association Mission Statement and Aims and Obejctives
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the Associates mission statement and its aims and objectives. To facilitate the
working of the Association a Development Group has been formed. Teams
have been formed to provide work study courses and courses and services for
mission partners (missionaries); to co-operate with the Conference of Religious
in providing courses and services for religious; to promote the avec approach in
theological education and ministry practice. Several members of the Association
are involved in research in a number of fields using their Avec experience.
Regional netwotking is being encouraged by the Association.

Methodist Further Training Courses

Versions of the work paper study groups are used on some Methodist
further training courses.

Cliff College

Cliff College, Calver, in association with Shefficld University now offers
an MA in Evangelism. One of the modules is on the non-directive approach to
evangelical ministry. The course will also make use of the action-research
methods developed by Avec and especially those used in the Avec/ Roehampton
Institute Diploma in Church and Community Development.

Consultancy Services in the Methodist Church and Westminster College

Initiatives are being taken towards providing more adequate work
consultancy services. The British Methodist Church is considering the kind of
work and vocational consultancy resources and services needed by its ordained
and lay workers and means of providing them, so that they complement
counselling services, appraisal schemes and other support systems.

Westminster College, Oxford is considering the idea of forming a
Westminster College consultancy service in applied theology. This will draw
upon the Avec experience of providing work and vocational consultancy
services. Also under consideration is a proposal to provide a training course in
work and vocational consultancy.

People Who Have Been on Avec Courses

Another resource is people who have been on Avec courses, “Avec Resources”
and the Avec Association may be able to help you to find people who have
artended Avec courses and are open to people contacting them about their
experience. Some of them may be in touch with groups of people who
support each other and act as work paper groups. A few of them offer
consultancy help.
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BUT WHY THE NEED FOR THESE SERVICES?

Why the need for in-service training and consultancy services? Generations
of people have given outstanding service in and through churches and allied
organizations without recourse to such help. Now, however, this help is needed
and 1n9reasingly wanted by those engaged in the work and ministry of the
church in contemporary society. Several things help to explain this development:

* Egalitarian, participative and non-authoritarian working relationships
are becoming more widely accepted and claiming the high moral
ground in church and community activities. This means practitioners
have to learn new approaches and methods.

* The growing practice of people designing their own local church
and community work programmes rather than following blueprints
means, inter alia, that different skills have to be learnt and that work
programmes are more varied.

. Tl-le use of approaches and methods from the social and behavioural
sciences and from business and industry is widespread in the churches.

There is an emphasis upon clergy, religious and laity becoming reflec-
tive practitioners and building reflective communities. Alongside this,
they .are required to be accountable. Consequently there is a rapid
development in the major denominations of work assessment and
appraisal schemes for workers and programmes of evaluation for church
and community work programmes.

These multifaceted changes constitute a paradigm shift in the work
culture of churches and allied organizations. Amongst other things, for instance
this.mcans that those who were trained to conduct worship and to addl‘es;
audiences now work with groups openly to facilitate participatory worship and
those trained to give pastoral advice now have to act as counsellors. Those who
were trained to lead have now to collaborate. Those schooled to service
maintain and develop established programmes of church or educational work
have now to design and to manage diversified programmes. Those who were
trained to follow traditional ways of doing things now have to think out for
themselves how to do things and their motivation for doing them and to get
others to do the same. Those who once pursued their ministry with segregated,
like-minded people now have to relate to people of other denominations and
faiths, religious cultures and ethnic backgrounds. These changes make great
practical, theoretical and theological demands upon workers. Accepting the
practical aspects of these changes without examining the underlying theory
and theology makes workers vulnerable because they cannot give adequate
reasons for what they are doing, Yet examining the undetlying theory and
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theology is a complicated business. It involves foraging in many disciiplines
other than their own such as sociology, management and business studies, t'he
study of organizational theory and behaviour, social }Vork and community
development studies etc. An extraordinarily difficult thl'ng. to do.. Rival claims
and contradictory theories confuse laymen and specmhsts. a}lke. Also, no
sooner have workers and people got hold of one idea than it is upstaged by
another. Very few people can master even one 4lsc1pl1ne. Workcr§ often find
themselves on the practical, theoretical, theologjical edges of all this- anc'1 they
are workers and not academics, they have to decide and act now, not juggle
with and speculate about ideas and theories indefinitely.

In-service training courses and consultancy services are ways of helping
practitioners enter into this new work culture and they are allso cs.sentlal aspects
of it. This is so because the rate of change of working practices is so great tbat
pre-service training can no longer equip people for the whole of their working
life, apart, that is, from equipping them to approach .and negotiate s:hangc
creatively. In-service training and consultancy services make thc.lr be.st
contributions when they are used to perforr‘n complementary. functions in
helping practitioners, churches and organizations to pursue their purposes in
their own way in an ever changing work culture.
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Bibliography

Books and Papers About the Avec Approach
to Church and Community Development

This bibliography is about books, papers, articles and theses which describe
and examine the avec approach to church and community development and
the concepts, theory and theology on which they are based. I have dcliberately
limited myself to the avec approach even though there are many other books
which are about similar approaches. Most are available from “Avec Resources”,
The Grail, 125 Waxwell Lane, Pinner, Middlesex, HAS 3ER; some are in the
Avec reference library (tchoused in Westminster College Oxford, information
from Avec Resources), others are in college and university libraries; some are in

the process of being written and published. They are listed under the following
headings:

® Personal testimonies,

Examples of the approach to church and community development
work in practice.

Practical aids to working with practitioners, groups and communities
and to non-directive work consultancy.

Books about basic concepts related to working with people in church
and community.

* Action-research into the non-directive approach to church and com-
munity development.

Personal Testimonies

Widdicombe, Catherine & Lovell, George (1987) Our Church and Commu-
nity Development Stories (Avec Publications) 16pp.

This booklet describes the separate paths which led ewo people into church
and community development: Catherine Widdicombe, through the Second
Vatican Council, and George Lovell, through local church ministry in this
field of work. It describes the work they did together from 1971 to 1976
through Project 70-75 and from 1976-1991 through Avec.
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Lovell, George (Editor) (Forthcoming) 7élling Experiences: Stories About a
Transforming Way of Working with People.

In this book a number of very different people tell their own stories about how
the avec approach and the Avec courses profoundly changed the way in which
they work with people in churches and communities. They represent four
denominations in three countries. Some of them work on coundil estates,
others in urban and suburban communities. One person worked with the
profoundly deaf, another with travellers, and yet another with mentally ill
destitutes in Nigeria. Two of the stories are about couples with joint and
separate vocations. They tell how work consultancy sessions helped them to
sort out some tricky issues and make far-reaching changes in their approaches
to each other’s vocation.

Examples of this Approach to Church and Community Development
Work in Practice

Lovell, George & Widdicombe, Catherine (1978) Churches and Communities:
An Approach to Development in the Local Church (Search Press) 218pp.

This book describes how clergy and laity of sixteen churches of seven denomi-
nations in Ronsey (a pseudonym) helped by an ecumenical team learnt about
the non-directive approach to working with people and tried it out on a wide
range of church and community work and how they found the experience of
working in this way deeply satisfying and highly productive. It contains a
collection of case studies of development work with individuals, groups,
ccumenical organizations and churches. It describes the evaluation of what had
happened by the people and how they felt that what they had learnt, should be
widely known for the sake of the church as well as the communicy. It also
describes how key people in all major denominations were involved in dis-
cussions about the project from beginning to end, and what they thought

about it.

Grundy, Malcolm (Editor) (1995) 7he Parchmaore Partnership: George Lovell,
Garth Rogers and Peter Sharrocks (Chester House Publications) 189pp.

This is probably a unique story. The Parchmore Road Methodist Church in
Croydon, South London, has had four consecutive ministers who have, since
1966, actempted to develop the life of this local congregation by using church
and community development methods and policies. This book — the stories of
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the first three covering twenty five years with a contribution from the fourth
who is the present minister of Parchmore — encourages us to see how much
more can be achieved when consistent working practices are employed. A
measure of the effectiveness of the Parchmore ministry through these three
men is one way in which relationships with the police and the local commu-
nity were maintained through more than 20 years of tension and change.

Practical Aids.to Working with Practitioners, Groups and Communities
and to Non-directive Work Consultancy

Widdicombe, Catherine (1994) Group Meetings Th : ) '
mbe, Catt gs That Work: A practical guid,
Jor working with different kinds of groups (St Pauls) 205pp. Procuces e

Tl}is is a practical “how to” book, a helpmate, about working together in groups.
Itis arranged so that you can easily find what you need for a particular group or
situation. It could be used as a manual by study groups. It is written for anyone
who wants to help others to think and discuss together and to tackle common
tasks collaboratively. This means, amongst other things, pooling ideas, insights
and expertise in the conviction that individuals, groups and communities
flourish best when people have a say in decisions that affect them.

Lovell, George (1991) Diagrammatic Modelling: An aid to theological reflection
in church and community development work (An Avec Publication originally

gzblished as Occasional Paper No 4, 1980 by the William Temple Foundation)
pp-

This report has a preface by Bishop David Jenkins. The title is an accurate
description of the contents of this booklet. Drawing heavily upon the work of
Bishop Ian Ramsey, models are described and diagrammatic modelling is
illustrated. Three creative experiences of disclosure models are described and
the reflective process which led to them is outlined in some detail.

Lovell, George (1994) Analysis and Design: A Handbook for Practitioners and
Consultants in Church and Community Work (Burns & Oates) 303pp.

This book gives examples of ways in which clergy and laity can analyse and
design their work with people. It covers every aspect of it, from having the
initial ideas to evaluating the outcome. It describes sequences by which clergy
and laity can think through the work they do with people more systematically
and systemically. These sequences help people to articulate, conceprualise,
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analyse, and evaluate their work experiences and ideas and to design, plan
and carry out programmes most likely to achieve their purposes. Embedded
into the habitual working practices of clergy, laity and organizations these
sequences give depth to the work and enhance its quality and value. In turn,
this makes for better workers and more proficient working organizations and
churches.

The book examines these thoroughly researched and tested sequences and
methods, the underlying theory and theology and their relevance to the
contemporary situation.

Grundy, Malcolm (1995) Community Work A Handbook for Volunteer Groups
and Local Churches (Mowbray) 165pp.

This book puts a case for churches being involved in community work and
community care. Then, drawing upon various approaches and methods, it
goes on to look in practical ways at fund-raising, managing a project, employ-
ing staff, using volunteers and organizing meetings and groups. Detailed ways
are suggested for the all-important work of staff and project evaluation. All this
is done with an examination and an affirmation of the Christian values
implicit in this kind of community involvement.

There are two forthcoming handbooks for practitioners: one by Catherine
Widdicombe giving practical aids to the formation and development of small
communities in religious orders; the other by George Lovell is for those
engaged in work consultancy, appraisal, evaluation and supervision related to
church and community work.

Books About Basic Concepts Related to Working with People in
Church and Community

Lovell, George (1992 originally published in 1972 asa Grail & Chester House
Publication) The Church and Community Development: An Introduction (An

Avec Publication) 80pp.

A concise introduction, in non-technical language to church and community
development work. It describes how local churches can work with rather than
for people. Tt gives illustrations of projects and schemes. It discusses the biblical
theology underlying this approach.

Batten, TR & M (1989) The Non-Directive Approach (An Avec Publication)

53pp-.
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This book, written in a plain, direct and lucid style, is a critical study of th
nature, scope and limitations of the non-directive approach. The directive ang
nf)n—dlrectlve approaches are defined and contrasted and their relative
dlSCLlSSC'd. This publication is an abridged version of The Non-directive ‘;CS
proach in Group and Community Work by the same authors published b—
Oxford University Press 1967, fourth edition 1978, now out of print. 4

Inva{vement in Community: A Christian Contribution: A report by the Com-
munity Development Group, William Temple Foundation in collaboration
with the Community Work Advisory Group, British Council of Churches
(1980) (The William Temple Foundation) 107pp (out of print).

This is a theological critique of church and community development work b
a group of people which mer over a period of some three years under the ae ii;’
of the William Temple Foundation, They were Tony Addy, John Atherton
A!an Gawith, David Jenkins, George Lovell, Harry Salmon, Austin Smith’
Rlch_ard.Tctlow, Gerry Wheale and Clifford Wright. From a Christian perspecj
tive it critically explores the nature and necessity of involvement in community
and its li-mitations. It argues the necessity for a theory of involvement in
community and discusses what is involved in formulating one. It concludes
that this way of working is in fact a way of life.

Action-Research into the Non-directive Approach to Church and
Community Development

Lovell,'Gec‘)rge (1973) An Action Research Project to Test the Applicability of the
Nan.—dzrectwe Concept in a Church, Youth and Community Centre Setting (A
thesis submitted for the Degree of Doctor of Philosophy in the Institute of
Education, Faculty of Arts, University of London).

Thif thesis is a factual study of a community development action-rescarch
project. It tests the applicability of the non-directive approach to working with
people (as defined by TR Batten) in a church, youth and community centre
setting in Thornton Heath, Surrey. It describes the origins of the project; the
training in community development of the Methodist minister who acted as
“worker”; the help he received from a consultant; and the theoretical back-
ground to the non-directive approach. It reports in detail the developments
which occurred between September 1966 and August 1969 (with some ref-
erence to events up to August 1972) in youth, community and church work
and in programmes of Christian education and worship and the ways in which
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the worker initiated programmes of work and prepared, assisted and trained
those who undertook them.

It considers the relevance of action-research and the worker’s role as an
“active participant observer” in the sequential analysis of community
development processes. It describes the use of “indicators” for evaluating
“change for the better” in people. It analyses various critical responses to the
worker’s use of the non-directive approach.

It concludes that the use of the non-directive approach helps people to
“change for the better” and is applicable to work undertaken in church, youth
and community centre settings. It recommends that church and community
workers be trained in the non-directive approach and states the need for more

consultancy help.

Widdicombe, Catherine M] (1984) The Roman Catholic Church and Vatican II:
Action research into means of implementation (Thesis submitted for the Degree
of Master of Philosophy in the Institute of Education, Faculty of Education,
University of London).

This thesis studies work done between 1970 and 1981 with Roman Catholics
in positions of authority, particularly at local level, through two ecumenical
community development action-research programmes: Project 70-75 and Avec,
a Service Agency for Church and Community Work. It is about the introduction
of new ideas and practices required by the Second Vatican Council (1962-
1965) into the Roman Catholic Church through inidating clergy, religious and
full-time church workers into the appropriate and skilled use of directive and
non-directive approaches. It describes the approaches and methods as used in
training, projects and work consultancy.

It discusses the nature of the changes at the heart of Vatican II and
outlines the way the Roman Catholic Church has attempted to implement it
and with what result. It describes work done with a large number of clergy,
religious and church workers; the problems they were currently facing in
introducing Vatican II; and the ways found of overcoming or ameliorating
them. It shows that through this work many Roman Catholics in positions of
authority have undergone a change of attitude and approach to their work
with people.

It concludes that Roman Catholics in positions of authority at every level
in the church would be helped to implement the innovatory ideas and prac-
tices of Vatican IT if they were able to use the non-directive approach, and to do
that they need training and support.
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personal growth through community development and curriculum devel :
methods (A thesis submitted for the degree of Master of Phi velopment
University of Liverpool). gree of Master of Philosophy in the

New, Charles (1987) Development in Church and community: Promoting

This thesis is about a Methodist Circuit minister (the Revd Charles New) and
a church of which he was minister for ten years (Moreton Methodist Church
Wirral). It describes in detail a three-year period during which importané
ch.anges occurred in the church and in his role and function as the minister,
His assessment of the significance of these changes and of the part he played in
promoting them is tested by rescarching the opinions and attitudes of some of
th§ church members, community groups who used the church premises and
neighbourhood agencies whose work brought them into contact with th
church. )
It also describes and evaluates principles and concepts from community
development to which he worked in his ministry. It shows how curriculum
development models used in formal education and the principles and concepts
from which they are constructed can assist ministers and other local church
workers to promote human and spiritual growth amongst the people.
. Insights from both community and curticulum development practices are
incorporated into a tentative model by which a local church worker could put
these ideas into practice in his or her own situation,

Mellor, G Howard (1990) A Theological Examination of the Non-directive
Approach to Church and Community Development with a Special Reference to
the Nature of Evangelism (A thesis submitted for the degree of Master of

Arts in Theology in the Theology Department, Faculty of Arts, University of
Durham)}.

This thesis is an examination by Howard Mellor, now Principal of Cliff
College, of the nature and value of the non-directive approach to church and
community work in the context of evangelical ministry. It originates out of his
seven-year ministry in Addiscombe, Croydon and describes the process of
adopting a non-directive approach to that ministry, first of all intuitively and
then systematically.

The thesis considers the origins, nature and application of church and
community development and the directive and non-directive approaches.

Evangelistic ministry is analysed by noting the characteristics common to
all evangelicals and then constructing in some detail a typology of evangelicals
against which to test the applicability of the non-directive approach. It then
critically reviews the theology of church and community development. It tests
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out the non-directive approach against the biblical narrative by considering
Jesus' use of parable, the exercise of authority, and use of charismatic gifts
within the church. It examines three areas which scem predisposed to show
dissonance between evangelistic ministry and the non-directive approach:
decision-making, theology of evangelical conversion; proclamation of the
evangel. The conclusion is that the biblical teaching supports the non-directive
approach, whilst also recognizing certain aspects as non-negotiable.

Only one type of evangelical, the fundamentalist evangelical, is in-
compatible with the non-directive approach. It further concludes that the non-
directive approach is not only consonant with evangelistic ministry but could
be a vital partner to such a ministry and increase its effectiveness.

Dissertations, Essays and Seminar Papers Produced by Members of Diploma
Courses (An Avec Resource Publication) 32pp.

This report is a note of the dissertations, essays and seminar papers produced
by thirty four members of the Avec/Rochampton Institute Diploma in Church

and Community Development courses from 1986-1993. The dissertations are KEYS TO CHARTS
about action-research programmes on church and community work by clergy,
religious and lay workers of six denominations. Notes of each dissertation are GENERAL KEY
given. Copies of this report can be obtained from Avec Resources. AL
g j gngllican OFM = Order of Friars Minor
2 = Baprist P = Presbyterian
= Congregational Q = Quaker
gh . = Church Reg = Regional
ChOWkrS - gilmrclf: %g Ireland Rel = Religious (Ordained Religious
< = urch Works are listed under clergy)
Ditsas = gourses RC = Roman Cachalic
= Deaconess URC = United Reformed Church
IE)/[RC f ﬁur;:lh ﬁeformed Church YMCA = Young Men’s Christian Association
NG = ethodist ? = Someone whose denomination is
N = Nevlv Testament Church unknown to us or who is a
at = National non-Christian
Nos = Numbers

RELIGIOUS CONGREGATIONS

C } . .
CgSR - F{a.zsmmsts ) RSC = Religious Sisrers of Chariry
oS ; V(;,n emptorists RGS = Congregation of Our Lady of Charity
o M centians B of the Good Shepherd (known as
= Daughters of the Holy Spirit Good Shepherd Sisters)
or = Dominicans 5] = Jesuits
OSM = Servites SM = Marists
RSM = Sisters of Mercy SSMN i
= §
RA~ = Religious of the Assumption et of S¢ Mary of Namur
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APPENDIX 1 — The participants in Avec’s Training Consultancy and Project Work Programme, September 1976 — August 1991 : Fifteen-year Statistical Summary Chart
Na.of L f ]
Descriplion 0.0 ocation Totaf Denominations Denominations Warking Rel/D
85/ La
Courses Ne. A B M NTC RC URC ? Locally Reg/Nat Clergy Ch Wkrs Peugle
[
Extended Courses:
2-year par-time
diploma 2 Londen 25 7 1 8 - 1 10 - - 18 7 11 14 -
Perspactives & practice
of ministry 1 London 13 9 - 2 - - 2 - - 11 2 11 2 _
Managsts of community
work 1 London 10 5 - - 3 - - - 2 5 5 2 8 _
Total 4 48 2 1 ] 3 1 12 - 2 M 14 24 29 -
4
10-day Courses:
Regicnal, national &
intamational responsibility. 11 l.ondon 121 32 - 28 - 3 49 9 - 19 102 g2 a8 1
Variously local to national
rasponsibility 30 L.onden 347 73 9 81 1 1 170 10 2 246 101 165 175 7
4 Belfast 50 10 - 6 - 10 22 - 1 K 16 21 22 7
13 Provincas 154 81 2 48 - - 16 7 - 141 13 120 33 i
6 Elre a8 2 - - - 1 65 - - 49 19 21 47 -
Total 64 740 198 1 163 1 15 322 26 3 489 251 409 35 16
4-8-day Courses:
Work study for diploma. 2 London 20 5 1 2 - - 1 1 - 14 6 7 13 -
Follow-up coursas 7 London 43 12 - 13 - 1 13 3 1 30 13 3 9 1
1 Sheffleld 8 8 - - - - - - - 8 - 8 _ _
Courss for RC Deans 1 Liverpool 11 - - - - - 11 - - g 2 1 _ _
OFM guardians &
provincial stalf, 1 London 18 - - - - - 18 - - 13 5 18 - -
Church of England
Diogese Archdeacons. 1 London 8 8 - - - - - - - 8 - 7 1 _
Course for Religious 1 London 8 - - - - - 8 - - 3 5 _ 8 _
Total 14 116 33 i 15 - 1 &1 ) 1 85 k)| 84 k]| 1
J-day Courses:
Practice & theory 9 London 112 29 1 B - ~ 68 3 78 kL] KW 74 6
1 Birmingham 14 - - 3 - - 10 - 1 13 1 - 8 6
1 Liverpool 9 2 - 3 - - 3 - 1 8 1 2 7 _
2 Praston 17 - - 3 - - 13 1 - 15 2 10 3 4
4 Dublin 80 - - - - - 80 - - 58 2 15 64 i
Practice & theory for:
Mercy Sisters 3 London/Provinces 69 - - w - - 69 - - 60 g - 69 -
Marist Sisters K] Stroud/Eire 40 - - - - 40 - - 35 5 - 40 -
Assumplion Sisters 1 London 13 - - - - 13 - - 11 2 - 13 -
OFM Guardian &
provinclal slaft 1 l.onden 17 - - - - = 17 - - 13 4 17 - -
From callege to parish for
ordinands, Salisbury & Wells 2 Salisbury 43 43 - - - - - - - 40 3 43 - _
Church & community work
in Wales 1 Trefecca 8 1 1 1 - 6 - - - ) 1 2 7 _
Team-work in church and
community projecis 1 Belfast B 2 - 1 - 1 5 - _ ) - 5 4 _
Total 23 432 77 2 19 - |4 7 3a k| 5 348 84 126 289 17
continued averieaf
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* From 1981 to 1991 Avec staff also acted as consulfants o 412 individuals of six denominations
{records were not kapt from 1976 — 1981).
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The participants in Avec’s Training Consultancy and Project Work Programme, September 1976 — August 1991 : Fifteen-year Statistical Summary Chart (continued)
Description No.of Location Total Danominations Denominations .
Workin
Course No. A 9 Rel/Dss/ La
S o B M NTC PIC RC URC ? Locally Reg/Nat Clergy Ch Wkrs Peu; [
(=
2 -2/, day Courses:
Training seminars for
associate staff 10 London 55 16 - 24 - - 9 6
Seminars for supariors of - a1 24 A8 7 _
Daughtess of the Cross 1 Carshalton 15 - - - - _ 15 _
Mercy Institule 1 Liverpool 7 - - - - B 7 C - 1 4 - 15 -
Franciscan Missions of Mary 1 Coldash 32 - - - - . 0 - - 4 3 - 7 _
Gonsultation for Provincials 2 Londan 32 - - - - - o - 24 Sg 5 3 -
- - - 26 -
Total 15 14 16 - 24 - - 95 [ - 70 H 54 87
Conferences & Seminars:
1-2days
Seminars for specific
groups 2 London 16 10 - 6 - - _ _
Work Consultancy seminars 1 London 1 9 - 2 - _ _ B - g 7 15 1 -
1 Sheflield 0 g - - - Z - - - 6 5 7 1 3
1 Dublin 14 2 - - - _ 12 - - 1 8 9 - -
Conferancas for specific - 8 8 ] 5 i
groups 5 Provinces 707 4 - 3a¢ - -
Introductory, follow-up to 304 3 15 665 42 108 328 271
courses & specific topics 11 London 147 39 4 13 - _
21 Provinces 400 144 1 158 - ; o 7 . 81 8 97 1 1
2 Dublin 27 - - - - - 27 - 323 E 2?3 ??f 47
Orlentation & promotion Various 197 261 22 509 4 17 " "
Training trainers 1 London 10 4 - - - ! 28 o 38 730 467 535 334 329
Lichfield diocese 1 Stone 16 13 | - - _ ] | - 9 1 7 3 -
Edmundsbury & Jpswich 1 Diccese 15 15 - - - - _ _ - 16 - 13 3 -
Southwark bishops & deans i London 6 - - - - _ 6 - - 15 - 10 5 -
Theology of church and - - 6 8 - -
community devalopment 1 London 15 4 1 6 - _ 3 i
Training for associaie staff 1 Lendon 10 2 - 5 - . 5 5 - 8 7 10 4 1
Seminar for YM.C.A 1 S. London 30 30 - - - _ ‘ ! - 8 4 8 2 -
Harrow Circuit: community - 26 4 - 30 -
skills i Harrow 24 - - 24 - _ _ o ;
- - - - 23
Total 52 2654 546 29 1103 4 24 813 65 69 1914 240 1088 - 676
Missionary Courses:
Misslonaries & spouses
10 days - Stages | & Il 14 Various 80 7 - 77 - _ 6 _
2-6 days - Stage | only 7 B0 3 - 71 - i 5 B - 88 2 34 8 48
5.7 days — Stage |l only 7 27 2 16 - 2 1 - - 77 3 a 4 45
Lay workers: 25 days 3 Provinces 26 - - 25 - N i - - 35 2 9 8 12
Furlough courses ~ 6 days g 58 - 49 - _ 7 - - 42 1(1) 16 31 ﬁg
Tota) 40 279 12 1 238 - 3 2 B _ %1 " & 5 "
Project work a7 Various 2407 298 1 133 - - 1870 R 5 1458 019 619 707 o
Work consultancy* 52 Various 727 183 6 233 B 1 218 17 13 413 314 " a7 “
GRAND TOTAL o7 7544 1484 52 1936 1 1 & 3732 121 128 5072 2472 2795 3772 a77
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Graphs 5, 6 and 7: Features of the Ten-day Courses
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APPENDIX Il -
Avec Consultancy Work and Projects from 1976 to 1991

This appendix is extracted from a memo 'prepared. as an aid to orglamzmg the
postal survey by MARC Europe. It gives information about consultancy serv-

ices and project work.

Consultancy Services

Consultancy work involved examining wit'h workers the Work in' wl}Lch
they were engaged or intended to undt'?rtake. It involved analysmg, des1gr}1nllg,
planning and reviewing, But it did zot mvolv}e Avec sFaf’f members in any o tL e
action required to implement in a worker’s situation any of the 1dea§ that
evolved from the consultancy sessions. Such action remained the responsibility
of the worker. S .

Consultancy work with groups or organizations is dlffer-entllated from
consultancy work with individuals. The consultancy wor.k whlcl:h 1nvo‘l‘\lred a
sequence of sessions over a period of weeks, months‘or years is f:lasmﬁed as long(i
term”. Consultancy which involved up to three sessions or which was complete
in two or three days is classified as “short-term”. ‘ - |

Consultancy help was offered through a wide range of services to
individuals, groups and organizations. (It was also part of ten-day ooursesl.)
Some consultancy sessions were held in Chelsea, others where the people
worked or in any other convenient place.

In some cases, individuals sought further consultancy help after a ten-day
course. In other cases, and especially in the past few years, a part of tdhe

consultancy contract was that wotkers and/or their colleagues would attend a

ten-day course, ‘ 1
The subject matter of the consultancy work varied enormously.

Key to Charts

1. Consultantcy Services for Groups and Organizations: Long-ter

f———

A - Anglican PR -  DPresbyterian
C - Consultancy Services P~ Projects .
E — Ecumenical R — People working regionally
I — International RC - Roman (éatholic

' T - 10-Day Courses
II\‘/J[ : Il:zthlzc‘ﬁ,;rkmg oclly URC - UnitchRcformad Church
N — People working nationally
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Dale Venua Consultors
June 76-Oct 78 Chalsea Penarth Melhodist G
Penarth Centre
Nov 77-Apr 79 Bradford Bradford Inner City Mission
Feb 1978 Upholland Deans in Liverpaol Archdiocese
Nov 78-Oct 73 Southport Skelmersdale Roman Catholic
Team Ministry
Mar 79-Jan 80 Cheisea Methodist Church Youth M
& Communily Centres in
London: Full-time Staff Membsrs .
July 79-81 London YWCA Evaluation Programme N ‘
July-Oct 79 Redhill Redhilll Clergy Group A
Mar 80-Aug 80 Gwelo, The Methadist Church in Zimbabwe: N
Zimbabwe Consultation on the posi-war period
June-Oct 80 Milton Keynes Towards Ecumenical Co-operation in E L
Milton Keynes
Sept 81-Oct B9 Soulh Londen Elephant and Castle Group of E L
& Petersfield Churches
Feb-Nov 82 Westminster Methodist Further Training Team M N
Jan-May 83 Chelsea Marist Fathers RG N
July 83-Apr 87 Pontyridd Mid-Giamorgan Mission L
Sept 83-June 84 Varlous Melhodist Church Qverseas Division N
Review
Sept 83-Aug 85 Various Marist Sisters RC L
Sept 83-Jan 84 Farest Kill Methedist Circuit M
Dec 83-Mar 84 London Consultation on a possible Cantrs for 3 N
Christian Studles at a
South London College
Apr 85-Noy 88 Thamasmead Thamesmead Team Ministry E L
& Godalming
Qct 85-Oct 86 London West Lendon Day Contre M L
Oct 87-Jan 88 North Finchlay Catholic Missionary Soclaty RC N
June-Nov 88 Chelsea Divisicn of Socfal Responsibility M N
June 88-June 89 Chelsea St Mungo's House Association - R
Royal Oak
Jan-June 89 Chelsea Benadictine Abbay of Worth RC Rl
Worth
Qct 89-Jan 90 Chefsea Carmelite Friars RC N
88-80 London Elephant & Castle Group of Churches ABURC L
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Consultancy Work with Individuals: Short- and Long-term

[?etails of consultancy work with individuals for the first five years of
Avec, ie, September 1976 — September 1981 were not charted, From September

1981 to August 1991 Avec staff acted as consultants to 412 individuals,

Project Work

Project work involved Avec staff members working with people in thejr
organization on agreed tasks and programmes. These varied enormously,
Examples are: helping organizations to review their work and to determine
future policy; helping churches in Britain and those in West Africa to become
more interdependent; helping an organization/church to work wjth rather
than for people with handicaps.

Project work invariably involved consultancy sessions but was more than a
consultancy service. In project work Avec staff were actively involved in
carrying out what had to be done: they had responsibility, sometimes primary
responsibility, for the action as well as for the planning, This was not so in
consultancy work., Consequently a project was jointly “owned” by Avec and
the organization which had commissioned it.

Projects which involved Avec staff working intermittently at them over a
period of weeks, months or years are classtfied as “long-term” those completed
in one to three days are classified as “short-term”.

3. Long-term Project Work

Projeqt Tille.’ Kay Peopie with Denoming- |  Spheres
Data Venue Description whom worked {No.) tion(s} of Action
Ocl 76-May 80 Various Assocfation of RC Councll (20) RC AN
Deaf of Gt Britain
and Ireland
Sepl 78-89 Various Promotion of Churches’ Central E AN
Training in NI Committee for
Communiiy Work (9)
Apr 78-May 84 Various Plcpus Sisters Provinelal Council (5) RC L,N
Great Britain
Dec 80-Jan 82 Varfous Irish Chaplaincy Director (1) RC LAN
Scheme
Feb 80-Aug 83 Varlous Sheffield: Parishes Board of Social A LR
and the Diocese Rasponsibility (8)
Sept 79-Jun 82 Salisbury Salisbury & Wells Vice Principal and A LN
Theologica! Collage Pastoral Staff (3}

2. Consultancy Services for Groups and Qrganizations: Short-term Consultancy Services
Length Denomina- Spheres
Date in days Venue Consultors lion{s) of action
May 77 1 Manchester Manchester Mission Team M L
June 80 i Herling- Hortlord & District E L
fordbury Council cf Churches
Oct 80 1 Notih Lendon Work for Handicapped RC A
in Westminster Diocese
Oct 80 s Chelsea Allen Hall: Westminster Seminary RC R
Oct 80 s Pirner 5t Luke's Catochatical Tearn, Pinner RGC L
July 81 1 Basingstoke Basingstoke Team A L
July 82 1 Chelsea Church Officers’ Consultation M N
Sepl 82 2 Dublin Chureh of Ireland A N
Adulf Education Commiites
QOct 82 1, Scuthwark Lay Training Team: Southwark Diocese A A
Aprit 83 1 Chelsea Co-operation betwaan local Churches E L
and Soclal Work Team Earls Court
May 83 1 Welwyn Liaison Team Moeting A L
Garden City
May 83 3 Manchester Manchester Mission Team M L
1984 14 Roghampton Youth and Community Development E L
Projéct: Roehampton Institute of
Higher Education
June 84 U7 Lendon Methadist Commission on Greater London M A
Dec 84 2 Calver National Team of Evangelists: M N
Cliff College
Sept 85 29y London London Dlocesan Board for A A
Sactal Responsibility
Feb/May 85| 1 Fulham Association of Parlsh Sisters AC
Feb 86 fty Croydon Further Training Team of A
Southwark Diocese
April 86 4 Dublin Caiholic Social Service Conference RC
Feb 89 1 Liverpool Mercy Institute ARG
Nerthem Provinclal Chapter
May B9 1 Brantwood Marcy Institute and AC N
Mercy Union Collaberation
Sept 89 1 Chelsea Baptism and Participatlon AC A
Archdiocese of Southwark
Dec 89 s Chelsea Little Sisters of the Assumption RC N
May 89 2 Chelsea Managars' Coursa APRC, R.N.L
New Assembly
of Christians
Oc¥Nov 91 1 Blrmingham Kingsmead Collage M LN
Sept 90- 1 Hammersmith Shaftesbury Sociaty Shaftesbury L
May 91 Soclety
Aprii 91 1 Cork Cork Diocesan Renewal Saff RC R
150
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3. Long-term Project Work — confinued

and Chapter Delegates

Project Tille/ Key People with Dencmina- | Spheres
Date Venue Descripfion whom worked {No.) flon(s) of Action
Jan 81-Jui 82 Morley Fost-ordination Training: | Bishop and Community A L
Derby Diocese Davelopment Office (2}
Feb83-May 88 | Various Little Company Provincial and Council (5) RC LAN
of Mary UK
SeptB3-Jan 85 | Various Religious of the Provincial and Council (6) RC L,AN
Sacred Heart of Working Party (2)
Mary, Great Brilain
Sopt 84-Nov 86 | W, Africa Relationships in Mission, | Methodist Church M NI
Methodist Church Overseas Division ()
Apr 83-Feb 84 Oxford Partnership Teams: Bishops and A R
Seergreen Oxford Diocese Archdeacons (4)
Mar B6-Jan 89 Chelsea Ursuline Slsters of Provincial and Council {8) RC R
Brentwood Breniwood Diocese
Mar 85-Sept 86 | Varlous Daughters of the Frovincial (1} RC N.L
Holy Spirit, UK
Nov 86-1990 Various Mercy Institule, UK General and Council, RC N,RL
3 Provincials and
Councils (15)
Dec 86-1990 Various Sistars of Charity General and Council, ARG N,RL
Provinclal and
Coungil (12)
Feb B&-1990 Chelseaand | Assumption Sisters UK Provincial and Counci (6) RC N
Kensington
Oct 85-1990 Stone Shared Ministry: Board of Mission (1) A LR
Lichfleid Diocese
Sept 87-1990 Varlous CD Partnership: Division for Social A RN
Chutch in Wales/ Responsibility {5)
Children's Sociely
Oct 87-Oct 88 Chelsea Daughters of the Cross Provincial and Council {5) RC LN
Carshalten
Sept 87-1990 Clapham and | Conference of Major Exacutive Officers (3} RC N
Wimbleden Religious Superiots
Jun BB-1990 Various Team Ministries: Bishops and Advisors A LR
St Edmundsbury for Clergy Training (3}
& lpswich Diccese
Jun 78-Oct 79 Chelsan Sigters of Our Lady Previncial and Coungil (5) RC LN
Liverpool of Evron
Mar B4-85 Various Board of Social Secretary A AN
Swanwick Responsibility of Planning Group (5)
Church ot England
Mar B2-Mar 84 | Various Friars Minor Provincial and Couril (5) RC N
Oct 86-Apr 90 Varlous Marcy Institute: Provincial Council RC L,RN
Emmaus Provinca and Chapter Delegates
1987-1991 Wimbleden CMRS Executive Executive Officers RC LAN
Oct 88-Jun 81 Ipswich St Edmundsbury Bishop's Stalf Meeting A R
London and Ipswich Diocese
Sept 90-Jul 92 Various Mercy Union General Council RC LAN
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4. Short-term Project Work

Length Profect Title/ Kay People with Denomi
) : enomina-| S
Date in Days Venue Description whom wgrked tion(s) ofP:;irsfl
Nov 76 1y, St Albans Harpenden PCC Vicar and PCC A L
Conference Officers (4)
Apr 77 2y, Mill Hi4 Amersham Six Churches E L
Six Churches Committes (6)
Cenference
Nov 78 2 Mill Hill Amersham Church Vicar and PCC A L
Weekend Officets (6)
Jan 79 2 Bath Frobationars Dlvision of M L
Conference: Ministries (3)
Fremoting
Thaological
Reflection
Mov 81 i Epsom Review of Goals Headmislress RC L
and Policy wilh
a School Staff
Mar 86 1 Selly Qak Support Network Farsannel Secretary, M N
for Missionaries Methodist Church
Overseas Divigion
May-Ju! 90 1Y, Dublin & Baggat St. Project, Repraseniatives RC N
Lendon Marcy Sistars of National Groups
Worldwide
Feb 80 2y, Birmingham Pastoral Studies Organizers E N
Conference
Jul 91 kA Londen Assumption Delegates RC LN
Sislers’ Chapter '
NOTE:

These projch work charts give the numbers of key people with whom the staff
worked. Project work invariably meant working with and through the key
workers with individuals and large and small groups. In total this was almost

two and a half thousand people.
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APPENDIX Il — Avec Personnel, 1976-1991; Trustees and Staff
(sd) eis 1oafoid esinon >
TRUSTEES FULL-TIME STAFF (ic(:é:;tz:::;:;r;za L@ E 552258552288 EE5e5 22 % oL
The Revd Edward Rogers M 1976 - 1989 The Revd Dr George Lovell 1976 - 1991 (s1d) el Swi-leg n
(Chalrman until 1988) (Director)
The Revd Sebastian Charles A 1976 - 1682 Miss Catherine Widdicombe 1976 -
Mr Raymond Clarke URC 1976 - 1986 (Associate Director) shap aoe
TheR:;vdBrIanGreen RC 19761877 PEAASIRL P R RNt R - RRooelowR 2202 r88 0]y
The Revd David Wainwright A 1876 - 1979 CONSULTANT
Dr John Pater M 1976 - 1986 Dr TR Batten 1976 - 1991
{Treasurer) SBSINGJOJBQUILIEIOL | — *+ M= = — & N T WM ANN N s =D . e
Mr Owen Nankivell M 1977 - 1986 PART-TIME STAFF
Most Revd Derek Worlock RC 1977 - 1986 The Revd Charles New 1077 -
The RevdMichael Atknson A 1979-1988 | Thg Revd Howard Mellor 1983 - 1984 Homisod g e |-, o
uo sABD 80e} 0} 9084 - L R T m o R - R9Qw
Mr Bob Walsh RC  1579-1986 The Revd Dr Michael Bayiey 1987 - 1989 T
The Revd George Mann B 1080 - 1983
Miss Philippa Cralg RC 1983 - 1986 ADMINISTRATIVE STAFF SONOOKWOUOSAED |+ ¢ e ew . e e e e
Mr John Walton URC 1983- 1988 (Thosa who served longer than a year} P
The Revd Richard Hamper B 1983 - 1988 Mrs Molly Lovell 1978-
Rt Revd David Kenstant RC 1984 - 1086 {Bursar) s8|IBUOISSI
Rt Revd John Waller A 1985 - 1088 a8 Wsmnog | L T T Tttt R .
Lady Margaret Brown A 1986 - Full- and Part-time Secretaries E‘ g _
The Revd Trevor Rowe M 1986 - 1988 {At various times over the period) '_; % E
The Revd Hilary Clark RC  1986- 1990 Miss Alex Newman E.B' 3 T T
The Revd Cyn! Franks URC 1086 - 1988 Mrs Elizabeth Scollard 2 E =
Mr Gordon Frankiin M 1586- Mrs Valerie Tredinnick =
(Treasurer) Mr Graham Brandrath-Wills & P
The Revd Nigel Gilson M 1986 - Mrs May Farina :% '
(Chalrman from 1988) . Miss Marian Esling =
Miss Jaokie Rolo RC  1986- S 528k -8 3 o .
Professor Gilian Stamp 1986 - Voluntary Staff 3 s | B EEEELESEBET T 288558822204 83
The Revd Dr Viadimir Felizman  RC ~ 1086- 1588 (At various timas over the period) §
Miss Pauline Butcher M 1988 - Miss Mary Dowling ol o o o _ _
The Revd Dr John Taylor M 1988- Mrs Irene Picton B Wpuuoleg | < E < ZE =< <2 2RR2REI=REL=LFR« BE=ER«
Mrs Ann Sutclifie URC 1989 - 1991 Mrs June Gould -g
Rt Revd Peter Selby A 1989- Mrs Vera Lewis =
The Revd David Staple B 1089 - Miss Joan Loring § = & -
The Revd John Oldershaw URC 1888 - 1991 Mrs Sadie Douglass & o 5 = w B =% = @
Sister Winifred O'Brien RC 1990 Mr John Douglass S w SR PEL IR IS Py F IR PY L 8¢ E % 2.
At Revd Victor Guazzell RC  1980- Miss Joan Blandino ‘aci E E I p E nﬁ >3 £ s ‘;E;é pe § £ g E 5 ué . 2 %E g g-% g,§
g s EEE LB ERESEEER BRI ECLRSERIZICE
2 .ﬁ:.Eusv:ugmgumaggggwlmwgmaaﬁg
) & EF55c5355 B8535 555288883
1976 -  signifies those who servad beyond 1991 P 95%“’%2“’ wg“f%%@ﬁ%%ﬁﬁ%%ﬁuﬁ%ﬁ%ﬁ%%
g S EFSFFFrEGREGEFECERFEGEOEEEEGE
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APPENDIX IV
MARC Europe’s Survey of Avec Training and Consultancy Services, 1990

Trustees and staff commissioned MARC Europe to carry out a major survey
of Avec’s Training and Consultancy Services. A report of this survey was

ublished under the tide, Viva [Avec: An Evaluation of Avecs Training
Ministry (MARC BEurope December 1990, 188 pages plus 52 pages of

questionnaires).
This appendix contains: an analysis and interpretation of the survey

report presented to a one-day conference in January 1991 by Mr Peter Brietley

and the overall recommendations.
By common consent it was a mastetly analysis and interpretation of the

Report; it was, therefore, much more than a summary or an introduction
although it serves as both. The presentation consisted of a series of key
questions. Diagrams and charts and comments were used to answer the
questions. The diagrams and charts arc reproduced here with notes of

Mr Brierley’s commentary.

THE RESPONSE TO THE SURVEY

o len-day Courses: over 300 replies came from 679 people who attended
one of the 60 courses conducted over nearly fourteen years. This was a
disappointing response rate but in no way does this invalidate the

findings.
o Consultancy and Project Work: the response was not so good because

many people who had attended a Consultancy session several yeats
ago had moved on and been replaced by others not in touch with

Avec.

e Missionary Courses of the 143 questionnaires sent out to people
who had attended one of the 30 courses for missionaries, 120 werc

returned.
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TEN-DAY COURSES

* Who comes?

* Why do they come?

* What do they get?

*  What emerges?

* What happens afterwards?

* Why was there so limited an organisational impact?

* What happened after the course?

— Who Comes?

8% others AGE

23% 60 or
aver

DENOMINATION
_ 15% under 40

44% Homan
Catholics
26% Anglicans

62% 40-59

22% Methcdists

STATUS

; —

58% %
% clergy o AD% 2% lay
religious/deaconess people
church workers

Level:  64% working locally; 36% working regionally/
nationally
Genderr  61% male; 39% female
Edumtﬁon: 76% degree/ministerial training
Marital Status.  52% matried; 47% single; 1% widowed/divorced
Employment Movement. 5 out of 6 still with same organisation as when they
attended a course
Course attendance.  32% came in groups
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e 48
5
Why do they come? What do they get:
e The answers to these questions js summarised in the chart below. Res d
4 ondents
Most people come because of a felt need to ext.end their Sl.{llls in human finished off the senter?ce “The course helped me with...” g
relationships, in communication, in thinking with others, in church and g p
community development work. The chart below shows what respondents felt
they needed for their jobs and those things in which they felt strong, and where Skills Average Specially helped
chey felt weak Scora Men Women <40 40-60 60+
Skills of working with groups 1.38 v v
Team Work 1.26 v
0% 25% 50% 75% 100% v
| ’ Training 034 v x
*_— —‘
Human b i G e e — o —
Relationships | ____._. ' E@ Work evaluation 113 v v
| W 5
L [r——— — @ Leadership skills 0.94 x
Communication == e e e g
""""""" oI 2 Decision making 0.89 X
. . ———————E e o |
Iv'?tlﬁlg?hgérs [ ——— J Working with systems 0.26 X
""""""" Time management 0.21 x v x
|
Planning o o — W
-------- 2 Development work and conflict 0.77 X
P X
Leadership e — 2 Theory/theology of community
------------ g development 0.50 x v
EE— [ \ .
. — 2 Working with secular
Fvaluating . 8 communities 0.39 v
P ———— The Bible and community
Prioritising e development -0.11 X v
------------- Working with deprived people -0.35
0% 25% 50% 75% 100%
Skills participants felt they needed T— v = helped +2 = very holpful -1 = oflimited help
Skills in which participants felt they were SHong e s s = X = nothslped +1 = helpiul =2 = notfound helpful
Skills in which participants felt they were weak  _______....
What ecmerges?
Peter Brietley said the following things emerged:
* Women are more positive than men.
* Younger people were not helped as much as they hoped to be in some
areas.
* The ecumenical aspect was very helpful: a 95% positive response,
“Avec in practice”.
* People said it enriched debace, encouraged empathy and broadened
horizons.
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What happened afterwards?

* Most were thankful and enthusiastic.

* A few were fed up and disappointed.

* Most participants were able to share results with their peers (1.94) but
not so well with their superiors (1.50).

*  42% were non-directive, that is, they were ‘cnablers’ who were more
prepared to work with people.

* 28% were better managers,

* 25% were more confident of themselves,

* 48% had changed their attitudes to other people.

* The course helped them
— to think about their work (1.40)
— to make changes in their organisation (0.25)
— to influence culture of their organisation (0.06).

Why was there so limited an organisational impace?

The reasons given for the limited organisational impact were insufficient:

* opportunity (0.55)
* people (0.40)
* materials (0.40)
* finance (0.31)
* time (0.19)

What happened after the course?

Roughly a third of all respondents have had some contact with Avec since the
termination of the course. The breakdown of the ages of those who have had
no further contact is shown in the following graph.

0% 25% 50% 75% 100%
| :
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Respondents were asked:

€«
As you have spoken of your course to others, what have been their

reactions to Avec?”

The result was:

58% said they had
never heard of it,

Respondents were asked to finish the sentence: “If I were Director of Avec I

would...”

One replied: “... die of disappointment that Avec has never been more widely

recognised by the Churches.”
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CONSULTANCY AND PROJECT WORK

The questions and a statement considered in this section were:

*  Who uses Avec’s services for consultancy and project work?
* Expectations?

*  Was the experience successful?

* Encouraging responses.

Who uses Avec’s Services for Consultancy and Project Work?

Over nearly fourteen years some 2,060 people have made use of Avec’s services
in Consultancy and Project work.

The following charts give the denominational breakdown and an analysis
of various attributes of the participants. Amongst other things they show that
this area of Avec’s work reaches people in positions of authority and influence
at local and other levels.

DENOMINATION AGE

2% others 7% under 40
o 24% Anglicans

59% Roman
Catholics 33% 60

or over

15% Methodist 60% 40-59

STATUS

36% clergy 58% religious

6% lay people
deaccness

POSITION

— - 1

39% seniar post at
nationalfregional level

37% head of '24% others

church community

Level  66% working locally; 34% regionally/nationally
Gender:  55% male; 45% female.
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Expectations?

The following charts summarise the main reasons that led participants to use

Avec staft, and their expectations. Typical comments were:
* “Ifelt Avec would understand our situation”

*  “Tfelt Avec would enable us to find our own solutions”

WHY USE AVEG?

Skills/Methods Reputation

(including George Lovell)

WHAT FOR?

To improve To clarify
group work objectives

D Rornan Catholic 1 Methedist Angli

Pravious Experience

To prepare for
a Chapter meeting

can/Others

Was the experience successful?

When asked “was the exercise successful?” 80% said YES! The response break-

down is given in the following chart.

Lay 1.2 Under 40 1.2 Catholic 1.1
Ordained 0.9 40-59 1.1 Methodist 1.0
60 or over 0.9 Anglican 1.0
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Respondents were asked to rate their experience of Avec in relation to specific

skills. The results are charted below.

Skllis Average Specially helped
Score Men Women  |Under40 |40 and Over

Enabling people to talk creatively

about sensitive Issues 1.5 v
Analysing 1.4 v
Working systematicaliy 14 v
Using diagrams and charts 1.3 v
Opening up the range of discussions 1.3 v
Preparing records of discussions 1.0 v

Within six months of the consultations/project work respondents said they

had:

» used the new skills (44%)
» implemented their plans (27%)
» attended a follow-up meeting (17%)
* done ‘nothing really’ (12%)

Results that the participants said that they had not expected were:

o better understanding of group work (39%)
* personal growth (38%)
» greater confidence (13%)

Overall people felt a growth in self confidence and said their group work was
much improved. One person said: “Management is about team work and
learning from each other”.

The charts (overleaf) give a breakdown of what had been achieved through

the consultancy/project work.
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Respendant

Respondent's organisation

Respondent's colleagues

«i‘f***‘***#******
Gireater confidence Clarified direction
Improved leadership Accepted what was learnt

Improved group work

7

Better relationship

Improved planning evaluation Little or negative

Encouraging responses

The overall responses were encouraging:

*  94% would employ Avec again
* 2% were very impressed with Avec
*  52% had further contact with Avec

But 29% of those to whom respondents had spoken had not heard of Avec.
Respondents were asked to finish off the sentence: “If I were the Director of

Avec I would...” Among notable responses were the following; 1{

*  32% said “Publicise more widely”
*  27% said “Maintain standards”.

Respondents were asked what they would like to see Avec taking the initiative
in...

*  063% said “Working with a wider range of people.
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COURSES FOR MISSIONARIES

The questions considered in this section were:

*  Who comes?

*  Why do they come?

* How did the courses help them?
* The future?

Who comes?

These courses are for missionaries on furlough and for those who return to the
UK or Eire to work or retire and who need help to adapt. They are set up under
the auspices of the Methodist Church Overseas Division, though non-
Methodists are welcome, consequently the majority are Methodists.

DENOMINATION STATUS
3%

7% Roman Others 5o,

Catholics \ |~ anglicans

31% 14%

55% lay people
clergy religious/
deaconess

church workers

88%
Methodists

AGE

Missionaries on furiough Returning missionaries
14%
& 27%

r 40
1% ovar

56% 40-59 54% 40-59

Missionaries on Furlough Returning Missfonaries
Gender 41% male 59% female
Marital Status 43% Married 76% Married
57% Single/Widowed 24% Single/Widowed
Length of Service 6.6 years 6.8 years
Level 93% working locally; 7% working regionally/nationally

Education:  71% degree or equivalent

Occupation: Teacher (secular or Christian) 32%; Church Minister 21%,

Why do they come?

Missionaries on Furlough said that they came to evaluate missionary work

(30%) and to get guidance on an issue (30%

). Missionaries returning said that

they came to get help to adapt to UK culture (53%). The key problems they
experienced were: materialism, pace of life and indifference to Third World.

How did the course help them?

Overall the respondents said that the course helped them with cheir work
evaluation (0.8) and to acquire more skills of working with groups (0.8). The
chart shows other changes that the participants said resulted from the course.
They said Avec is “teaching about change”.
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Missionaries on Returning
Furlough Missionaries

Positive feelings experienced:

— befors the course 4.5% 33%

— after the course 96% 78%
1t improved relalionship with:

— family 18% 1%

— misslonary organisation 22% 16%
it changed attitudes to:

~ UK life 22% 58%

— people/church 48% 445

— work/retirement 35% 27%
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The future?

How integral are the courses for missionaries to Avec’s long-term vision? :T.he
vast majority have had no subsequent contact with Avec but. were very positive
about the courses although 38% men, 52% women said they were very
impressed with Avec. The break-down is as follows.

Missionaries on Returning
Furlough Missionaries
No subsequent contact with Avec 90% 90%
Would repeat the course 90% 80%

Respondents were asked to finish off the sentence: “If I were the Director of
Avec | would...”
*  38% said they would advertise more
* 19% said they would seek changes in the course organisation and
structure
* 18% said they would extend the course

THE WAY AHEAD: OVERALL RECOMMENDATIONS

Mr Brierley said that MARC Furope’s overall recommendations could be
summarised as follows:

Keep Going!

Strengthen the content

Market better

Keep in touch with ex-course members

Show members how to present results of the course to others
Be more specific in your literature

Train a successor to George Lovell .
Release your resources and make them more widely available.

PHOAN AP =

Peter Brierley thought that 3 and 7 were most important for Avec.

For an exposition of each point see the display opposite.
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OVERALL RECOMMENDATIONS

1. Avec courses and consultancy services are generally very well received, They are
still appreciated years after clients attended them, and are found to be helpful, practical
and life-changing. There seems little doubt that customers would wish to see Avec's
work continue, as its key skill techniques are valuable for the ongoing work of church
leaders.

2. Broadly speaking, people do not wish to see the content of Avec courses or
consuitancy sessions diminished, but do desire for some facets of the content to be
strengthened. This is particularly true of management subjects in the Ten Day courses
and in consultancy work and human involvement skills in the missionary courses. The
topics most requested on management relate to time, change and prioritising.

3. Avec courses are not widely enough, and perhaps not well enough, marketed. Too
few know of them, and relying on personal recommendation or denominational pressure,
may no longer be sufficient. It Is suggested that the marketing mechanisms employed
by Avec be reviewed with the intention of making Avec’s image, standing, and success
widely known so that its services will be used to their full potential.

4. Avec appears to lose out on repeat business partly because respondents do not
always realise it is there and partly because they would like to see a wider range of
services on offer. Some regular means of keeping in contact with those who have
attended courses or consultancy sessions could lead hoth to more business and a
reminder for more implementation of skills leamnt.

5. Avec staff should conclude courses and consultancy meetings by giving guidelines
to clients on how to present the results of the exercise to others in thefr work situation.
In most cases, the co-operation of colleagues and superiors determined whether ot
not the plans made at such meetings were implemented. The results of the exercise
must be presaented in a sensitive, non-threatening manner by clients if they are to gain
co-operation from their colleagues and superiors.

6. A small proportion of Avec’s customers dislike their experience with Avec. To avoid
creating false expectations it is suggested that Avec review its literature outlining the
aims and content of its various courses and services on offer. By being more specific
as to what customers will receive, dissatisfaction among this minority of clients should
be reduced.

7. George Lovell has unique gifts and commands wide respect. Many have found his
methods helpful to follow. It is recommended that he shouid seek to train a successor in
order to ensure that these skills are not lost to the church.

8. Avec’s philosophy has cleariy been well understood. There is a “powerful internal
consistency between what is taught, the way it is faught and how It is received”, It is
therefore vital that Avec’s knowledgs, experience and resources be made widely
available to aid those engaged in church and community development to stimulate
theolagical and practical understanding, and take advantage of theircurrent intellectual
assels.
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APPENDIX V:
Some Theological, Educational and Sociological Developments
Favourable to Avec

For a decade or so before Avec was inaugurated several strong movements of
thought and action had been challenging and changing the climate of ORiniqn
about what religious, statutory and voluntary organizations should be doing in
contemporary society and the ways in which they should work for the welfare
and development of people. Whilst it is beyond the_ scope of this book to
survey these movements in any detail it is possible to indicate the nature and
sources of those which helped to create an environment of thought and modes
of ministry which variously influenced Catherine Widdicombe and me and
which were sympathetic to Avec and its development. o
At the centre of these movements were radical changes within the Christian
church about its internal and external working relationships: how, for example,
should Christians work with each other and with non-Christians? Wh‘at
contributions should they seck to make to welfare and development in
contemporary society and how should they make it? .
The Second Vatican Council (1962-65) was a watershed for a radical
transformation in the Roman Catholic Church. Internally there was a shift of
emphasis from a static, hierarchical bureaucratic church to a more “organic” one
in which fundamental equality of membership with differentiation of function
exercised in partnership predominated. Emphasis was placed upon t.he co-
responsibility of all members, the practice of collegiality .and Sl:leIdlarlty, the
development of inter-church relations at all levels, Catholics actively co-opera-
ting with people in the secular world for the betterment of the buman cqndmon
and community participation, This movement brought Qatherme Widdicombe,
my colleague for over twenty-five years, into community development. '
Movements of two kinds were very active in Protestant and ecumenical
circles. One was a theological dialogue and argument about thfe place of the
laity in the church and what the church should be a}nd .do in the world.
Recalling some of the books that made important contributions to the debate

brings it to mind:

On Being the Church in the World by John A.T. Robinson, 1960.
Where in the World? and What in the World? by Colin W Williams, both
published in 1963. . .
God’s Frozen People: A book for almost ordinary Christians by Mark Gibbs
and T Ralph Morton, 1964.

The Secular City: Secularization and Urbanization in Perspective by Harvey
Cox, 1965.

Religion and Change by David L Edwards, 1969.
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The Committee on Society, Development and Peace (Sodepax) established
by the Holy Sec and the World Council of Churches in 1968, made very
important contributions to the development debate through conferences on
world co-operation for development, Sodepax’s mandate was “to awaken the
Christian churches and their members to realization of their obligation to
make the problems of international social injustice a matter of conscience”,
The areas of its concern were, “justice, development and peace” and the
theological questions raised by all of these, An international consultation was
held by Sodepax in Cartigny, Switzerland in November 1969. A report
containing the working papers and a resume of the discussion was published
under the title, /n Search of a Theology of Development (1969) with contributions
from leading theologians such as Charles Elliott, David Jenkins, Philip Land,
Jurgen Moltmann. Their thinking about the nature of development and the
theology of change, development and liberation is still relevant, challenging
and stimulating. They then produced a 200 page annotated bibliography on
the concept and theology of development entitled: Towards 4 Theology of
Development (1970).

The second kind of movement was of a practical nature. Ministers,
churches and ecumenical organizations were pioneering new ways of working
in and with communities. Bruce Kenrick’s account in Come Out The Wilderness
of his experience of working in a parish in East Harlem was a trail-blazer. In the
introduction Trevor Huddleston says *. . this account of a magnificent Christian
experiment .., makes it plain in every line of what he writes that it is the world
as it 15, men and women where they are that the church must reach ... this ...
gives expression to ... the truth that God ... cares enough for man to come to
where he is”. At the time East Harlem was a community “cast off by affluent
society”. Then there was the highly influential work John Pellow and his
Congregational Church did in the Fast End. He lived in a condemned house
with his family and worked through endiess discussions with his congregation
and the community about ways of promoting local development (see 7
Concrete Village, 1967). The Notting Hill Team ministry was another pioneering
project (see News From Notting Hill: The Formation of a Group Ministry, 1967
by David Mason, Geoffrey Ainger and Norwyn Denny). Then there was the
Methodist Scheme inaugurated in the early 60’ to build ten church, youth and
community work centres in Greater London. I wrote my doctoral thesis on
one of these projects, Parchmore, which is still thriving twenty-seven years later
(see The Parchmore Partn ership: George Lovell, Garth Rogers and Peter Sharrocks
edited by Malcolm Grundy, 1995).

Highly selective as these brief references are they illustrate twin movements
of theology and practice each backing and influencing the other.

The vision of churches organized and run on a thoroughgoing egalitarian
and participative basis working alongside others in society for development
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and well-being preceded the means of effecting it. Many, including myself,
made the mistake of assuming that the vision was the means, of thinking that
seeing what needed to be done meant that they could do it. Others, who, like
myself, had discovered the hard way that they had not the skills needed to
realise their vision, started to look for things that would help them to translate
theological convictions about ministry and mission into effective action.

Attention turned to the social and behavioural sciences and the very great
progress they were making. Increasing numbers of churches, clergy and laity
were eager to learn from these sciences ways and means of making their own
work more effective. An indication of the serious way in which these sciences
were being treated by some Christians is to be found in two series of articles
published in the Expository Times (a journal founded in 1889 and dedicated to
biblical exegesis) by the editor, the Revd Dr CL Mitton. The first was a series of
nineteen articles under the general title of “First Aid in Counselling” which ran
from the November 1965 to the September 1967 issue. So article XVI, “The
Church and The Immigrant” appeared side by side with notes of recent
expositions, sermons, and various other biblical and theological articles. Of
itself this indicated the value of putting them together. The second series is
even more pertinent to our subject. It comprised twenty-two articles under the
general title, “Learning from the Social Sciences”.

The first article was published in the October 1969 and the last in the
January 1972 issue. Part [ was on “Understanding Group Behaviour” and Part
IT on “Learning from Sociology”. The series generated such interest that the
articles were published in book form by T' & T Clark in 1972. (The Social
Sciences And The Churches edited by CL Mitton). Clergy and laity were
variously looking for help on how to understand and work with groups,
churches, organizations, communities; on the different forms of leadership; on
how to train clergy and laity for the new kinds of church and community work
that was emerging; on “management by objectives”. I contributed an article to
this second series, “The Mission of the Church and Community Development”,
It is reproduced in Appendix V1 because it set out the framework of a substantive
programme of theological exploration, action research and training which
informed the work of Avec. I did not realise at the time that this sec out a
tripartite agenda upon which I would spend the remainder of my working life!

From within churches and Christian organizations, therefore, a climate of
opinion favourable to Avec was being formed by theological movements, by
pioneering community work and by clergy and churches secking methodological
help from the behavioural and social sciences. All this inclined people to ook
favourably at community development, the discipline from which Catherine
Widdicombe and I got most theoretical and practical help.

Monsignor (Geno Baroni traces the origins of the use of community
development approaches in the Roman Catholic Church to the 1950%. The
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Division of Ministries of the Methodist Church sec up a Community
Development Committee in 1970 and the Methodist Conference of 1973
adopted a report setting out the need for the church to be engaged in community
development and ways and means of training clergy and laity in its approaches
and methods. The Revd Dr Fred Milson, Principal of Westhill College, wrote
prolifically about church, youth and community development in the late 60’s
and early 70’s and affected Government policy in this direction through
commissions he chaired and reports he produced. (One such commission is
referred to below.) In 1976 The British Council of Churches set up a
Community Work Resource Unit, C.W.R.U. (See Community Work and The
Churehes, 1976). And this is but to mention a few of the initiatives within or
associated with the churches committed to getting clergy and laity to adopt
these approaches and methods in their work.

Along with many others, Catherine Widdicombe and I committed ourselves
to the integration of community development into the work and mission of
the church. Our field was “church and community development”. These
movements in the church, the climate of thought they induced, were reinforced
by action from charitable, statutory and voluntary bodies. Three examples
substantiate this point. In 1968 the Calouste Gulbenkian Foundation which
had funded much work produced a report which had far reaching effects,
Community Work and Social Change: The Report of a Study Group on Training,

The following statement indicated the importance of churches in community
development:

The churches are significant among voluntary organizations for two reasons.
First, they command a network of many men and a number of women
working full time and of premises suitable for communal activities unri-
valled by any other voluntary body. Second, they have in the past carried
out a number of social welfare and educational activities which have since
become the responsibility of the community as a whole. In the past, too,
the church and the parish were the focus of much community help and
people in trouble still often turn up at the door of the clergy.

In common with other voluntary bodies, many of whose activities
have been taken over by statutory authorities, there has been a tendency
for the churches to try to cling to these particular activities rather than to
explore those new areas, such as community work, where there is as yet
little statutory provision. Yet churches have extended beyond their tradi-
tional boundaries in two directions. There has been, within individual
denominations, a coming together of several parishes or congregations in
the same urban or rural area with a view to providing a more comprehen-
sive service to that area. (p. 25)
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The now largely forgotten Birmingham Social Responsibility Project, a
report published by the Birmingham Council of Christian Churches in 1961
made significant contributions to the involvement of churches in social welfare.
It was a three year study of relationships between the social services and the
churches in a city suburb between 1957 and 1960. The project proved that a
wide opportunity was open to the churches if they were prepared to face the
extent of human need in their communities — providing that volunteers offered
services with “no ‘strings’ attached, and with no secondary motives, however
good”. There was “no room for professional ‘do gooders’; people with a
patronising ‘Lady Bountiful’ attitude”. Without using the term, the Report
pointed the way to church and community development projects.

What has become known as the Fairbain-Milson report to the Government
published in 1969. Youth and Community Work in the 705%. expressed most
vigorously that the churches can make important contributions to church and
community development.

The Churches should consider their role (in the youth service) in relation
to the task and opportunities of community development. How far is it
consistent with their faith indeed in the twentieth century how far is it an
inevitable consequence of their faith — that they should put a large part of
their effort into the encouragement of people to identify their own needs,
develop their own resources to mee* them and thus (almost in'the lan-
guage of faith) to attain their true stature and dignity in the universe by
learning to govern themselves more and more?

Strong movements of thought and action therefore were .challe.ng.ing and
changing the current climate of opinion abour the ways in whl_ch religious and
sccular organizations should work with people, Broadly speaking these move-
ments were directing people away from their traditional ways of working, hea\-rlly
influenced by authoritarian and patronising attitudes, to new ways of working
and to new areas of work. Like all new movements they were dynamic, gen-
erating excitement and momentum. As far as the church was concerned essen-
tial elements of this newly emerging climate of thought were several-fold: workllng
with people in church and society on equal terms rather than for thf.:m; using
the insights and methods of the social and behavioural sciences perspicaciously
to promote Christian ministry and mission; engaging openly with non-
Christians in genuine attempts to promote the well-being and development of
individuals and communities without intent to proselytize. For most churches
and Christians this meant — as it meant for me — making far-reaching changes
in attitude, approach and method and in the scope of the work in which they
were engaged. This emerging climate of thought was sufficiently established
and influential to provide a favourable context for Avec and for the non-
directive approach to church and community development.
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APPENDIX VI
The Mission of the Church and Community Development*

The Church, like any other organization, has her own aims and purposes.
Fundamental to these is the desire and intention to communicate both the
personal and communal experience of Jesus Christ to all men. [sic] Christians
seek a world community centred on the person, values, actitudes, ideas, teach-
ing or worship of Jesus Christ. The activity of the Church must derive from
this purpose and be seen, both in theory and practice, as a way of achieving it.
It follows that anything that is learnt from the social sciences must be scen in
relation to the purposes Christians discern in the life and work of Jesus Christ.
In view of this, the general title of this series is an arresting one. It implies this
kind of a relationship between theology and the social sciences, between
theologians and social scientists and Dbetween Christian workers (lay and
ministerial) and social or community workers, Basically such a relationship
involves theologians learning from and with social scientists in order that th
may be better able to pursue their own discipline in the light of the findings
and methods of that other discipline. Similarly it involves Christian workers
learning from and with social and community workers in order thart they too .
may be better able to achieve their purposes through using the relevant I
insights, methods and skills developed by other professions. This learning and
sharing may occur through Christian workers studying a social science or by |
working in multi-discipline teams or by employing consultants from other
professions. People from other professions may be able to help Christians
clarify their purposes and objectives and to discover the most appropriate
methods of achieving them. But in the final analysis the Christians themselves
must ensure that what they are learning and using from the social sciences is
not only consonant with their purposes but does in fact help to achieve them.

This provides a general background to the church and community
development work we are advocating, Some ministers have been led to stud
and practise community development processes and methods through failing
to achieve their purposes in church-based community work using traditional
methods. Dr. TR Batten, Reader in Community Development Studies, l.ondon
University, has assisted them to define their Christian purposes and objecrives
in regard to Church and Communicy Development work. The non-directive
group work merhods he uses and teaches enables them to achieve thesc
purposes and objectives.

* An article by George Lovell first published in the Expository Times, Volume LXXXIII/2 November
1971. Subsequently re-published in The Social Sciences and The Churches, CL Mitron, Editor (1972)
(T & 'T" Clark),
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Community Development and Environmental Improvement

Community development is often thought of in terms of economic or envi-
ronmental improvement, especially in the underdeveloped countries or in
deprived urban areas. It has, of course, to do with both environmental and
social improvement but it is more than either or both of these things. Environ-
mental improvement does not of necessity nor of itself create a better commu-
nity or better people. Ex-slum dwellers, for instance, re-housed in a utopia of
modern dwellings have, in many cases, yearned for the lost community spirit
of the old familiar streets. Housing improvement had cost them the sense of
community, of belonging, of tradition, of closeness, of oneness, of mutual care
and support. Many of them would have willingly exchanged the new environ-
ment for the old. If the ‘essence of community is a common bond, the sharing
of our identity, membership in a group holding some things, physical or
spiritual, in common esteem, coupled with reference to all others so identi-
fied’,' then the former slum community was not ‘developed’ by being better
housed, even though its members’ physical amenities were improved. This is
not to argue that the slum dwellers should not have been re-housed. Certainly
this should have been done, but in such ways that they did not lose what was
valuable in their sense of community. Somehow they should have been helped
to use the change not only to retain but to improve, refine and develop their
sense of community, A change of housing would have then become a pro-
gramme of community development.

This example could mislead the reader into thinking of community
development exclusively in terms of deprived areas, urban or rural. The essential
problems of development posed by the slum clearance example take many
different forms. For instance the transplant of church people into new premises
does not automatically result in a better Christian community. If they have not
shared in the planning and decision-making processes they may, like the re-
housed slum dwellers, actually lose something of their sense of community. On
the other hand if they have been actively involved in planning for the new
church, the community could be enriched. Another example of community
disruption is to be found in the building of, say, a new six-lane ring road which
ploughs its way through a variety of residential areas scattering some of the
householders. It requires more than planners and house agents to create or re-
create community within the areas newly defined by the ring-road boundaries.

These examples clearly illustrate that environmental change does not of
itself, any more than social change, develop people and communities for the
better. Indeed some of the forces which militate against achieving a sense of
community come from the environmental and social changes which have
accompanied the evolution of modern urban living. In contemporary urban
socicty the relationships which people had with one another in small towns
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and rural areas are drastically altered.? And it is in these urban socteties that the
full effects of physical and social mobility are most acutely felt.

Community Growth and Community Development Workers

Community grows out of the constant interaction of the lives of people
and groups as they live, work, worship and play together, as they meet in the
street, in clubs, pubs, churches and in each other’s houses. Social intercourse,
however, left to its own devices has also produced faction, ghettos, self-centred
groups and innumerable personal and social problems. A healthy community
offers to all of its members a sense of belonging, accords them status and
significance, stimulates them to care for one another and gives each the
opportunity to make his contribution to the welfare of the whole group. This
must be worked for consciously and with understanding. Community
development workers who employ non-directive group work methods help

people to achieve a community like this by the following methods advocated
by Batten:

(8) “Trying to strengthen incentives for people ro act — where these are
weak — by stimulating them to discuss their needs in the hope that
they will come to see them as wants” Dr. Batten illustrates this
reformulation of ‘need’ in terms of ‘wan¢’ by comparing the state-
ments: ‘If only our children had somewhere to play (i.c., a need
stated in vague terms) and “We want and intend somehow to get a

suitable play space for our children’ (i.c., a restatement of ‘need’ in
terms of a specific ‘want’).

(b) ‘Helping by providing information — if people need it — about how

similar groups have organized for action.’

(c) Helping people systematically to think through and analyse the
nature and cause of any problem they may encounter in the course of

their project, and to explore the pros and cons of each and every
suggestion for solving it.’

d) ‘HelPing by suggesting sources for which the group may be able to
obtain any material help or technical advice in addition to what they
can provide for themselves.’?

It is through these processes that people and groups mature, come to
accept responsibility, and so a community may be developed. It is this personal
and group development and maturation which we value even more than
specific improvements in the physical or social environments. This way of
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working we can describe as working ‘with’ people in contradist.inction to those
ways of working which are based upon doing and providing things fgr pFoEle.
This illustrates that, as Brokensha and Hodge point out, ‘the distinguishing
characteristic of community development is the educational process bY which
people change themselves and their behaviour and acquire new skills and
confidence through working in co-operation’.! Community development
strategy and group work methods are used to stimulate this process.

The Evolution of Community Development

This contemporary emphasis on community development and thlc
terminology used to describe the principles, methods and approaches is
comparatively recent but community development itself has‘.a logg and
distinguished history. Dr. Batten acknowledging this, says that ‘its ‘prlmclpks
were in fact applied by a multicude of government ofﬁcer§ and mlssmnarl:e?
long before anyone had thought of such a term as community developmenlt .
Brokensha and Hodge,’ in an interesting and masterly summary of the evolutlgn
of community development in the United Kingdom, the U.S.A. and India,
focus attention upon two roots: education and social work. They demonstrate
that in the British experience this evolution occurred mainly through the
Mission Schools and the Colonial policies for education and especially for
‘mass education’. The term ‘mass education’ was replaced in 1948 by ‘community
development’. By way of conclusion Brokensha and Hodge point out that the
British experience was not in essence moulded by practice at home. Indeed,' it
was acquired and practised mainly in Africa. .Furthern}ore, community
development was a ‘pragmatic response to colonial needs in the face of tl}e
inadequacies of colonial services in the fields of education, health and welfare’.”

Education, Social Work and Community Development

The Christian Church has been deeply involved in these historical processes.
Many of the roots of social and educational work grew in the soil of Fhe
Christian Church and civilization. In the contemporary British scene education
and social work are both involved in promoting community development.
This can be illustrated from a series of official reports. In regard to educatiPn
the Plowden Report strongly recommends the development of ‘community
schools’.* The Newsom Report says that in some areas the ‘scthI may ha\-fe an
important socially educative role in the community’.® The Falrbalm-Mll’sgn
Report says: “We believe that there are no long term answers to the perplexlt}es
of youth work apart from the growth and encouragement of community
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development’.’® Regarding social work, the Secbohm Report says, “We realise
that a general responsibility for community development is difficult to define
and the means to its achievement are only now coming to be understood but,
looking ahead, we are convinced that this must become an essential part of the
social service department (of the local authority)’! Seebohm also endorses the
Plowden Committee’s recommendations on this subject. The Gulbenkian
Report, an enquiry ‘into the meaning and extent of community work in the
United Kingdom’ with the purpose of making recommendations on training,
was seen to be directly relevant to the work of the Seebohm committee and the
Royal Commission on Local Government in England and Scotland. Jos¢ de
Azeredo Perdigao in his foreword to the Gulbenkian Report said that the
moment was opportune for a review of training because the ‘growing interest
and participation in community worl among professional social workers,
adult educationalists, social planners and others were beginning to be reflected
in an increasing awareness of the need for appropriate training’.!?

The Church and Community Development

"The Church is involved in educational, youth and social work. Gulbenkian
says that community work should be a recognized part of the work of the
clergy and that ‘in the Churches, their congregations, their premises and their
sometimes still powerful voices in social affairs, is a significant potential source
for community work’."® Fairbairn and Milson say that’ the churches should
consider their role (in the youth service) in relation to the task and opportunities
of community development. How far is it consistent with their faith — indeed
in the twentieth century how far is it an inevitable consequence of their faith —
that they should puc a large part of their effort into the encouragement of
people to identify their own needs, develop their own resources to meet them
and thus (almost in the language of faith) to attain their true stature and
dignity in the universe by learning to govern themselves more and more.’4
Seebohm sees the voluntary organizations as having a pioneer role." There is a
specific role for the local church in this field in offering help in the development
of communities, particularly in educational priority areas.

A particularly vivid description of the task is contained in Christizn
Commitment in Education (Report of the Methodist Conference Commission
on Education, Epworth, 1970):

“What is needed is an injection of energy into the community not only
from official agencies but through the voluntary groups in the area, including
the churches. Some churches already offer help in the form of play-group
facilities, contact groups for immigrant parents, club activities for children,
and so on, but there is room for continuous experiment and service — adventure
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playgrounds, amenity projects for old and young, involvement in after-school
activities. Each community has its special needs and opportunities.

“We have made contribution by the Church our final point since we
believe it to be one of the most important issues in education to-day and one in
which the ordinary church member and the local congregation can play an
active and significant part. This help must be offered not in any patronizing or
paternalistic role, assuming a moral and social superiority which has sometimes
characterized Christian social action in the past, what has been described as a
“middle-class take-over bid for the soul of the area”. Rather, we see this as part
of the mission of the Servant Church, called to minister to all men and to be
honestly identified with the community.”

Simultaneous and Interdependent Development of Church and World

Some writing about the church and the world could lead people to think
that they are entirely separate entities working against each other. The actual
relationships between the church and the world are much more complex than
this.”'® People in the church live and work in the world; they are members of
various communities. The world is not by any means in total opposition to the
aims and purposes of the church. In the world and in the church there are
reformers, social workers, social scientists, planners and good neighbours all
striving in different ways, using different approaches, to improve the social
systems and circumstances within which people have to live and die. They
contribute toward the alleviation of poverty, bad housing and bad working
conditions; they attempt to eliminate racial, class and educational discrimination
and to overcome loneliness; they help to create community. There are in fact
real areas for co-operation between people in the world and the church in
achieving common purposes. Both church and world belong to God and both
are the proper province of his work, love and care. It is not a case of a perfect
church community developing an imperfect world community. Utopian society
evades both the church and the world. Nor do we want to see the church
working in the world solely for the purpose of numerically increasing the size
of her own community, regardless of the welfare of the communities she uses as
her religious hunting ground. “We want to see — and all our work in this field is
oriented to this concept — people from the church and the world working
together on community development projects in such ways that both
communities develop interdependently. “We wish to stimulate simultancously
in the church and in the world those processes of education, personal, social
and community education by which people mature. These things are achieved
by church and non-church people working together on projects to improve
their community.
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A Framework for Church and Community Development Work

As a result of our experiences in the field of church and community
development work during the past five years we suggest that if the church is

going to take seriously the challenge of community development a tripartite
framework for action is necessary.

L. It is necessary to formulate a theological critique of community development.
The work done in the field of church community development work is based
upon the following tenets'” which substantiate our conviction that to work for

the simultancous development of the church and the world is fundamental to
the church’s ministry and mission.

(i) God’s relationship with the world as defined in the New Testament and
embodied in the life and work of Jesus Christ is the key to the church’s
relationship with the world. The New Testament states God’s primary
relationship is to the world he loves and desires to reconcile to himsclf i#
His concern is not exclusively for the church nor for the world through
the church. Consequently God is already at work in areas unoccupied by
the church. His kingdom embraces every aspect of his relationships with
men and the cosmos. Christ is described as ‘God with us’. God sends
Christians into the world as he sent Jesus into the world.”

(ii) Man’s creative relationship to his social and physical environment is
purposed by God. God has delegated to man the responsibility to create
the best possible social and physical environmental conditions for the
full realization of human potental and welfare.

(iii) Community development methods and processes enable Christians to
emulate the servant ministry which Christ established during his earthly
life and which he maintains in his risen state.

(iv) The Biblical narrative describes an ongoing search for community and
indicates the way in which Christians can make a unique contribution to
its realisation.

A group of Christians engaged in community development work met in
conference in December 1969 to consider the theological implications of their
work. Their conclusions, which have been published, make a useful contribution
in this area of thought.”® Sodepax (The Committec on Society, Development
and Peace) has also published two interesting books on the theology of
development.” The Methodist Board of Lay Training’s Group on Community
Development has also asked an ecumenical group of theologians and some
ministers to work on this theme. There is need for people at every level of
community development action, research and practice to think theologically
about what they are doing.
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2. It 15 necessary to formulate adequate programmes of lay and ministerial
training in church and community development work. Training is required first in
community development ideas, concepts and theories and the relationship of
community development to other social sciences; and second in the practising
of non-directive group work skills. These two areas of training are to the
community development worker what medical school and walking the wards
are to doctors. There is a dearth of this kind of training both for the professional
and the pare-time community development worker. The Gulbenkian Report
contains a useful summary of the training available for professional workers?
but there is no comparable list for voluntary or part-time workers.? Indeed the
Gulbenkian Report said that it is the responsibility of employing auchorities
(in this case the church) to promote in-service training.* A course of training
for voluntary workers recently mounted in High Wycombe has yielded a fund
of information about what is involved in this kind of training.?* If the churches
are to enter effectively into the community development field an immense
amount of energy has to be devoted to training programmes.

3. It is necessary to mount a select number of church and commnunity
development action research programmes in order to determine the practical and
theoretical implications for local churches, church administrators, ecclesiastical
decision-makers and for the wrainers of clergy and laity involved in community
development projects. In this the social sciences teach us something of great
importance — the necessity for action research programmes. To explore this
subject would require another article. The 1970 Social Science Research
Council’s Conference was on the theme “The role of the social scientist in
action research’. In the introductory lecture Professor Daniel P Moynihan
claimed a causal link between the investment of large sums of money and
energy on action research and the rapid expansion of inventiveness in the
U.S.A.% This ought to make any one wishing to learn from the social sciences
stop and think what programmes of action-research could do for their enterprise
and organization. It could lead the church to a radical reappraisal of the use of
her plant, machinery and men in relation to her purposes. It could lead to the
discovery of new ways of fulfilling God’s will for mankind; a new inventiveness
could be found for church work and mission.

The working definition of its area of concern, accepted by the S.S.R.C.
1970 Conference, was: ‘Research commissioned to monitor and evaluate the
operations of specifically implemented policy schemes so as to enable policy
makers and administrators to assess the effectiveness of such schemes’.”’ We
however know of only two church and community development action research
programmes.”

Such a framework for church community development work should
enable church members to expend themselves and their material resources to
the greatest possible effect, to realize to the full the development potential of
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the situations in which they work, and to make their own proper contribution
towards a world community centred on the person, values, attitudes, ideas,
teaching and worship of Jesus Christ.
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19. Jn 17.18-19
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23. See George Lovell, Church and Community Development: An Introduction, for a short list of London
Training Courses.

24. 16, 101

25. An explanatory pamphlet is available from The Grail Centre, 125 Waxwell Lane, Pinner, HAS JER.
Price 5p (incl. postage).

26. See 8.5.R.C. Newsletter IO, November 1970, pp. 2-5.

27. 8.5.R.C. Newsletter 10, p. 5.

28. The Church and Community Development Project 70-75, an Ecumenical Action Research Project
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Grail, 125 Waxwell Lane, Pioner, HAS 3ER. The second is An Action Research Projecs to Test the
Applicability of The Non-directine Concept in a Church Youth and Community Centre Setting by the
author.

186

APPENDIX VII
Avec Briefing Paper
for Staff Engaged in Ten-Day Courses*

1. These notes are intended to introduce the range of tasks in which the staff
are involved before, during, and after each ten-day course. Please read
them through in conjunction with the handouts which accompany this
paper. If you have any queries, please contact the senior staff member as
soon as possible. We intend to revise these notes in the light of comments
by those using them. Please let us have any suggestions for their im-
provement and any papers that should be added.

Overall Time Commitment

2. In addition to the 2 x 5 day periods of the course, staff normally meet for
onc day prior to each period (often on the Saturday immediately preced-
ing), on the Friday evening of the first week, and on the Thursday evening
of the second week,

3. Prior to the commencement of the course it is nccessary for each staff
member to be thoroughly conversant with each of the course members
work papers (usually 12-14) and to have prepared a preliminary analysis
of a selection of them.

4. During the course staff members need to keep evenings free for consulta-
tions in preparation for plenary sessions and to prepare work paper
sessions to which they are the worker.

Thus the minimum time commitment ro a ten-day course is:
2 x 5 Course days (including each evening Monday-Friday)
2 x 1 staff planning says

2-3 days to prepare work papers and plenaries.

TOTAL: 14/15 days.

Personal Preparation Prior to the Course
5. The staff will decide who is to be responsible for which part of the course.
Usually there will be a senior staff member who will have overall responsi-

bility but the content of the sessions and the leading of them will be
shared. These arrangements are most likely to be made via telephone

* A pack of background papers was supplied with this.
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10.

conversations which should begin when the initial letter is sent out to
participants. Those leading plenary sessions (see “Foundation Subjects”
para 28) will need to know in sufficient time to be able to prepare them so
as to share their intentions with the rest of the staff beforehand.

The initial letter is sent out about 6-8 weeks before the course starts
together with a guide to writing the work papers.

When each staff member receives copies of the work papers written by
members of the course they also reccive a paper which enables them to
build a tentative “profile” of each member. The senior staff member draws
up a draft composite list of objectives for the course which are discussed
during the first session and, if necessary) amended before adoption by the
course, The senior staff member is usually responsible, in consultation
with the other staff, for drawing up a draft programme.

It is important that all staff are conversant with each work paper in order
to facilitate the division of the members into two work paper groups and
the allocation of cach work paper to a member of staff who will be
primarily responsible for assisting its progtess through the work paper
sessions in each week and the intervening period.

Some two to three weeks before the course, copies of the work papers, a
draft programme and a briefing paper, are sent out to each course member
by way of acknowledging receipt of the work papers and to aid their
preparation for the course. This is usually the responsibility of the senior
staff member in consultation with the other staff.

If there are three members of staff, one of whom is not experienced in
leading work paper sessions, a decision will have to be made as to how that
member is to develop his’her expertise. It may be as a co-worker to
another member of staff, or vice-versa, or it may be as the leader of the
session but with staff briefing sessions before and after the work paper by
way of support for both the ‘new’ worker and the group.

Joint Preparation for Week One

11,

12.
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During a staff planning day the staff will consider each member of the
course and their situation, noting what each person hopes to get from the
course. This task can still take two to three hours to complete.

When completed, this task will have enabled the allocation of each
member to one of two (occasionally three) work paper groups. These
contain, as far as is possible, a balance of denomination, work experience
etc. A staff member is allocated to each work paper and the sequence in

13.

14.

15.

which the papers are taken in the work paper group is arranged to enable
the staff members to alternate in each group.

A sccond outcome of the careful consideration of each paper is a tentative
list of objectives for the course compiled from each members persona;
objectives. This serves as a check list for the staff as well as the course
members after it has been adapted or adopted by the course members
during the first session.

The preparation for plenary sessions is discussed and any additions or
amendmeﬂts madc.

Finally the various practical tasks are allocated i.e. responsibility for pho-
tocopying, note taking, sub-group compositions ctc.

During Week One

16.

Fach morning the staff meets before the day’s sessions to review the
programme and make any necessary preparations. Plenary sessions may
again be checked through and work papers for the day discussed. There
may also be other occasions, for example before and after work paper
sessions in which there are particular problems or difficulties, or during
the lunch break, when the staff need to have a word together. At the end
of each day the staff may wish to reflect upon each other’s work so as to
assist their continuing training and development,

17. As the week progresses reference is made to the objectives for the course

18.

19.

20.

and a note taken of any topic emerging from the course or not completed
in a plenary.

Overnight work involves final preparation for plenaries and work papers
for the next day. Consideration may also be given to any pastoral issues
which may have emerged in relation to a particular course member and
how best to deal with it, Telephone discussions between staff members can
often be helpful in preparing the following days’ work.

Friday afternoon provides an opportunity for course members and staff to
check the week’s work against the objectives for the course and to identify
subjects for the second week’s programme.

The staft may work on the subjects requested by course members immedi-
ately following the Friday afternoon sessions in order to shape them for
the programme and to agree which staff member will be responsible for
cach plenary subject, This can take an hour or two. Alternatively, or in
addition, they may necd to meet during the following weck or two.
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Between Weeks One and Two

21,

22,

Staff members will prepare the plenary sessions for which they are re-
sponsible and give further consideration to the work papers allocated to
them. It may be necessary to have telephone consultations with other

staff.

A paper setting out the suggested shape for the week, and a draft pro-
gramme are distributed to the course membets prior to the commence-
ment of week two.

Joint Preparation for Week Two

23.

24,

25.

During a staff planning day the staff discuss what each course member
wishes to work on during his or her work paper sessions by way of
orientarion to cach one’s specific needs in week two.

The sequence of papers in the work paper sessions is often re-arranged so
as to give those who were last in week one, a chance to be taken earlier and

vice-versa. {This may have been done earlier.)

Preparations for the known plenary sessions are finalised and any adjust-
ments made to the draft programme. Another check is made of the
objectives for the course and any practical tasks allocated amongst the

staff.

During Week Two

26.

27.
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This is generally the same as week one, with the important exception of
Thursday evening. Course members are asked to complete an assessment
form on Thursday afternoon. During Thursday evening the staff work on
the implications of these for Friday’s agenda. This invariably occupies all
of the evening, including discussion over an evening meal. Sessions are
allocated to staff and preparations are made to lead Friday’s plenaries.

Following the end of the course, it is often helpful for the staff to share in
a short de-briefing which would not be expected to last more than an hour
or so.

————— . m———

Foundation Subjects’

28. Over the years a number of subjects were seen to re-

29.

occur in ten-da
courses and have become what might be termed “foundation subjcCtSX

which we consider to be essential and additional to those subjects identi-

fied as objectives for the course. Most of these will occur in the pro-
gramme for the first week and include:— P

(a) Working for Human and Spiritual Development Setting the coupse j
the context of inter-related development between church and pej hr-1
bourl}ood, people and their environment; communities as entitigeS'
working systematically, theologically and empirically; work which is

focussed upon people leading to human development. (cf
Religious Factors pp. 11fF) & an development. (cf Human and

(b) ]rrftmductian to Work Paper Sessions Describes the process of workin
with the papers. g

{c) Towards Working Purposefully Looking at beliefs and purposes and
their function as touchstones by which to make critical decisions.

(d) Approaches and Methods Examining the Directive and Non-Directive

approaches to working with people and the various methods available
to the worker.

() Leadership and the Non-Directive Approach and a skills practice session
led by group members as non-directive workers with observer to

provide feedback.
(£) Promoting participation.
(g) Integrating work, faith and theology.

An important element of the course is the opportunity to observe and
experience various methods in tackling these subjects. Most courses will
include at least one case study and a session led by course members as

non-directive workers with observers to provide feed-back. The problem-
solving sequence is also used.

30. An annotated book list is also sent to members beforehand. These books

about church and community development theory and practice ate rec-
ommended to participants.

Charles New
May 1989, Revised May 1990
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