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Introduction

The Salvation Army needs action-oriented officers... for it to accomplish its
mission. But here comes the crunch: they need to be informed men and
women of action... it is high time to discard forever the false presupposition
that has dogged us as an Army that higher education and action are
opposites. It is wrong to think that you choose between the two, and that you
cannot have both... As a Salvation Army we need leaders who are both
scholars and dynamos: informed men and women of action.

(Larsson 2005: 5)

This statement from the then world leader of The Salvation Army, John
Larsson, succinctly encapsulates one of the challenges The Salvation Army
has faced historically and continues to face today. Scholars and dynamos are
required and possible. But they are difficult to deliver in a movement that is
activist to such a degree that education and deeper thinking can be viewed
with suspicion. However, we must cast aside our misgivings as we consider
what it is that is required in the training of officer leaders for today and into

the challenging landscape of twenty-first century society.

The call for “scholars and dynamos” resonates with my sense of the
challenge that calls us forward in our training methods for mission and
ministry. It is this that leads me to my research project which seeks to
research and propose emerging models of training for officer leadership
within The Salvation Army. These models must adequately and rigorously
equip people in a manner that will challenge and strengthen them in their
own intellectual development, practical development and personal spiritual

formation.



The use of the term training in this research project is intentional. Within The
Salvation Army training is the historically and internationally accepted
“technical” term for the total formation process leading to officership, and so
this project will utilise the term in that broad sense.

In chapter one the qualitative method known as grounded theory is
considered, and in particular constructivist grounded theory. Arising from this
| will detail the methodology for my research into “Emerging models of

training for officership in The Salvation Army”.

Chapter two seeks to clarify a theological understanding of officership in
order to clarify the role we are training for. In particular we will focus on the

debate over status versus function.

In chapter three early approaches to officer training will be briefly
summarised before the current two year residential model, as instituted in
1961, is explored. Some alternative approaches currently being utilised
internationally and in Australia will be considered.

The various stages and results of the human based research are to be
outlined in chapter four. Key issues for each participant group will then be

considered and overall themes identified.

An exploration of the societal shifts of postmodernity and post-Christendom
and their implications for the church commence chapter five. From here our
attention will shift to a literature review, highlighting five thematic areas key to
preparation for mission and ministry today.

The final chapter will draw together the various aspects of data present in the
research project. Four active guiding principles that should undergird any
training model will be outlined before considering three emerging models of

training for officership.



The research project as a whole maintains a commitment to officer training
that will adequately and rigorously equip people for mission and ministry in

the challenging landscape of twenty-first century society.



Chapter One — Methodology and Project Design

In order to deal with research in an adequate way it is important to engage
methods that can deliver good data leading to meaningful results. A shallow
or flawed research methodology can lead to shallow or flawed findings. How
can we design research to adequately grapple with the need for emerging
models of Officer training that will adequately and rigorously equip people for
mission and ministry in the challenging landscape of twenty-first century
society? In this chapter we will consider the qualitative research method
known as grounded theory, and in particular constructivist grounded theory,
applying this to the project at hand. We will then outline the particular
aspects involved in the design of this research project so as to detail a clear

perspective of the way forward in pursuit of emerging models.

Grounded Theory

Grounded theory is a qualitative research method developed initially by
Glaser and Strauss for use in the social sciences (Strauss & Corbin 1990:
31). “A grounded theory is one that is inductively derived from the study of
the phenomenon it represents. That is, it is discovered, developed, and
provisionally verified through systematic data collection and analysis of data
pertaining to that phenomenon.” (1990: 23) The starting point in this
methodological approach is not therefore a pre-conceived notion of an



answer that needs to be verified or a hypothesis that needs to be proven.
Rather grounded theory offers the opportunity to genuinely enter into a
research area allowing the theory and the possibilities to emerge in the
course of the research.

Grounded theory, like all qualitative methods, is at times challenged as soft
or unscientific, often on the basis of subjectivity. By its very nature a
qualitative method carries an emphasis on qualities, processes, relationships,
the socially constructed nature of reality and indeed the relationship of the
researcher with what is studied. By contrast quantitative methods are
interested in measurement and analysis of interaction between variables and
portray the researcher as distant and therefore the research free of the
values or opinions of the researcher (Denzin & Lincoln 2000: 7). Whilst it is
clearly easier to accuse qualitative methods of subjectivity, proponents of
quantitative approaches equally need to come to terms with the reality that
no research can be truly free of the influence of the researcher.

The nature of the proposed research lends itself to qualitative methods on
several grounds. Firstly, it affirms that the insight and experience of
individuals involved is of value in seeking to understand the challenge of
training for officership. Secondly, the emphasis in qualitative research on
“rich” or “thick” descriptions is inherently of value in seeking to identify
emerging possibilities for the future. A quantitative approach may measure
the current reality of training and supply generalizations for the experience
now but fail to grapple with the emerging trends and potentials of a “rich”
description (Denzin & Lincoln 2000: 10). Other weaknesses could also be
present in using a quantitative methodology for this type of research:

Glaser and Strauss disputed, however, that the traditional logico-deductive
method of inquiry generates useful theory for social research. Their concern
was that logically deduced theories can mislead researchers or cause
researchers to manipulate facts to “fit” the theory (Glaser & Strauss, 1967,
p. 29). They proposed that theory useful to social scientists be derived from
the data or “"grounded” in the data.” (Devers & Robinson 2002: 242)



Another reason why this research lends itself to qualitative methods, as | will
discuss later, is that the methodology needs to be one that acknowledges the

place of the researcher within the research.

In seeking to examine emerging models qualitative methodology offers a
creativity to grasp that which is possible and that which quantitative methods
could struggle to supply. “Creativity is... a vital component of the grounded
theory method. Its procedures force the researcher to break through
assumptions and to create new order out of the old.” (Strauss & Corbin 1990:
27) To discern emerging models for this research will require creative
interaction with the data that is collected to identify from within that data and
develop new models. The purpose of grounded theory as a research method
is to allow a theory to be built that illuminates, but is still faithful to, the area of
inquiry (1990: 24).

Whilst Glaser and Strauss developed grounded theory cooperatively there
has been a divergence between them in the ongoing development of the
methodology. Strauss has been keen to maintain objectivity in order to
supply testable and verifiable theories of traditional science. Glaser, in
contrast, has maintained a stronger focus on the need for data without
forcing preconceived questions or frameworks upon it (Charmaz 2000: 512),

leading to constructivist grounded theory.

Constructivist Grounded Theory

Most grounded theorists write as if their data have an objective status.
Strauss and Corbin (1998) write of “the reality of the data” and tell us, “The
data do not lie” (p.85). Data are narrative constructions (Maines, 1993). They
are reconstructions of experience; they are not the original experience itself.
(Charmaz 2000: 514)
Charmaz writes of the more recent development in grounded theory;
constructivist grounded theory. This methodological approach assumes the
relativism of multiple social realities and values the place of both the viewer

(researcher) and the viewed in interpreting meanings (2000: 510). This type



of approach is seen as reclaiming grounded theory from the way in which it
has developed ever more scientifically and postivistically “to form a revised,
more open-ended practice of grounded theory that stresses its emergent,
constructivist elements. We can use grounded theory methods as flexible,

heuristic strategies rather than as formulaic procedures.”(2000: 510)

The nature of this research topic calls for a methodology that will truly allow
possibilities to emerge. New models will be constructs rather than object
realities. An effective methodology allows for the creative interplay of rich
data sourced in the social experience of individuals with the thoughts and

ideas of the researcher. As Charmaz so aptly describes,

The image of a scientific laboratory comes to mind with objectivist grounded
theory, reflected in carefully organized and stated written reports of
concepts, evidence and procedures. Constructivist grounded theory spawns
an image of a writer at a desk who tries to balance a theoretical
interpretation with an evocative aesthetic. (2000: 526)

To grapple with and propose emerging models of training for officership in

The Salvation Army requires that evocative aesthetic interplay.

The Researcher and the Research

Strauss and Corbin (1998: 42) speak of the fact that grounded theory
methodology calls for data collection and analysis alternating with each other,
which creates a constant interplay between the researcher and the research
act. For them this highlights a difficulty of maintaining objectivity and
balancing this with sensitivity. Likewise they acknowledge,

over the years, researchers have learned that a state of complete objectivity
is impossible and that in every piece of research — quantitative and
qualitative — there is an element of subjectivity. What is important is to
recognize that subjectivity is an issue and that researchers should take
appropriate measures to minimize its intrusion into their analyses.(1998: 43)

In coming to this research topic | acknowledge that as researcher | can never
offer a truly distant and objective stance. Indeed | am intertwined, to some
degree at least, with the research. My topic is emerging models of training for



officership in The Salvation Army; | am a Salvation Army officer trained under
the existing models; more than that | am now part of the system — a Salvation
Army officer who trains others to be Salvation Army officers. As such | am
intimately involved with the realities of the current dominant model of training

with its strengths and weaknesses, possibilities and shortcomings.

To attempt to suspend or neutralise this background could be called for
under certain research methodologies but would ultimately be unrealistic,
equally it would possibly disallow one of the valuable sources of data to the
research topic — the researcher as an individual and participant. A
methodology based upon constructivist grounded theory acknowledges the
interaction of the researcher and the data in generating creative theories and
emerging possibilities. In this we find a methodology that allows honesty in
the interplay between researcher and data in allowing a theory constructed
from grounded data to emerge:

The grounded theorist’s analysis tells a story about people, social processes,
and situations. The researcher composes the story; it does not simply unfold
before the eyes of an objective viewer. This story reflects the viewed as well
as the viewer. Grounded theory studies typically lie between traditional
research methodology and the recent postmodernist turn.

(Charmaz 2000: 522)

The place that | will play in this research is communicated by Robson (1993:
446) in his discussion of the “practitioner-researcher”, which he defines as
someone working within a particular area whilst also carrying out systematic
enquiry relevant to their field of work. Robson (1993: 447) outlines and
discusses the disadvantages and advantages of the practitioner-researcher.
Whilst not dismissing his stated disadvantages of time availability and lack of
expertise and confidence clearly the most relevant disadvantage is what he
terms the “insider” problems; hierarchy, prophet and preconceptions. Issues
of hierarchy in this research design are seeking to be dealt with by
researching former students rather than current ones, and the “prophet in
own country” disadvantage can only be countered by thorough research and
well-analysed data leading to sound theory. The problem of preconceptions



that | may carry about issues and solutions is a key point, and is actually
fundamental in the decision to pursue constructivist grounded theory which
intentionally seeks to discover what emerges from within the data rather than
other research methodology which would ultimately only test my

preconceived issues, ideas and solutions.

Of course the very “insider” problems can open up “insider” opportunities,
such as prior knowledge of people and situations. Key to this research
methodology will be the concept of “practitioner-researcher synergy” where
experience and insights from working within the field will creatively associate
with the data collected leading to emerging models from a genuine
constructivist grounded theory. (Robson 1993: 447)

Project Design

This research project on emerging models of officer training will utilise
constructivist grounded theory. Charmaz (2000: 514) speaks of the necessity
to “...gather rich data... from multiple sources — observations, conversations,
formal interviews, autobiographies, public records, organizational reports,
respondents’ diaries and journals, and our own tape-recorded reflections.”
Several sources will be used in the design of this research project; in
particular interviews, reports and relevant literature and the researchers
reflections. Before discussing research design in greater depth it is

necessary to outline in more detail the nature of my research.

The Salvation Army in the Australia Southern Territory has a fixed and
specific two-year full time residential training program for people seeking
officership (ordained ministry). The Australia Southern Territory covers the
states of Victoria, Tasmania, South Australia, Western Australia and the
Northern Territory. One residential program is offered for this geographically
expansive area and it is based in Melbourne, Victoria. This established model
is sometimes the object of criticism from those considering ministry, and from

those already commissioned as officers, and one result of this has been the



emergence of some alternative options. At this point in time these
alternatives are either not openly or readily available to all candidates for
ministry (in the case of flexible training) or are not considered to be either a
training program or genuine officership (in the case of the lieutenants

program).

This research project will consider the current established model of ministry
training and also new alternate programs, and from this base point take a
broader view in seeking to examine emerging potential models that provide a
more adequate training leading to officership. Any emerging model would
need to equip people in a thorough manner (intellectually, practically and in
personal spiritual formation) that is appropriate to societal trends.

There are several objectives within this research proposal:

1. To consider a range of theological understandings of officership that
inform adequate training processes for the functional role. This
objective may appear unusual given the proposal at hand. However,
from an internal Salvationist perspective there are diverging views as
to what officership is; is it about function or status, the prophetic or the
priestly? It is necessary to clarify an understanding of officership in
order to proceed to research emerging models. To propose training for
a role when the essence of that role is in dispute would be fatally
flawed.

2. To examine the development of the current approach to Salvation
Army officer training in Australia Southern Territory (post 1960s)
considering its strengths and weaknesses and to examine alternate
approaches to the current dominant model.

3. To consider current (training college) and alternate approaches
(lieutenant’s programme and flexible training) in the light of societal
change, in particular the paradigm shifts of postmodernism and post-
Christendom, and to apply insights from adult learning theory.

4. To propose emerging models that are adequate, rigorous and
challenging (intellectually, practically and in personal spiritual

formation).

10



These objectives will be informed by reading research, personal experience
and understanding, and by a series of survey and interview processes. Each
of these objectives will be informed to some degree by literature research,
and human research in particular will be important to objectives two, three

and four.

From this research it is envisaged that clear recommendations in regard to
emerging models of training that can lead to officership will be made to The
Salvation Army Officer Training College in Melbourne and to senior Salvation

Army leadership in the Australia Southern Territory.

Human research aspects of this project will focus on three distinct groups;
recent graduates of the current program (on the basis of their full exposure to
and therefore grasp of the current training program); people pursuing the
current main alternative program (lieutenants program — on the basis of their
choice not to pursue the established program and the subsequent benefits
and difficulties of their choices); senior leaders according to the position they
hold (on the basis of their place as stakeholders in the selection and
deployment of ministry personnel). This sample selection is intentionally

selective in nature. As Devers and Robinson suggest,

Sample selection in grounded theory research is not governed by the
quantitative principles of homogeneity or randomness. Samples are selected
both purposively and theoretically. Initially, the researcher purposefully invites
participants who will best be able to provide meaningful data. (2002: 245)

Let us consider these three groups and their involvement in my research

project in more detail:

e Recent graduates: | will forward a written in-depth interview
questionnaire to the entire graduating class for 2005 immediately after
their graduation, a group of sixteen. It will be made clear that
participation is voluntary. From those who respond | will select three
graduates as a follow-up sample on the basis of their responses for

11



in-depth semi-structured face-to-face interviews. This will be to test,
expand and verify the emerging theory.

Alternative program participants: | will forward a written in-depth
interview questionnaire to a group of sixteen who are taking the
alternative path (lieutenants). This sample group size is chosen on
the basis of being an equivalent sample to the graduate sample.
There are currently over fifty people as part of this program but | will
limit the choice for my sample on two grounds; age eligibility for the
existing training program and geographical proximity for follow-up
interviews. From those who respond | will select three participants on
the basis of their responses for in-depth semi-structured face-to-face
interviews. This will be to test, expand and verify the emerging theory.

Senior leaders: Those chosen will be specific to the organisational
position they occupy and the relevance of their position to selection
and deployment of new officer personnel. In specific organisational
terms | would like to interview the Territorial Commander, Secretary
for Personnel, a Victorian Divisional Commander and a non-Victorian
based Divisional Commander. These will be by way of written in-
depth interview questionnaire with any particular issues followed up
with in-depth semi-structured face-to-face interviews (face-to-face
interviews with these senior leaders may be difficult to obtain).

As has been, stated my overall methodology is constructivist grounded

theory and several aspects of this theory influence the procedure | have

outlined. “Researchers can use grounded theory techniques with varied

forms of data collection... Qualitative researchers should gather extensive

amounts of rich data with thick description.” (Charmaz 2000: 514) | have

indicated that | will use a mixture of data sources; most particularly written

sources, in-depth interviews and researcher reflections. The interview

process | have outlined is designed to source good amounts of rich data with

12



thick descriptions. The personal responses of thirty-six people to a series of
six open ended questions will allow for adequate rich and thick data:

The researcher, in a sense, enters the participants’ world to collect data and
literally becomes the instrument when analyzing it. The hours of ““dwelling in
the data,” however, are rewarded with human insights not attainable by
quantitative methods. The results of good qualitative research provide rich and
descriptive narrative, bringing the phenomenon under study to life.

(Devers & Robinson 2002: 241)

Let us consider the interview process for this data collection.

Minichiello, Aroni, Timewell and Alexander suggest that

it is appropriate to choose in-depth interviewing... when the type of research
depends on understanding a broad range of people or settings in a short
time. That is, when there are research questions which lend themselves to
in-depth interviewing rather than other qualitative methods because the
researcher either has time constraints or reasonably well-defined research
interests. (1995: 74)

This research project fits the concept of in-depth interview processes, as the
area of interest is very specific and applicable to a fixed population of people.
Thirty six respondents, all of whom have direct relationship to the question,
will offer their insight into the research question. The three distinct written
questionnaires (for three target groups) offer a fixed set of six or seven
questions. The questions are fixed but open-ended. By using a set of fixed
written questions we are following the structured or focused in-depth
interviewing principles which suggest, “The social interaction between the
participants is formalised and highly structured to enhance reliability (that is,
the extent to which the research can be replicated and tested for possible
researcher influence or error)” (1995: 64). However the open-ended nature of
the questions allow for a constructivist grounded theory approach that seeks
to construct an emerging and creative theory from within the rich and thick
data. But what of the need for and interest in a second round of selective

interviews?

Charmaz indicates that in doing grounded theory

Analysis begins early. We grounded theorists code our emerging data as we
collect it. Through coding, we start to define and categorize our data. In

13



grounded theory coding, we create codes as we study our data... We should
interact with our data and pose questions to them while coding them...
Unlike quantitative research that requires data to fit into preconceived
standardized codes, the researcher’s interpretations of data shape his or her
emergent codes in grounded theory. (2000: 515)
As soon as the interview data is collected it is necessary to interact with it
and allow the codes or categories to emerge. However this must not force or
manipulate the data to fit preconceived categories and to help avoid this it

becomes necessary to follow up or test the coding.

The second stage sampling is a process of going back to the field to refine
our ideas, test our emerging theories, or perhaps probe or investigate
possible holes or gaps in our theory (Charmaz 2000: 519). In this research
project design sampling will occur through the second round of six (and
maybe eight) selected interviews to follow up on responses and test the
emerging theories or models. This sampling is not to expand the research
sample but rather it serves the purpose of refining or testing. As constructivist
grounded theory seeks what emerges from within the data it is important to
limit the second interviews to this testing and refining:

Theoretical sampling is a pivotal part of the development of formal
theory...The necessity of engaging in theoretical sampling means that we
researchers cannot produce a solid grounded theory through one-shot
interviewing in a single data collection phase... our categories take us back
to the field to gain more insight about when, how, and to what extent they are
pertinent and useful.” (Charmaz 2000: 519)

Whilst the first round of written interviews takes a structured or focused in-
depth interview approach, the follow up face-to-face interviews are more
semi-structured or unstructured in nature. Emerging from the coding and
categorising of initial interview data, and also to a degree through initial
literature research, will develop a list of topics but not fixed wording or
ordering for these semi-structured interviews. These interviews will thus be
able to focus on the issues central to the emerging theory or models but
allowing more flexibility to the discussion than the original fixed and written
survey. It is considered that this limits comparability of interviews but

14



provides a better comprehension of the interviewees’ perceptions
(Minichiello, Aroni, Timewell & Alexander 1995: 65).

To a degree the first round of interviewing will hold more truly to a
conventional grounded theory approach, thus being more in line with some of
the issues of “good science” mentioned earlier; generalizability,
reproducibility, precision, rigor, and verification. “Thus all respondents receive
the same set of questions asked in the same order or sequence...There is
very little flexibility...” (Fontana & Frey 2000: 649). However the second
round of face-to-face interviews intentionally opens up a more constructivist
opportunity via its semi-structured nature. As Fontana and Frey (2000: 652)
suggest, this provides the opportunity for a greater depth of data ideally
suited to the second sampling stage of theory testing in constructivist
grounded theory. This can be critiqued as allowing too much input by the
researcher. But as has already been indicated this reality is accepted, and in
fact intentional, in constructing the theory in the interplay between data and

researcher.

As an overall guiding principle interview techniques will be employed in this

research design because

if we believe (as most researchers using qualitative methods do) that social
reality exists as meaningful interaction between individuals then it can only
be known through understanding others’ points of view, interpretations and
meanings. If meaningful human interaction depends on language, then the
words people use and the interpretations they make are of central interest to
the researcher. (Minichiello, Aroni, Timewell & Alexander 1995: 73)
Pivotal to this research is the valuing and seeking of people’s views and
interpretations so as to allow new models and theories to emerge from the
experience and social interactions of these individuals. Interview processes
are also being used due to the meaningful fit within grounded theory
methodology, as Minichiello (et.al.) note, “It is significant that all forms of in-
depth interviewing are not predominantly used as hypothesis-testing modes

of research but as theory-building ones.” (1995: 75)
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It is important for us to also consider the place of literature review in this
constructivist grounded theory research methodology. In one sense the
literature is simply another source of data and should be valued and
analysed as such. However it often holds a preliminary function also.
“Qualitative researchers approach the review of the literature from a
somewhat different perspective than their quantitative colleagues. One
function of the review is to describe gaps or inconsistencies in the literature...
[this] supports the appropriateness of a qualitative approach, and sets the
stage for the research question” (Devers & Robinson 2002: 243). This should
not, however, be the limit of the literature review if the literature is truly
another source of data. Once the initial interview data collection is complete
there should be a return to the literature to seek out relevant material to
support or further develop the emerging theory. Indeed at this point some
aspects of literature review may challenge or draw the emerging theory into
question. Following the second round of interviews again there should be a
return to the literature for a similar purpose and process. As Devers and
Robinson suggest, “The literature review is a process that continues
throughout the life of the study” (2002: 244).

In Summary

Grounded theory is neither verificationist or falsificationist in the traditional
positivistic sense. The researcher does not set out to prove or disprove a
preconceived hypothesis or notion. Hypotheses are yielded after the
formulation of a substantive theory, and can be tested in subsequent studies.
As relationships between data categories are observed, and problems,
processes, and strategies identified, the skilled analyst generates a
grounded theory. (Devers & Robinson 2002: 243)

Grounded theory, and in particular constructivist grounded theory, offers to
this research topic several strengths and potentials as a research
methodology of choice:

e As a qualitative method its applicability to issues of relationships,
understandings and social constructs, as well as its openness to the
unique views of individuals, will help to provide a rich source of thick
data for analysis.
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e The emphasis upon creativity and allowing the theory to genuinely
emerge from within the data holds strong potential for genuine
emergence of new models.

e |ts acceptance and valuing of the “practitioner-researcher” as one who
does not simply undermine research by subjectivity, but rather brings
insider opportunities and insights and a certain synergy.

e The openness to a mixture of data sources (interviews, literature and
researcher insight) and the availability of repeated analysis and
revisiting of the data to test the emerging theory.

¢ Ability to use both structured in-depth interviews (“good science”) and
semi-structured interviews (creative, thematic and emerging) to follow-

up and test theory.

These aspects of constructivist grounded theory when applied to the topic
“Emerging models of training for officership in The Salvation Army” and using
the research design specified will allow genuine theory for new models of
training to emerge creatively from within the data. Indeed, insights that
emerge and a new theory grounded in the reality of the data, may inspire
new possibilities that bring about the training of “scholars and dynamos”, who
are able to grapple with the challenging mission and ministry of an activist
Salvation Army into the twenty-first century.
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Chapter Two — Theology of Officership

The Salvation Army has existed for less than 130 years. We still are relative
infants in terms of the history of the Christian church. With that in mind it
could be considered that any theology of ministry would simply be subsumed
by the wider wealth of theology and history of the universal catholic church.
However central to the founding of The Salvation Army, and therefore central
to our understanding of ourselves as a movement, is the concept that The
Salvation Army has on several issues taken a prophetic stand in relation to
the wider church, not as judgement or in arrogance, but as a clear call to a
simplicity of faith. As stated in The Salvation Army’s response to the World
Council of Churches paper on Baptism, Eucharist and Ministry;

Gradually but positively there emerged that conviction, which Salvationists
cherish to this day, that the Holy Spirit was confirming this new expression of
Christian faith and practice as part of the Body of Christ, his Church, with a
distinctive witness and purpose... on theological as well as practical grounds.
(The Salvation Army 1990: 4)

Therefore before turning to the key question at hand and considering
emerging models of training for officership it is necessary for us to consider
what our theology of officership is. Research into emerging models would be
fatally flawed if we are dealing with something that in essence is in dispute as
regards to its very nature. The key question in regard to a theology of
officership is related to status versus function.
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To argue that an understanding of a theology of officership comes down to
status versus function could be interpreted as simplistic. Either at their
extreme turns officership into a caricature, an absurd irrelevance. Both
contain their own inherent strength when utilised positively; a status
understanding brings authority and security, a functional understanding offers
clear action and a focus on mission achievement. Equally they contain their
own inherent weakness; status can become more concerned with
legitimization than effectiveness and function with a total emphasis on doing
and no concern for authority or clarity of structure. Inevitably both will co-exist
but in a movement such as The Salvation Army which should offer the

dominant way of understanding our theology of officership?

Historical Development

New Zealand Salvation Army Officer, Harold Hill, in his thesis The Salvation
Army Officer: A Case Study in Clericalisation carefully outlines the historical
development of officership. “Like Wesley before him, Booth did not see his
Evangelists as clergy. He complained in 1877 that some had resigned
because “they rub up against some Baptist or Primitive preachers and get
ministerial notions”(2005: 66). In considering early Salvationist perspectives
on officership there was an active opposition to the concept that officers
should be seen as ministers or priests caring for or performing rites on behalf
of their people. Hill quotes William Booth’s son-in-law Frederick Booth-Tucker
in a June 1893 edition of internal journal The Officer,

There is a danger of the old clergy and laity idea creeping in amongst us. The
common church idea is that of a minister doing all the fighting and feeding,
while his congregation does all the looking on and swallowing. We are an Army.
Every soldier is expected to fight. We teach this as a duty. It is for us, as
officers, to create the opportunity. (2005: 68)

But with the adoption of quasi-military structure came a challenge to the
functional nature of the officer. The transformation of the Christian Mission

into The Salvation Army in 1878 represented a moment of inspiration which
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supplied a synergy and energy to propel a fledgling Army onto the
international stage and into a time of phenomenal growth. An army can move
quickly, be decisive and respond due to the strength of its command and
discipline structure, but “A subconscious paradox... has arisen because The
Salvation Army... has taken on the rank system as a method of function... [it]
was not intended for the purpose of elevating one’s status. So the paradox is
that on the one hand everyone is equal in Christ, while on the other hand the
Army operates a system that implies hierarchy” (Badger 2005: 25). Thus a
dynamic that delivered functional success in mission also introduced a
system that was now open to issues of status. The Salvation Army as a
protestant movement with a Wesleyan heritage held strongly to the concept
of the priesthood of all believers. As The Salvation Army International
Doctrine Council points out, “In keeping with our tradition of not drawing rigid
lines between officers and soldiers, it has been one of the distinctives of The
Salvation Army to believe that there is no essential ministry exercised by a
Salvation Army officer that could not also be carried out by a soldier” (2002:
78). Needham in his response to the World Council of Churches report,
Baptism, Eucharist and Ministry asserts that no ecclesiology can be
adequate for The Salvation Army if it does not “affirm this inclusive calling to
ministry because it is based on both scriptural imperative and Salvationist
heritage” (1987: 48f).

The pragmatic Salvationist response to adopt and use whatever works had
inadvertently opened a potential theological inconsistency. “It seems that
from the earliest days, The Salvation Army has espoused the priesthood of
all believers...[nowever] The Salvation Army’s organizational framework,
rank, and appointments encouraged a hierarchical status closely aligning to
the model of priesthood portrayed in the Old Testament.” (Townsend 2000:
18) This tension is clearly evident in the development of officership
throughout the life of The Salvation Army. Hill (2005: 71) outlines two clear
streams of thought and comment from early Army leaders; stressing on the
one hand a theological allegiance to the concept of The Salvation Army as a
movement of equality maintaining a concept of the priesthood of all believers,

whilst on the other hand developing a clear concept of officers as holding a
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special status equivalent to ministers or priests in the wider Christian church.
Was this the result of the quasi-military structure? Was it the result of
people’s desire for a go-between in their dealing with God? Was it perhaps
the inevitable result of a now large international movement growing in
respectability needing to explore and establish its own place within the

universal Christian church?

In considering the period between the 1930s (post-Booth leadership) and the
1960s the twin streams again are evident. Hill considers this period in the
Army to be a time of “denominationalising’, and the corollary of this was that
the soldiers were more likely to regard their officers as clergy and the officers
to see themselves in that role” (2005: 112). The sociological and practical
evidence clearly indicate a clergy-like status for officers. There are very few
official statements in this period however three were located and cited, all in
official publications and all ascribing a functional view of officership
emphasising only a difference in role and not highlighting a status or
ministerial character to officership (Hill 2005: 106).

Introduction of Ordination

Official recognition of a priestly character to officership perhaps came with
the second century of The Salvation Army. In May 1978 a letter to

international leaders announced:

It is the General's wish that a slight modification should be made to the wording
of the Dedication Service during the Commissioning of cadets, in order to
emphasise the fact that Salvation Army officers are ordained ministers of Christ
and His gospel. (The Salvation Army International Doctrine Council 2002: 73)

And thus Salvation Army officers moved from simply being commissioned for
mission to being commissioned as officers and ordained as ministers of the
gospel. This announcement appears to have come quietly and again more on
pragmatic grounds (in terms of recognition of our officers as equivalent to
other clergy) than after any careful theological examination. Theological
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issues aside, it did perhaps reflect the internal reality for The Salvation Army
of an evolution from a dynamic mission movement to acceptance and
reputation as a distinct denomination or church; and thus an evolution from
functional mission leaders to a priestly class of ministers. Indeed The
Salvation Army International Doctrine Council reflecting on this change two

decades later observed:

There are a number of questions regarding the ordination of Salvation Army
Officers... [some] say that the introduction of the term has changed the concept
of both officership and our movement. They suggest that the term ‘commission’
is related to an Army with an outgoing ‘mission’ to the world, while the term
‘ordain’ is related to a commitment to organisational ‘church’ structure. They
would also suggest that the introduction of the term ‘ordain’ has furthered a
Army mindset shift from mission to maintenance.” (2002: 71)

The introduction of the term ordination was a pragmatic response rather than
a theological process. As such the use of this term within The Salvation Army
does not necessarily reflect the wider church understanding of those who are
ordained being ones who preach the word and administer the sacraments.
Indeed the traditional sacramental rites are absent from The Salvation Army
officer role. For a Salvationist the whole of life is considered a sacrament and
therefore the privilege of officers and lay people alike. Essentially ordination,
for The Salvation Army, gives a legitimization beyond our movement to our

pre-existing act of commissioning.

Ongoing Theological Reflection

The official introduction of ordination has reinforced a change in officership
from a functional role to a ministerial status. Anecdotal evidence would
confirm that this has occurred and that many Salvationists would perceive
officers as ministers. It appears however that the opposite also occurred,
promoting debate and meaningful theological reflection within the movement

on a theology of officership.
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In particular two works post 1980 are influential in reflecting a reversal, or
devolution, from officership as status and priestly to officership as functional
and missional: Needham’s Community in Mission: A Salvationist Ecclesiology
(1987) and the official work of the International Doctrine Council Servants

Together: Salvationist Perspectives on Ministry (2002).

Needham offers a clearly missional concept of The Salvation Army, and
indeed the church universal indicating that “A dynamic understanding of
ministry emphasises the prophetic over the priestly, function over status,
mission over maintenance. A Church on the move has more need for leaders
who will discern and speak the word of God than for those who will maintain
the traditions” (1987: 42f). His concept of officership hinges around the issue

of commissioning for mission, it is a theology of function and not status:

We have raised serious questions about interpretations of ordination that
stress the conferring of unique spiritual status. Rather, we hold that all
Christians are called to ministry and mission and that full-time ministry, while
exceptional in some ways, is not essentially different from lay ministries...
Ordination, then, is commissioning to specific ministries within the context of
the Church’s mission — ministries that require theological training, specialised
skills, pastoral leadership and a full-time vocation. Placed within this
missionary context, the ordained ministry can only be understood as
functional... (1987: 65)

In this chapter | have already quoted from the recent work of the International
Doctrine Council in Servants Together: Salvationist Perspectives on Ministry.
So what is the “official” line; “What then is unique about a Salvation Army
officer?... The officer has a particular function to be a focus for the mission
and ministry of the Army” (2002: 78). We should also note the Final Report of
the International Commission on Officership offering “... a functional view of
officership within our God-given mission as a people of God... The particular
function of officership is to provide direction and spiritual, theological and
practical resources to mobilize Salvationists for mission” (2000: 3). There is a
clear and definite trend since the introduction of ordination for officers in 1978
that highlights the clearly functional nature of officership, and what is more, a

function related predominantly to the leadership of the Army in mission.
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Is the debate over? Can Salvationists clearly articulate their theology of
officership? Clearly the answer would be no. Obviously three of the key
factors that raise the status issue are still with us; our quasi-military
hierarchy, our reputation as a church or denomination seeking equivalence to
other churches, and the sociological reality of the internal dynamics of our
corps where soldiers and members perceive their officers in priestly or
ministerial ways. Needham speaks of the strengths of our quasi-military

ecclesial structure but also observes:

there are inherent weaknesses in this, as well as in every form of
ecclesiastical government. When the battle wanes, or becomes more
diversified, it is much more difficult effectively to involve all soldiers.
Gradually, leadership tends to be monopolised by a hierarchy of professional
officers. Institutionalisation brings greater preoccupation with the Army itself
and often diminishes the priority of the battlefield.” (1987: 50)

There is a growing re-emphasis on mission and a renewed awareness of its
priority over the internal dynamics of the movement that can only be helpful
for understanding our theology of officership. Function and mission must be
the priority.

Lieutenants

In this paper one of my distinct groups of research participants are
“lieutenants”; people who | have termed as individuals following an
alternative training program for officership. Some clarification is needed at
this point in regard to lieutenants, officers, status and function. As a result of
the International Commission on Officership the Australia Southern Territory
introduced their “Lieutenant’s System” as of May 2001 (Similar systems have
been introduced by many Salvation Army territories internationally since that
date). Prior to this point a lieutenant was a commissioned officer rank; the
initial rank conferred upon a new officer at their ordination and
commissioning. From May 2001 lieutenants are now a parallel system
serving under officer conditions and in officer roles but not officially
recognised as officers. The official minute for the Australia Southern Territory

offers this definition:
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The rank of lieutenant is now used for those who, alongside the
commissioned officers of the Army, give spiritual leadership and service in
the same way that auxiliary-captains and envoys previously did.

Lieutenants serve under the equivalent of officer conditions of service but, as
with the present auxiliary-captains, are not commissioned officers as such.
However, in the context of the Army’s rank system, the rank of lieutenant
clearly marks them as spiritual leaders.

(The Salvation Army Australia Southern Territory 2005)

Essential differences relate to terms of service: officers sign a life long
covenant whilst lieutenants sign renewable “undertakings” that cover a three
year term; officers receive full training (equivalent to two years full time) prior
to taking an appointment whilst lieutenants serve in an appointment and
engage in limited training (at least two weeks per year preferably sourced
from the officer training college). Beyond those differences most lieutenants
and officers are interchangeable in terms of the functional position they will
hold in the Army. The introduction of lieutenancy has been controversial and
the cause of some angst amongst “commissioned and ordained” officers
however it has also provided a viable avenue of spiritual leadership for many
Salvationists, young and old, in the five years since its inception. Within the
first two years of its introduction in the Australia Southern Territory
lieutenants made up ten percent of the functional officer strength.

Status verus function. If a person leads the mission, equips others for the
mission and is recognised by The Salvation Army as a spiritual leader then, if
we truly attest to a functional theology of officership, lieutenants are indeed
officers in the historical and theological context of officership that | have
outlined. Officially they are not officers (on the basis of status - a paradox in
our theology continues?). But for the purposes of this paper and a theology of
officership which emphasises function, especially a functional leadership of
mission, then lieutenant’s will be considered within a broad definition of
officers and therefore a valid group to examine in considering emerging
models of training for officership.

25



From Infancy to Maturity

As | consider a theology of officership it appears there has been an evolution
over time into a status based concept and more recently an attempt at
devolution and returning to a functional understanding. It may be considered
the natural development of an infant organisation through the self-
questioning of adolescence and then discovering the mature confidence of
adulthood. It was helpful for me to understand this through the “window” of
my own journey of officership. At the time of my training and into the first
years of officership, the “infant stages”, officership was dominated simply by
a passion and excitement to be involved and the opportunity to set my hand
and mind to the task. It was a pragmatic activism that simply committed to
function and mission. However very early in officership on being called upon
to “mix” with other ministers in local cooperation my status became important.
Was | ordained like them? Yes. Did | fulfil a pastoral and priestly role to my
corps members? Yes. Was | part of the distinct profession of ministers of
religion? Yes. The “adolescent stages” of my officership needed the
assurance of conferred status to prove itself and validate my ministry. What
now as my ministry has entered an “adult stage”? | now question the need for
ordination of officers as a distraction from our historical emphasis on
functional missional leadership. Maturity brings a confidence in the functional
role of mission leadership that no longer needs to prove itself worthy by

status or ordination. May that be so for The Salvation Army.

In this chapter we have considered a theology of officership and in
particularly focused upon two competing understandings of officership; a
functional understanding or a status based understanding. In considering the
historical adoption of a quasi-military structure it becomes evident that whilst
theologically adhering to a functional understanding, sociologically and
organisationally officership became interpreted through a status based
understanding. Since the peak of this status approach, with the introduction
of ordination in 1978, there has been renewed theological discussion which,

rather than continuing the evolution of a status model, has appeared to
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institute a devolution and a return to a functional emphasis based on mission
leadership. Whilst this debate is certainly not over, in this research project we
now proceed with a sense of “maturity” that allows us to be confident about
our early assertions in regard to functional officership. On that basis we can
better consider emerging models of training that will adequately and
rigorously equip people in a manner that will challenge and strengthen them
in their own intellectual, practical and personal spiritual formation for mission

leadership.
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Chapter Three — Current Models of Training for Officership

The Salvation Army Training College in Melbourne has a long and proud
history, indeed after the commencement of training for officers in London
“...The Army’s first attempt at Training overseas, [was] launched in
Melbourne in 1884.” (The Salvation Army 1925: iv). In this chapter we will
consider the development of training for officership, in particular the model
practised since 1961. A brief summary of the current model in place at the
Melbourne college will be given as well as some consideration of alternate

models currently in practice in other Salvation Army locations.

It is impossible to undertake a brief historical work of training in the Australian
Southern Territory without reference to international directions and material.
This is for two key reasons; firstly because The Salvation Army is a
centralised international movement and, although today more autonomy
exists for individual territories of the Army world to decide their own
approaches, International leadership in London continues to have an
influential role and previously was key in decisions related to training
approaches. Secondly because historical material specifically related to the
Melbourne Training College is sadly lacking. Neither the official Salvation
Army archives in Melbourne nor the college itself were able to provide
historical material. For these reasons this chapter will reference wider

material.
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Early Approaches

Whilst international records credit the first approach outside of London for
officer training as starting in Melbourne in 1884, local records acknowledge
cadets in training as early as 1883. Several locations around inner-city
Melbourne were utilised until 1901 when “A custom-built Federal Training
Garrison was built in Victoria Street, East Melbourne” (The Salvation Army
Australia Southern Territory Archives and Museum 2006) This site was
utilised until the move to the current site in Royal Parade, Parkville in 1979. A
paper by Arnold Brown at the International Training Principals’ Conference in
1974 offers a helpful summary of early experimentation with training time
frames and approaches in London:

The Training period was at first very brief, sometimes only a few weeks. By
the end of 1882 more than 400 men and women cadets had been sent out
as officers. In March, 1888, the Training periods were rearranged.,, Each
batch had three months at the ‘National Training Barracks’... This was
followed by three months’ ‘field sessions’ when cadets were sent out in
brigades... [to] as many ‘towns, villages and hamlets as possible... There
were variations in the system. In 1888 ‘Training Depots’ were set up in
various parts... During the six or seven months during which the cadet is
trained, he passes a portion of the time in some depot, another portion in the
field, and a third at Clapton [National Training Barracks]... the depot system
was abandoned, mainly to enable the training to be concentrated at Clapton,
but also because of the undesirable effects upon Corps which had Cadets
stationed there. All the work was done by the Cadets and the soldiers were
‘squeezed out’. In 1904 the term of training was extended from six to nine
month... (Brown 1974: 2f)

The commitment to a fixed nine-month residentially based model of training
was to dominate international approaches to officer training for the next sixty
years. It was perhaps more driven by financial concerns and expediency than
the best outcomes for the individuals in training. As early as 1924 it was
noted by Olive Booth (grand-daughter of William and Catherine Booth, co-

founders of The Salvation Army) that:

It is obvious that in these days... the technical knowledge alone which is
required of an officer is such that for some Cadets we should need at least
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two years to give them the requisite knowledge of the work. The twelve
months’ probation which follows Training is designed to meet in some
measure the need for acquiring technical knowledge and practical
experience. The cost of Training is already so heavy that any further
extension of the term in the Garrison would be considered impracticable.
(Booth 1924: 369)

It is significant to note the view here that the period following formal training
was still considered to be a period of practical training. The early models
already mentioned by Brown equally placed varying emphasis and duration
in non-class based settings of learning to complement the training received.
Two key aspects from these early models need to be noted; an emphasis
upon practical experience to augment learning and an understanding that

training for officership continues beyond the cessation of the time in college.

Two Year Residential Model

In 1961 significant change occurred in the model of training that was
recommended internationally by The Salvation Army and these changes
were implemented quickly in the Australia Southern Territory. The
International Year Book of The Salvation Army for 1962 comments on the
changes implemented at the International (William Booth Memorial) Training
College in London; “The new training programme provides for one year of
nine months, which is mainly theoretical in its character... The second year...
is intensely practical in its character and commenced by a four months’
period spent in corps, social and Goodwill appointments” (1962: 44). The
Salvation Army Australia Eastern Territory published an information brochure
in question and answer format outlining the changes that were to occur in
both Australian Territories:

Do we need to extend the Training course for Cadets to two years?

Yes, the need has been felt for many years. Our present training does not
allow sufficient time to meet the needs of up-to-date essential courses. The
heavy demands upon Salvation Army Officers today are both comprehensive
and diversified, calling for creative leadership and skills, and for a knowledge
of new techniques in evangelism, social work, education, counselling and in
group and personal work. (The Salvation Army: 1960)
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Material directly related to the implementation of the change to a two-year
program at the Melbourne college has been difficult to obtain. Several key
observations as to why change occurred and what was hoped to be gained,
were offered by a now retired Salvation Army officer, who was a junior
member of staff at the Melbourne college prior to and during the first two year
session. Firstly, to allow for added emphasis upon what we would now term
spiritual and personal formation; secondly to allow for more in-depth study of
Bible, doctrine and ministry; thirdly to introduce “more ‘grass roots’ mission
activity as part of the training programme and [the] introduction of
social/corps out-training period”. Two further items of interest were noted;
that at this point family units were welcomed as part of the college community
(prior to that children had to be left in care with relatives during the nine
month training) and that training was considered a six year course
encompassing pre-college training, two years in-house and then post-college
training. (Morgan 2006)

The two-year residential approach adopted as the international model in
1961 is still the foundation of the model in operation at the Melbourne college
almost half a century later. As it is currently practiced the training still
encompasses a first year that is largely focused on classroom based learning
environments. Second year commences with one month of full time social
work placement and two months of full time corps placement. This is followed
by a return to college for the final six months of training and then
commissioning as an officer. The college describes its program as being
divided into three fields, which contribute to the overall formation of the

cadets:

- Theological studies — These studies provide a sound theological
base for the development of Christian ministry.

- Mission studies — these studies provide training in practical mission
and Salvation Army distinctives.

- Leadership Development Studies — These studies relate to personal
growth, spiritual formation and leadership skills development.
(The Salvation Army 2003: 7)
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In total there are thirty-six units that cadets must complete, these vary in
length and assessment approach with some being practicum based. All units
are compulsory unless the cadet can display recognition of prior learning or
current competency for a particular unit (or part of a unit). Electives are not
available except where cadets have gained exemption from a unit and are
approved to pursue additional study at a neighbouring Bible College. In first
year cadets spend four weekdays in class-based learning and college
activities, one weekday for study and preparation, and most Sundays at a
local corps. In first year they also complete a one-week full time placement at
a social centre. Second year commences, as has already been indicated,
with three months of full time placements and the remainder of the year is
spent in classes for three or four weekdays, Sundays at a corps and the
remaining weekday at the same corps.

(Note: The model described above was still current up until the end of 2005
and was therefore the model that the “Recent Graduates” interview
participants for this research engaged in. Considerable changes have
occurred in 2006 which | briefly will comment on in the epilogue of this

research project)

Some Alternatives

By the early 1970s the world leader of The Salvation Army, General Erik
Wickberg, was calling for an evaluation of what had been gained with the
introduction of the two-year training program. At the beginning of the 1974
International Training Principals’ Conference he lamented, “In September
1973 | called an International Commission on the Training of Officers... |
have to admit that | had hoped for something more radical in the way of
recommendations...” (Wickberg 1974: 3) Clearly there were questions in his
mind as to the effectiveness of the two-year residential model just over a

decade on from its inception. He continued and questioned:

32



Would we achieve more at less cost if we went back to the original nine
months and then called in our young Lieutenants for a Refresher Course for
four weeks, or six weeks, after they had been out in the Field for two years,
or three years? | used to say — now | only think so! — that then these young
Officers would at least have in their minds the hooks or nails on which to
hang the knowledge we try to impart. (1974: 14f)

In the late 1990s a need for consideration of other models was becoming
apparent. International Headquarters granted the training college in the
United Kingdom permission “to develop officer-training models in addition to
the two-year residential programme” (Street 2001: 45). As a result of this trial,
and also the report of the International Commission on Officership in the year
2000, Salvation Army Territories around the world were granted permission
to examine flexible models of training, in particular non-residential options.
The college in London now offers six possible models of training: the
preferred two year residential model; two non-residential programmes which
normally take three years; two part-residential models which involve at least
one year full residential and two non-residential; and one accelerated model
available either residentially or non-residentially for people with significant

amounts of prior learning (The Salvation Army 2004: 6f).

During the period January to March 2005 | was present as a delegate to The
Salvation Army International College for Officers in London, an in-service
training course for officers from around the world. In my session there were
members of staff from training colleges in three different parts of the world
and we engaged in some informal dialogue about methods and models of
training. Arising from these discussions | will recount some information on
training models in Southern Africa, Hong Kong and Eastern Europe. (Morgan
2005)

In Southern Africa they follow a two-year programme for all cadets of which
the first year is residential in nature, highly classroom focused and very
intensive. For the second year of training all cadets take a placement at a
corps (sometimes with experienced officers, sometimes alone) where they

remain from January to November. During this time study is completed via
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distance education modes and the cadet meets monthly with an assigned
mentor from training college staff. Part of the impetus behind the second year
in placement is simply the lack of adequate numbers of officers in Southern
Africa to cover the number of corps, therefore cadets are used to supplement

this need and gain valuable experience at the same time.

Hong Kong currently utilises a fairly standard two-year residential model of
training as its only option. Classes occur in four week days with half the
remaining week day and the weekend being committed to experience in a
local corps. There is an emphasis on several one or two week placement
blocks with no long out-training period. Training is internal and non-
accredited, although some cadets are linked with a local Bible College to
undertake accredited theological study.

Training for officership in Eastern Europe continues to evolve, reflective of
the fact that The Salvation Army has only re-entered the former Soviet
countries in the last five years. Initially in the early 1990s training was for six
months which was then extended to nine months. Cadets studied in one
location but had to live elsewhere due to lack of accommodation facilities.
The quality of training in these early stages was deemed quite variable and
limited in effectiveness. In 1996 training work had to be transferred to Finland
due to legal difficulties The Salvation Army was facing in gaining official
registration in Moscow which prohibited them from undertaking any
educational functions. At this point a full two-year residential program was
initiated with higher educational quality. A key issue encountered with this
training was the cultural dislocation and economic gap encountered by the
Russian cadets living in Finland. This made the return to ministry in Eastern
Europe difficult and confronting. Training has now returned to Moscow and is
in a flexible mode; cadets rotate between living in Moscow and attending
college classes for blocks of time and alternately being in a placement and
engaging in distance education for blocks of time. This pattern of rotation

persists for the two-year period.
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It is important to note that of the international models indicated the more
radical training approaches are being employed in areas where resources
are limited (such as Southern Africa) or where The Salvation Army is new
and developing (such as Eastern Europe). It would be possible for us to
dismiss this experimentation as purely driven by necessity and lack of
resources. However, necessity can drive innovation which can bring about
new possibilities. Conversely, stability can support conventional thinking and
ultimately lead to inertia and decline. In a developed world country such as
Australia we possess the resources to continue our traditional training
method, but do resources make it best, or simply convenient? Does stability
in this context protect an efficient and effective system or simply reflect a lack
of imagination or ability to reinvent ourselves in changing times?

Australia Southern Territory Alternate Models

In the Australia Southern Territory several cadets have now completed
training as non-residential cadets or by other flexible modes. Cadets can
only be accepted for flexible training either when there is significant
recognition of prior learning or because of specific family, personal or
appointment needs. The training expectations and requirements are the
same as those for residential cadets and those accepted under flexible
options are required to:

1. Attend two residential intensives a year to study Salvation Army distinctives.

2. Attend training college classes or approved Bible college classes.

3. Undertake some training college studies by distance learning.

4. Undertake on the job training. (The Salvation Army 2001)
This option is only available to people holding a ministry appointment with
The Salvation Army and is normally expected to take three years. Several
cadets from a number of states have now completed non-residential training
under this method and proceeded to ordination and commissioning.
Concurrent to this two cadets with significant prior learning have also

completed accelerated residential training of one year duration.
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From 2003 participants in the lieutenants program of the Australia Southern
Territory have also been required to undertake training through the college in
Melbourne. This involves initial preliminary training specific to lieutenants but
then on an ongoing basis lieutenants are required to complete the equivalent
of ten days of coursework per year from the cadet training program. This is
normally done by attendance at intensives and classes are shared with
cadets. Some study can also be sourced from other Bible Colleges,
universities or short courses depending upon the needs of the lieutenant
(The Salvation Army 2005).

The intention of this minute was to ensure appointment relevant training was
available to lieutenants, and also to open training corridors into future
officership. However one of the difficulties has been in perception and
communication. For lieutenants it is not clear if this study has an end point or
formal qualification, unless they apply to enter training for officership and
become cadets. This occurs as The Salvation Army Training College is a
“closed” college and only issues diplomas to people when they are ready to
be commissioned for officership. Some lieutenants have become cadets and
been commissioned but others appear to resent the requirement to do officer
training when they have not indicated their desire to become officers. Equally
at play is the open-ended nature of whether or not they receive a qualification

for their study if they choose not to enter officership.

Although there has been new freedom and creativity in training for officership
over the past decade it must be noted that in 2005 International
Headquarters felt it necessary to officially minute “The preference for
residential training as opposed to non-residential training” (The Salvation
Army 2005), thus reversing some of the freedom initiated in the year 2000
and re-stating the priority of the two year residential model over all other
models.
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In this chapter we have sought to establish a firm understanding of the
evolution of models of officer training, in particular the 1961 model, so that a
basis is established to move forward and consider emerging models of
training for officership. Some material on current alternate approaches has

been supplied to broaden the concept of what is currently being practised.

As this chapter draws to a conclusion let us return to the comments of Erik
Wickberg, when world leader of The Salvation Army in the early 1970s. Few
more than ten years had passed since the inception of the two year
residential model of training and Wickberg was clearly questioning whether it
had delivered the promised benefits, “Would we achieve more at less cost if
we went back...” (Wickberg 1974: 14). To go back is not an option, but to
question effectiveness is important, and when found wanting a way forward is
imperative to avoid inertia and decline. As demonstrated in this chapter some
are already exploring new ways of training. In the next chapter we will turn
our attention to the data available from the three groups of research
participants as they reflect on the current model and on future needs. In this
way we can grapple further with emerging needs and models for training.
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Chapter Four — Participant Survey and Interview Results

As indicated in chapter one this research project utilises constructivist
grounded theory and as such one of the key sources of data is human based
research with three particular target groups. In this chapter we will outline the
key results arising from these sources of data and then draw out the key
themes needing further investigation and consideration for emerging models

of training for officership.

Before we deal with the data from these three groups it is important to briefly
summarise the process that was taken. Three distinct written questionnaires
(for three target groups) were designed to offer a fixed set of six or seven
questions. The questions were fixed but open-ended to allow for a
constructivist grounded theory approach that seeks to construct an emerging
and creative theory from within the rich and thick data. Follow up face-to-face
interviews were then undertaken with selected written responders for the
purpose of testing emerging theories and following up on holes or gaps in

information.

Surveying and interviewing of the three sample groups was carried out in the

following ways:
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Recent Graduates: Written questionnaires (Appendix one) were
distributed to the graduating class of 2005, a total of fifteen surveys.
One participant was not surveyed as he had only been in training in
Australia for nine months as a supplement to the training he had
received in his country of origin and at the time of my written survey he
had returned to his home country. Of the fifteen surveys, seven written
responses were received. After considering this data three face-to-
face follow-up interviews were conducted with original survey

responders.

Alternate Program Participants (lieutenants): Written questionnaires
(Appendix two) were distributed to a sample group selected according
to the criteria indicated in chapter one. It was the intention to have this
sample group of the same size as the graduate group, however when
the particular limiting criteria were applied (age eligibility and
geographic proximity) it was difficult to obtain a sample of the same
size. The geographic boundary was extended to include more
participants and a total of fifteen surveys were then distributed. There
were initially limited replies to this survey and as a result non-coercive
follow-up occurred over several months so that eventually | considered
five written responses. After considering this data three face-to-face

interviews were conducted with original survey responders.

Senior Leaders: Written surveys (Appendix three) were initially
distributed to four senior leaders selected according to their role in
selection and deployment of new officer personnel. Again there was
limited response and after several months of non-coercive follow-up |
added a fifth individual to the selected group (still matching the initial
criteria). Eventually | considered data from three written responses

and decided not to proceed with follow-up face-to-face interviews.
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Recent Graduate Survey Responses

In considering the responses of the recent graduates of the established two-
year residentially based training program | will supply a summary of results
evident from the written questionnaires, highlight key areas requiring further
discussion or clarification and then offer material developed from the follow-

up interviews.

1. Outline the major strengths of the two year full-time residentially based

training program for officership as you perceive them from your experience:

Community: The communal lifestyle of the residential program was a
recurrent strength in survey responses. This appeared to be particularly
evident in the sense of a shared journey with peers and training staff as seen
in responses such as: “It brings together people from a variety of
backgrounds and allows them to share life together”; “Exposes you to a large
array of varying perspectives that also allow for ongoing discussions and
observations”; “Living in community gives you sense of support, from
students and staff, that you may not have through other learning programs”.
Other key insights related to the fact that communal living did bring to the
surface key issues that need to be confronted by individuals, for example:
“...they are able to better understand how they impact other people... living
in such close range for two years forces you to discover much about
yourself”; “Living with a group of people for this time has taught me lessons
about conflict resolution, expectations, and destructive behaviours, but also

about patience, forgiveness, trust and integrity.”

Broad scope: The broad scope of material covered on a classroom basis
and also in terms of exposure to a variety of practical ministry placements
were both noted as key advantages, for example: “the majority of the course
was challenging and of a very high standard”; “Exposes students to programs
and services which they may never have heard of before”; “The chance to
leave the college environment and engage in ministry and mission is very

helpful.”
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Supervision/Formation Emphasis: The approach of the residential
program to personal and ministry formation through intense and ongoing
one-on-one personal supervision and in small groups was noted in
comments such as: “meeting with peers [in a formal staff facilitated
supervision group] was very helpful in thinking critically about ministry,
people’s expectations and God’s activity in all of that”; “Residentially based
training allows for the attitudes, belief and integrity of the lecturers to be
observed by the student to allow for meaningful selection of a confidante”;
“the provision of supervision and a formation officer are also strengths as
they allow a personal opportunity for cadets to be mentored, challenged and
affirmed by those with more experience.”

2. Outline the major weaknesses of the two year full-time residentially based

training program for Officership as you perceive them from your experience:

Community Living: The living arrangements required to be part of the two-
year residential program were noted as a weakness in two clear ways,
practically and philosophically. Practical issues were related to the apartment
style living and the impact that this has on families and children as well as the
fact that you live and study in the same location giving no opportunity for
‘space’: “living and studying in the same building makes it hard to keep work
and rest separated”; “As a family, at times the apartment living conditions
were less than desirable.” The philosophical issues appear related to a sense
of disempowerment and also disconnection from the real world of mission
and ministry: “...this creates an unhealthy dependence on the training college
and its programs... it encourages students to disengage with society, causing
disconnection and irrelevance”; “We live in a very protective cocoon and are
not involved enough in the practical side of hands on ministry”; “Cadets are
largely withdrawn from any non-Christian environment and community, thus

making it difficult to maintain a lifestyle of mission...”
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Mandatory subjects with limited opportunity for choice: It was noted that
the training program allowed for very limited choice apart from for those
students with previous relevant study (thus securing exemptions and
possibility to choose external courses) or for those who elect to do additional
external study. Comments highlighted: “lack of opportunity to choose areas of

particular interest”; “mandatory approach to subject selection is a draw back”.

Quality of teaching and subject material: Several respondents spoke of
too much diversity in the depth of material delivered and level of competence
of teaching staff. Some material was also noted as being particularly
outdated: “The classes vary significantly in content quality; some are near
degree level while others have badly outdated and irrelevant material. The
teaching styles and standards are also extremely variable...”; “Some
lecturers do not have the training, and/or ability to relate to teaching methods
that engage... are people [staff] taught to teach?”

Practicum units: It was noted that whilst the college endeavoured to supply
various avenues for practical experience that these were somewhat ‘unreal’
and that the college curriculum doesn’'t allow time for meaningful
engagement in local ministry: “there is little or no room for cadets to be
engaged in real ministry in college and little option for enough time to be
made available at useful times for cadets to fully engage in ministry or in
placements”; “As all practicum subjects are limited in time... there is little
opportunity to gain experience in leadership... while the practicum units are
good for observing and practising skills, it would have been good to have

been given an area of responsibility to lead.”

One respondent in particular commented on a “one-size-fits-all” approach to
the residential training program which, to some degree, sums up many of the
issues already mentioned. As the participant stated, “A major weakness that
seems to run through out all aspects of training college life is the one-size-
fits-all approach. This applies academically, emotionally, psychologically and
spiritually. It is seen clearly in communal living, most people are expected to

enjoy the experience...”
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3. What were your reasons for choosing this model of training as opposed to

alternative options?

No other viable options: The overwhelming response to this question was
that no other options were offered or that the only other options were not
viable pathways. References were made to lieutenancy and non-residential
cadetship and indication was made by respondents that they had chosen to
dismiss these options; either on the grounds of not being effective, being too
difficult, or because of a lack of clear pathways into commissioned
officership. It should be noted that amongst the respondents were people
who had served as lieutenants immediately prior to cadetship and people
who were offered immediate ministry positions as lieutenants rather than
pursuing cadetship. Responses included comments such as: “Realistically
the Army has not provided any viable alternatives to a residentially based
training program”; “I decided on this model of training because | felt like |
needed the confidence of having done the training before entering full time
ministry”; “The lieutenant scheme | feel has both positives and negatives but |

believe the negatives outweigh the positives.”

4. Now you have concluded this training program are those reasons still

valid? Would you choose differently in hindsight?

Overwhelmingly the respondents indicated that they would still choose the
same option. As a practitioner-researcher | was somewhat surprised by the
clear nature of this response and wonder if the question was posed too early
(they had only just graduated), resulting perhaps in a hint of “Stockholm
syndrome”; the tendency for a hostage to become loyal to the one who holds
them captive.

It appears that all respondents felt they had grown substantially and been
developed well for the impending ministry positions they were soon to take
on as officers: “I think that the training is of a good standard and | definitely

feel better equipped to engage in full time ministry”; “Although removed from
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the social context of the general community, | still thought this style of
community living was beneficial to my personal development and training as
an officer.” Several made reference to the fact that they would still choose the
residential program but would seek a more contextualised program through
choice of other subjects and possibilities and one respondent said they would

consider a non-residential cadet program but only if based in Melbourne.

5.  What major changes to the Officer training program would you

recommend?

Subject flexibility/choice: The clearest response in regards to change to
the program was related to more opportunity to choose subjects to pursue
areas of personal interest and engage in higher levels of study for those for
whom this is appropriate: “...more opportunities for those with the capacity to
study at a higher level... more opportunity to pursue special areas of interest.

Some choice within the curriculum.”

Variance from two year residential program: Some respondents offered
brief thoughts or ideas related to shorter periods of residential training
followed by non-residential training or totally non-residential models of

training.

Selection process: It was interesting to note that whilst the bounds of the
designed survey and research question did not extend to the selection of
candidates for officer training that several participants in response to this
question noted a perceived lack of rigour, or focus on quality candidates, in

the selection process.

Practical opportunities: Respondents commented on the need to have
genuine space and opportunity to engage in real mission and ministry:  “I
would like to see more meaningful placements with more flexibility to fully

engage in these options.”
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6. Do you feel your training has prepared you for entry into officership in the
postmodern era of the 21°' century ?

Respondents felt that they had been prepared well for officership, with one
clear proviso. Many felt they had been trained well for current ministry in The
Salvation Army but questioned if this model was, or would remain, relevant
for long in a postmodern context: “The training program has prepared me for
ministry within the existing Salvation Army structures within the twenty-first
century. However it could be questioned how relevant and effective such

structures are to undertake effective mission in a postmodern era”.

On reflection this may not have been a useful question for the survey design.
One possible reason for this could be that the reference to “postmodern era”
may have implied too much and therefore determined the answer. Also, as
these were students | had taught previously, my views in this area may have
been well known and influenced the responses. In any case the answers did
not elicit useful information for the research.

Recent Graduate Interview Responses

In considering the written responses to the survey questions several key
areas of paradox arise that call for further consideration and inquiry. Clearly
the community living nature of the residential training and what it seeks to
deliver were seen as a strength and weakness, the quality and nature of
subject material and teaching was a strength and weakness, the practical
placement aspects of training were both a strength and weakness. These
issues became a particular focus in the follow up interviews as did the
perception that there were no other valid pathways into officership.

45



Community Issues: The ‘living in community” aspects of the existing
residentially based training program are assumed to deliver considerable
growth in the area of personal and spiritual formation. Much of this is
assumed to occur through the intense nature of living and studying together
for two years. People are challenged, conflicts occur and are resolved,
discussions and theological debates can stretch beyond the confines of the
classroom. All three follow up interviews confirmed these benefits with one
stating: “[The benefit of community was in] letting me see who | am as a
person under pressure, around people that are really bugging me at a certain
stage. How do | react...”

The intense nature of residential community does supply an environment for
personal formation, but is it the best approach? In one interview it was
explained as:

kind of like removing a splinter with a pair of pliers as opposed to a pair of
tweezers... the splinter is gone but it is not a particularly comfortable or positive
experience for the participants, it forces people to the extremes of their
personhood, character and personality, and brings out the best and worst of
them — and usually in the same week!

Another key issue with community was the sense of disconnection from the
regular world. Is it a valid approach to prepare people for a lifetime of mission
and ministry engagement by placing them in an isolated and secure
environment? One interviewee saw the experience as “Very, very insular.
You are made to feel secure, and are not exposed day-in, day-out. You may
have a day in ministry and something may go wrong but you have another six

days before you have to front up again...”

Another responded that:

I’'m not convinced that two years of practising Christian faith in a vacuum is
helpful... Its very unhelpful for that length of time to... disconnect from the
world, and it is very possible, given the structure of the college, to not have
to leave here for anything but going to church... everything | could possibly
need is here, except for reality!
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Whilst convenient in many ways one interviewee wondered at the cost
effectiveness of a residential training program: “It would be interesting to do
some kind of cost analysis if you actually paid people while they were
studying and living in their own homes as opposed to the cost of running
this...”

Much is assumed as achieved through community living, however clearly the
experience is mixed. It is an expensive model to offer, which does encourage
disconnection from normal life in order to develop ministry formation. Do we
take full benefit of the opportunities it affords or are some of the criticisms
reflective of a lack of intentionality in regards to what actually happens that
promotes formation and growth? If that is the case then clearly to maintain a
commitment to a residential model we must do it better. It could be argued
that the model is more concerned with conformity and enculturation than
genuine personal growth and as such it damages the sense of initiative
required to be a mission leader. The residential model is also reflective of a
time when officer-cadets were younger and often single, or married without
children. Can a model designed for a young single person still finding their
sense of identity be realistically applied to second career adults with families

and a developed sense of maturity aged in their thirties and forties?

Educational Issues: The prescribed nature of the current training was
clearly an issue. For a cadet following a “standard” program choice is non-
existent in terms of subjects and only becomes an option for those who have
exemptions or who chose to do extra study. In the interviews a key theme
that emerged was a concept of a “core” of subjects that are then
supplemented by electives: “You might have to do 10 basic subjects that no-
one gets out of... and then you can start to pick and choose. There might be
twenty subjects on offer and people choose... choice is important...”

Comment was made in regard to the quality of subject content and teaching.
Some felt this was an issue of material: “There is only so much you can say
about...”; “Free up some space for extra choice if we don’t have to listen to

[various THQ departments]... that seem to go on and on and on.” However
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there was also a focus on the officer staff who were selected to teach
material with a need for clear communicators who are qualified in their fields:
“You need to be careful at how people are selected to come here... can they
communicate”; “l would have thought that to be a college lecturer you would

have to have at least a bachelor degree...”

Whilst formalised curriculum is far from the complete picture in training for
officership it is certainly a major element. A course of study that eliminates
choice for the student is de-motivating and can lead to apathy. Equally it
does not recognise the different needs, learning stages and passions of
different individuals. Apathy in education will not lead to engaged and
developing officers. In terms of staffing it must be recognised that it is difficult
for staff to teach cadets at a level beyond, or even equal to, that which they
have received themselves. A commitment to develop teaching staff, current
and future, is a key element of an effective and challenging educational
program.

Placement Issues: The issue of valid mission and ministry engagement was
related to the disconnected nature of the residential community but also to
the apparent value placed on practicum placements in the entire program.
Respondents saw considerable importance in being both a learner and a
practitioner at the same time. However this can be difficult to achieve in
placements arranged by the college that have to fit into a limited time
schedule due to classroom commitments. Two of the interviewees spoke in
depth about apprentice or internship type models that meaningfully link

ongoing practical work with ongoing educational preparation.

Another key issue in regard to placements was the value of the diversity of
opportunities over the two-year program: “Diversity is important because it
does reflect the diversity of The Salvation Army and we need to be aware of
that. If you spend your whole time at one particular corps you really are

narrowing your focus down.”

48



A somewhat cloistered environment and a removal from regular connection
with a local expression of mission and ministry is a source of frustration in the
two-year residential model. Clear examination is required of the imbalance
that a formalised learning approach encourages at the expense of
engagement in mission and ministry. This is an imbalance that potentially
continues for many into officership as patterns have been set or as the

individual struggles to connect their learnt theory with daily practice.

Pathways into officership: It was a clear theme that the main alternate
program (lieutenancy) does not offer clear pathways into officership:
“Lieutenancy doesn’t offer a genuine or clear path... it's more like taste and
see. How cadet-lieutenant works seems very mucky and murky, no-one |
have spoken to seems to know.” This perception in regard to the lieutenants
program was clearly related to the fact that officially lieutenants are not
officers and there is no clear documented system as to how they become
one unless they go through cadet training. However there was also a concern
about the issue of being in ministry with limited or no preparation; one of the
interviewees (a former lieutenant) observed: “... we had two lots of ten
days [training]... | didn’t learn anything, it just scared the daylights out of me
because | was so ill-prepared and didn’t know anything of the major side of

things... unless you get all the week to week classes [you are lost]...”

Non-residential cadetship was commented on briefly and considered by the
interviewees to be a difficult path because of the educational demands and
ministry demands. The perception being that non-residential cadets had to
complete all the training and run a corps at the same time and that most were
seeking to do so in the same two year time frame as regular cadets. One
interview participant considered that what is needed are:

Variable options on how long it takes you to complete the academic
components, so although there may be 2 years worth of academic
subjects... offer flexible options that it may take someone 5 years to do the
whole thing... you start a training program as opposed to entering a training
college. It is not a fixed term thing...”
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Choice, options and multiple pathways are a familiar and expected reality for
people today. Any system that minimises or eliminates choice will equally

minimise or eliminate some potential candidates.

Alternate Program Survey Responses

The same pattern of reporting will be followed in considering the responses
of the alternate program participants; a summary of results evident from the
written questionnaires, highlight key areas requiring further discussion or

clarification and then offer material developed from the follow up interviews.

1. What were your reasons for choosing to enter Salvation Army ministry
through the Lieutenants program as opposed to entry via cadetship at The
Salvation Army Training College?

Immediate entry to ministry: The issue of being able to enter into ministry
without the delay of two years of full time college training was a key point for
many respondents: “The lieutenants program most effectively recognised my
prior work experience with The Salvation Army and previous academic
achievements, enabling me to enter straight into ministry”; “I was already
doing ministry full-time and didn’t feel | needed to be removed from the world

and my community to improve my skills.”

Choice of Placement: The ability to have input into the type of ministry
opportunity and more particularly in relation to the specific locality was
commented on as a key reason for this pathway: “allowed for some flexibility
and personal input into the kind of ministry to which | was most suited”; “We
knew that for quite some time God’s call on our lives was for fulltime ministry,
but we really feel led to finish what we had started here in [place]. It seems
that we quite often lose gifted, passionate people from [state] who could
really make a difference”; “We had two young children at the time and | was
concerned about their stability with regard to schooling, contact with family

etc... it would enable us to have more input in deciding our appointment”.

50



2. In what ways has the Lieutenants program prepared you for the ministry
positions in which you have been placed?

Responses to this question failed to provide a clear focus on any particular
strengths in regard to the preparation supplied by the lieutenants program.
Some sample comments from individuals: “I have certainly learnt a lot from
personal and theological reflection on my practice in ministry”; “Being
assistants to experienced corps officers has been the best training we could
have asked for’; “[study at a Bible College] which is funded through
lieutenants program continues to improve my skills.” The lack of a key theme
of strength is a concern and perhaps highlights the reality that lieutenancy is
about fulfilling a ministry position rather than entering a training program.
However many who enter ministry via this route lack formal training and the

lack of sense of preparation is concerning.

Lack of supervision or mentoring: In relation to weaknesses this one key
theme arose. The respondents highlighted: “we really had little support from
DHQ [Divisional Headquarters] in developing our ministry especially when we
had been appointed to a corps that has been marked for closure and was in
deep conflict”; “I don’t think that the lieutenant’s program takes sufficient
advantage of the strengths of ministerial reflection that can be provided

through appropriate mentoring or supervision”.

Comments in relation to subjects sourced from the training college noted that
they were of a more basic level than what had been sourced locally through

Bible Colleges.

3. What advantages do you perceive for long-term ministry effectiveness
through your chosen pathway as opposed to entry through cadetship and the
Training College program?

Immediate entry into ministry: The clear advantage for the lieutenants

program has already been noted in response to question one. This is a key
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issue for choosing this pathway: “For me, the primary advantage was not
‘wasting’ another two years in training college”; “...having been through Bible
College | felt that two years in the training college would have been quite
repetitive. For [my wife] it will be necessary to complete some external
theological training.” It is interesting to note that the majority of my lieutenant
respondents had at least diploma level qualification in ministry/theology
before commencing this ministry opportunity. This is not necessarily true of

the majority of lieutenants.

Apprentice model: Lieutenants are placed in a variety of ministry settings
however for those in a ‘team’ setting with experienced officers it is clear that
an apprenticeship or internship nature to their ministry has been a key factor:
“The [value of the] ‘on-the-job’ training we have received as lieutenants,
particularly as assistants to corps officers is very much underrated”.

4. What disadvantages do you perceive for long-term ministry effectiveness
through your chosen pathway as opposed to entry through cadetship and the

Training College program?

Inadequate prior experience/prior training: As has already been noted a
high percentage of respondents had previous ministry/theological
qualifications and this is reflected in a concern they raise about their fellow
lieutenants. Several respondents commented on the need for more
experience or more training being needed for lieutenants: “...feel that maybe
it should be made harder for people to become lieutenants. For example they
must have had leadership at a senior level... people experience”; “The short-
term disadvantage that can occur with this program is that people who don’t
have adequate theological or practical training are inadequately prepared for
their ministry context.” Another response related to this issue of inadequate
training or experience was a comment that noted the exposure to only one
ministry model (often being their own): “[lack of] the diversity of experiencing
different models of ministry”.
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Recognition/equality: There were a variety of responses to the
disadvantage question that seemed to be related to issues of recognition and
equality. This is perhaps not a training related issue but reflects the tension
that exists for many in this program. They are fulfilling a ministry role but are
not recognised as officers and have no guarantee of ministry beyond the
three year contract: “...the fact that it is short term ministry and the Army

could say... [you] no longer have an appointment...”; “a long-term
perspective is very important for the lieutenants program which, though
created as a short-term opportunity for service, has been taken up by people
(such as myself) as a long-term option”; “I was asked why | wasn’t coming
into the college to be a real officer”; “Lack of acceptance to the “real” officers
club, which is discouraging and disrespectful to the sacrifices made by

lieutenants.”

5. Is it your aim to serve as a “‘commissioned officer” (Captain etc...) and if so

how do you see your training for commissioned officership occurring?

The responses to this question highlight the perception that there is currently
no clearly communicated way in which the transition from lieutenancy to
commissioned officership occurs. Whilst lieutenancy is not considered
officership it was clear that most of the respondents have considered and
perhaps desire this outcome. As one respondent said of this question, there
is a “lack of clear directive about pathways and distinctives into
‘commissioned officership’. Having asked these questions of several THQ
officers over the past three years... | am yet to come up with a satisfactory

answer...”

It must be noted that the lieutenants’ minute does outline a process for
transition. This appears to either not be communicated to lieutenants or to be
understood by them as unduly limiting in its focus. Clear communication is

evidently an issue in this regard.
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Some ideas were offered as to ways into officership, however none
suggested that they would go to training college as cadets as illustrated by
the comment “l don’t see a need for any of the current aspects of residential
training for myself.” ldeas suggested included: “a system... whereby a
lieutenant after, say, five years apply for substantive rank [commissioned
officership] then the training to date could be used as RPL [recognition of
prior learning] and a training program set up to assist in covering any
perceived areas of weakness”; “I would envisage further Salvation Army
distinctive subjects would need to be completed and more theological study
for [my wife]. This could be done via correspondence, intensive training in
Melbourne or via our bible college in [local region]. | would see that credit
could be given for service... more formal, independent tutoring or mentoring,
specific to officership could be introduced”; “if we are a mission practical
based movement we will realise training on the job is best rather than pulling
them out of society and isolating people to train them. | believe Jesus very
much trained his disciples on the job in the hustle and bustle of everyday

life.”

6. What pathways from lay leadership in officer roles (i.e. Lieutenancy) into

trained and commissioned officership would you like to see develop?

This question attracted responses in regards to some basic ideas for models
similar to the comments mentioned in response to question five. One
important response perhaps sums up the diversity of models proposed: “With
the diversity of appointments and officers that exist, there can be no single
pathway to a common destination... Pathways to roles/appointments need to
take into consideration on-the-job experience with adequate supervision,

education and training...”
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7. What major challenges and opportunities do you see existing for
Officership in the postmodern era of the 21°' century and how can existing or

emerging models of training better deal with these?

There were limited responses that actually identified challenges and
opportunities with the responses again focusing on alternate models for
training for officership or a critique of the current training for, or indeed
practice of, officership: “The challenge for existing officership as | see it is to

break out of the mould of running a church for the middle class.”

Future training was seen best through a lens of multiple options which are
designed for specific individuals according to need: “The lieutenants system
has shown that there are significant benefits from recognition of prior
experience and on-the-job training, with a carefully planned, consultative
appointment system... An assets-based approach to officership...”

The perception that organisationally we have lost touch with our environment
and need a radically different approach to officership, was summed up by

one respondent:

We are supposed to be a mission movement who gets out there and does
mission, this has to be first demonstrated by our training environment which
is way too cushy and boring to attract the cutting edge mission guys in
there...The postmodern way to train and for true spiritual formation to occur
is by doing mission together and learning through experience not sitting in
classrooms secluded and becoming further removed from the culture we
increasing[ly] struggle to understand.

Alternate Program Interview Responses

In considering the written responses to the survey questions several key
themes arise which require further consideration and inquiry. The need for
clearly defined pathways or models of entry into commissioned officership is
clearly an issue of concern and one that potentially will result in lieutenants
being lost to ongoing ministry. The way in which we recognise prior training

and experience and also the type of minimum training or experience we
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require needs further consideration. Another recurrent theme was the
perceived issue of the dislocation from mission and ministry for those who
enter into the established two-year model of training. These issues became a

particular focus in the follow up interviews.

Pathways and Models: The official minute governing the existence of
lieutenancy in the Australia Southern Territory states that “...the General
decided to approve the creation of a parallel structure alongside, but outside
of, officership itself.” (The Salvation Army 2005). State as we might that
lieutenancy exists outside of officership, and is not a pathway into officership,
it nevertheless is clear that some are using the opportunity for lieutenant
service as a way to express their sense of officer vocation. If we endorse a
functional concept of officership, as opposed to status, then there is no clear
reason not to see lieutenancy as a pathway into officership. Inevitably this
raises the issue of valid training pathways from lieutenancy into
commissioned officership and appropriate models for officer training related
to people serving in this context. Even if the current minute outlines a
process for transition the lack of knowledge or understanding of this is
concerning. It must also be noted that not all lieutenants appear to hold
commissioned officership as their goal and the distinct opportunity for fixed

short-term service needs to be preserved.

There appears a level of frustration present amongst lieutenants who hold
commissioned officership as a potential goal due to the lack of clear direction
or discussion in regard to the transition. As one interviewee noted: “...we
should have it all mapped out on a one-page document of five ways to
officership or something... we should be on the front foot rather than waiting

for when people leave...”

There appeared acceptance of the fact that lieutenants should meet the
same training expectations as cadets: “if that is the training standard required
to be an officer then that is what we need. But how that pathway happens is
what needs a lot of work at the moment...” However the majority of

respondents whilst accepting the need for equivalent training do hold
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expectations of exemptions based upon experience in appointment, an issue
we will touch on later. One interviewee noted that “every case needs to be
looked at individually” and in each discussion they highlighted the need for a
vastly different approach to the traditional two-year full time study concept.
The need for clear plans outlining options and variable timeframes was

expressed.

Two other clear issues in regard to models were present. The first aspect of
this was the need for strong supervision or mentoring from experienced
officers, as one interviewee explained “...find the twenty best officers across
the territory, whatever appointment they are in, give them an offsider three
days a week and put them in college two days a week”. All spoke of how
supervision was intended to be a part of lieutenancy but unless they had
proactively sought this out its availability had been limited. The final issue in
regards to models was the delivery of formal learning either via distance
education or through out-sourcing to other institutions: “Biblical studies could
be done elsewhere or by correspondence. Theology [is] more of an issue,
[this] could be done online. You don’t have to go to Uni[veristy] anymore to
get a degree, other training methods could be used.” In this context it was
seen that some material is denominationally distinctive and needs to be

sourced from The Salvation Army whilst other material is more generic.

The comments by both the recent graduate group and the alternate program
group in regards to a lack of valid alternate pathways and models deserves
attention. As already mentioned, choice and flexibility is expected today; if as
a movement we are perceived as not offering choice then we are presenting
blockages to ministry for individuals. Well-communicated, flexible and

responsive models are required.

Prior Training and Experience: It was clear from the interviews that
lieutenants have a desire to see recognition given to their on-the-ground
experience, whilst at the same time not undervaluing the need for a sound
educational framework. In areas of practical theology, or the practice of

mission and ministry, the argument appears stronger: “Could you actually get
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someone to come in and assess you in ten different areas... and then go
through and you’ve passed seven out of ten and the other three you need to
go and train at the college for. | would quite accept that...” It was noted that
this needed to be done in a sound way and by selected and trained people
rather than by whoever was the local “line manager” as that could lead to
strong variability in what is considered competent. This is consistent with the
educational concept of ‘moderation’ where an equal and valid standard of

assessment is expected.

The issue of the need for training and experience prior to commencement in
lieutenancy emerged in the surveys but interviews failed to provide much
further clarity. Recognition of the need was present but there was also a
strong reluctance to tie down the commencement in lieutenancy to formalised
training thus losing some of the dynamic present in this short-term ministry
opportunity. For one interviewee it all came down to demonstrated leadership
capacity: “I think it will get boring if you have a base line [for training]. |
reckon the question is have they ever built something before. | think real
leaders... as long as they have done something productive in their life before
they can probably pick up a lot of the other skills.”

To grapple with the diversity of people entering training for ministry there is a
clear requirement for systems to be in place which clearly, fairly and equally
assess participant competency. Equality of a moderated system is especially
important when a variety of flexible pathways could be considered. Training

should never be equated to time served in a program.

Dislocation from Mission and Ministry: There is a strong perception that
the two-year residential training model results in dislocation from mission and
ministry. It appears that this is an issue for those who pursue lieutenancy as
a way of expressing an officer vocation: “l think a lot of us are pretty hands-
on, busy people, don't like sitting still... I'm happy to study on the side, not
wanting to take two years out of my life and not do anything.” The
interviewees expressed a strong level of doubt as to whether the residential

model was developing or delivering officers who could connect well with
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mission and ministry in a community setting. The perception was that much
of that still had to be picked up once they had entered officership: “Do you
develop more out there doing it or in there talking about it... Out there as long
as you have the right support it's more real, as long as you have somewhere
to debrief and talk about things a day or two a week as part of your training. |
think that is ideal.”

The comments regarding dislocation confirmed the responses of the recent
graduate group however did not recognise the value that they find in
experiencing a diversity of ministry models and experiences. It is important
that the diversity of experience be maintained in emerging models so as not

to lose a valuable dynamic in training.

As we seek emerging models of training that will be adequate for the twenty-
first century it is clear from the lieutenants research group that consideration
needs to be given to a diversity of pathways; clear recognition of prior training
and experience; and models that minimise or eliminate the issues of

dislocation from mission and ministry.

Senior Leaders Survey Responses

In considering the responses of selected senior leaders we will supply a
summary of results evident from the written questionnaires and highlight key
themes and issues. It was decided not to follow-up with interviews of this
group (the original research design held interviews of this group as an option
if required). These surveys were chiefly aimed at contrasting the attitudes
and opinions of those charged with placing new officers into ministry with the
desires and thoughts of those entering into ministry. The participant group

was smaller and therefore my summary of responses is briefer in nature.
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1. What skills, attitudes, knowledge base and spiritual qualities are you

looking for in newly commissioned officers?

Answers to this question were basically given in the form of dot points that
listed qualities, skills and knowledge. They could be summarised under three

broad headings:

e Skills: Time manager with strong work ethic, people skills,
professionalism, communication skills.

e Personal attributes: Positive, teachable, self aware, mature, intuitive,
ability to think clearly, independent.

e Spiritual attributes: Love for God and people, deep spirituality,
spiritual leader (servant heart), developed sense of God, sound

knowledge of Bible and doctrine, serenity, humility.

2. Outline the major strengths of the two year full-time residentially based

training program for officership as you perceive them.

Accelerated learning: Respondents indicated that a strength of the current
model was its ability to deliver a degree of biblical, theological and ministerial
knowledge and to do this in a more rapid way: “the cloistered environment of

residential training accelerates spiritual learning and development”.

Social development: It was perceived that the intense nature of a two year
residential program “provides a setting for living in community which serves
to shape people and personality enabling them to be relational.” It was
indicated that this occurred because the intense nature of social interactions
“bring to the surface personality anomalies that may not be readily apparent

under other conditions.”

Whilst comments about accelerated learning are understandable in terms of
formal classroom learning it could be argued that the lower practical
engagement in ministry actually decelerates other aspects of learning. We
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need to be guarded also in our understanding of intense social development
as noted in earlier observations. This needs to be intentionally aimed at

personal growth not at enculturation or regimentation.

Perhaps the strengths can be summarised by one respondent who noted:
“Residential training begins to develop a philosophy of ministry outside the
perimeter of secular norms.” This philosophy beyond secular norms is a point
worth returning to as a counter balance to the preceding survey response
groups who noted dislocation from normal lifestyles or opportunity for mission
as negatives. How do we maintain connection and still allow the development

of a philosophy beyond the dominant secular culture?

3. Outline the major weaknesses of the two year full-time residentially based

training program for Officership as you perceive them.

Removes people from reality of ministry: It was noted that there is the
potential to remove participants from reality and that it can be difficult to

supply meaningful mission training and development.

Elongated process: One respondent indicated that some candidates due to
previous experience or training could be trained and released for ministry

earlier than under a two year residential program.

Classroom focus: Several comments were made that are grouped together
under the title classroom focus. These comments indicated that it
“encourages theory based learning”, and another respondent was concerned
that the style of training delivered poor time management skills and work
ethic. It is interesting to contrast these responses with the earlier responses
indicating accelerated learning. The perception could be that accelerated
learning, whilst valuable, comes with a cost in terms of theoretical bias.
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4. What major changes to the officer training program would you

recommend?

Pathways/models: Responses indicated a desire to open up a greater
diversity of pathways into officership or different models of training to the
current one (specifically a one year focus on corps training and one year

focus on social training).

Content: Several suggestions were made as to material not currently (or
adequately) covered in the training program: psychology, relational theology,

and stronger focus on mission and ministry skills.

5. Given the vast geographical boundaries of our Territory (SA, WA, Tas, NT,
Vic) and the fixed geographical nature of our dominant training model
(residentially based in Melbourne) what ways would you see our training

program better responding to our geographical needs in the future?

Responses to this question offered different aspects of possible models that
could be used to respond to the geographic diversity of the Territory.
Responses saw value in training being conducted in intensive “blocks” of
time and that these “blocks” could either be delivered either at the college in
Melbourne or offered interstate by college staff. Comment was also made of
the fact that other studies could be undertaken concurrent to this through

locally sourced Bible Colleges.
It is worthy of note that in responses to questions four and five it appears that

senior leaders offer a clear acceptance of decentralised and flexible models
of learning whilst centralised models remain official policy.
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6. What major challenges and opportunities do you see existing for
officership in the postmodern era of the 21°' century and how can existing or

emerging models of training better deal with these?

Whilst one respondent was not sure that either existing or emerging models
could offer a way forward others did perceive some possibilities. One noted a
need for people to research, explore and discuss (as opposed to a didactic

model of learning).

Another respondent in particular focused upon the challenge of a postmodern
era and spoke of the need for training to “seek to genuinely understand the
post modern culture” and that to do this would require new paradigm thinking
and the development of holistic and post modern models of ministry.

Whilst the key themes emerging from the senior leader survey group were
not followed up with face-to-face interviews it is important for us to highlight
what has emerged from this group. The intense residential aspects of the
two-year program were highlighted as supplying an environment that offers
accelerated learning and significant opportunity for social development. This
was contrasted with an understanding that even given that benefit there is a
dislocation that occurs and an overly theory based context for learning. It also
appears evident from this group that there is a desire and interest to see a
development of additional pathways into ministry using alternate and
decentralised formats. Finally there was some openness to teaching new

models of mission and ministry that will connect with a postmodern context.
Summary of themes and issues from all survey and interview groups

At this critical point in this research project what is beginning to emerge?

The constructivist grounded theory employed in this project seeks creativity

and new possibilities within the data harvested from the individuals. From this

data we see that the following must be key to emerging models of training:
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e No “one-size-fits-all” model as adequate to the diverse needs of
mission and ministry and the variety of ways individuals are entering
officership. Measured recognition is required to be given to those who
reach competence through placement in a ministry setting whilst not

devaluing the need for educational underpinnings.

e The need for intense personal and spiritual formation whilst
maintaining engagement with society and a “real-life” context for
mission and ministry. The place of mentors or supervision appears key
to this issue.

e An educational curriculum that is flexible, relevant and credible,
delivered by qualified staff who are clear communicators. Curriculum
aspects need to be decentralised so as to be available in a diversity of

formats allowing for distance learning.

A key concept emerging from much of the harvested data points to
“apprentice” or “internship” models of training for officership.

In the next chapter we turn our thinking to the two final sources of data for
this project. Firstly we will seek an understanding of the wider societal
change as expressed by the emergence of postmodernism and more
particularly for the church the context of post-Christendom. Integrated with
this we will briefly consider current research in relation to educational
theories for ministry preparation. Then the data for our construction of
emerging models will be in place as we creatively explore the possibilities in

the sixth and final chapter.
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Chapter Five — Societal Change and the Exploration of
Emerging Learning Theory for Ministry Preparation

It is always tempting for the church to try to live in a vacuum; to view culture
as irrelevant, or inherently evil, and therefore worthy only of our contempt or
perhaps active denial. For the church to deny the relevance of culture is as
realistic as a fish denying the relevance of water; we swim within culture, it
carries us in various directions sometimes wilfully, at other times against our
will. It provides life and energy and potentially if the church fails to grapple
with the reality of culture it leads to death. For this reason it is important at
this point to pause and briefly consider something of the cultural context in
which today we seek to engage in mission and ministry. Societal change and
challenge becomes part of the data we need to embrace as we seek
emerging models of training.

In particular let us consider two issues of societal change currently
confronting the church. Following on from that we will consider recent theory

and research in relation to education for mission and ministry.

The End of the World as We Know It?

Post-Christendom is not the same as postmodernity. The most familiar
‘post-’ words in descriptions of contemporary culture are postmodernism (a
philosophical stance) and postmodernity (a cultural shift). But post-
Christendom should not be confused with postmodernism or postmodernity.
There are significant connections between these concepts, but they are
different. (Murray 2004: 12)
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At this point in time the Christian church faces a strategic turning point of
double dimensions as it grapples with postmodernity and post-Christendom.
The intersection of these two phenomena of societal change mark this as a
time of transition far more profound than simply a passing from one
generation to a subsequent generation. This is a point where slightly
adjusting “how we do church” or simply working harder and better at what
worked yesterday will no longer offer significant results. We cannot afford to
do that anymore. The transition from modernity to postmodernity represents
a paradigm shift on a scale not seen in 300 years (since the beginning of the
modern or Enlightenment era); this transition is intersecting with a second
paradigm shift, the ending of approximately 1700 years of Christendom for
the Western world (since the edict of Milan in 313AD). Indeed for the church
it is the end of the world as we know it!

Postmodernity is a somewhat nebulous and difficult concept to understand.
Much of this is related to the fact that postmodernity, at least at this point in
time, is a deconstructionist movement. It is defined according to what it is
reacting against or evolving from, this being the three centuries of the
modern era since the Enlightenment. Sweet, McLaren and Haselmayer

summarise this concept well:

Rather than anti- or pre- or non-, “post-” means “coming through and coming

after”. For us it makes most sense to try to understand the key themes of

modernity and then imagine what a culture does and where it goes after

having marinated in these themes for several centuries.

This approach leads us to describe postmodern culture in terms like these:

» Post-conquest = emphasizing conservation and conversation.

» Post- mechanisitic = emphasizing living social and organic systems
rather than mechanical ones.

» Post-analytical = emphasizing holism rather than dissection and
reductionism.
» Post-organizational = emphasizing networks and “chaords” (which

combine chaos and order).

» Post-objective = emphasizing communal intersubjectivity rather than
individual objectivity or subjectivity.

» Post-critical = becoming collaborative and assimilationist rather than
polemic.

= Post-secular/scientific = becoming spiritual/scientific. (2003: 241f)
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The deconstructive elements mentioned here represent a challenge to the
Christian church, including The Salvation Army. Some are less confronting,
however concepts such as post-conquest and post-organizational offer
particular areas of tension for a quasi-military movement. If we are to rise to
the occasion it will be of particular importance for our training environments

to grapple with, and equip people in a way relevant to postmodernity.

The cultural shift of postmodernity finds its earliest expression in an
architectural movement first evident in the mid twentieth century. This
approach was defined by a tendency to reach into the past and bring
together various images and styles from different times or schools into the
one design. An approach best understood by the concept of “collage”; picking
and choosing and bringing together what is of relevance to the individual.
Murray comments on the fact that postmodernity enhances the process of
de-secularisation with a renewed interest in spirituality whilst it “regards all
meta-narratives (overarching explanations and truth claims) as inherently

oppressive” (2004: 13).

Postmodernity presents the church with several challenges. Our claims for
absolute truth and a dominant metanarrative, our reliance upon analytical
approaches and our hierarchical models and metaphors based upon
conquest all can appear problematic to the postmodern mind. However the
possibilities should not be overlooked, in particular we note a renewed sense
of the spiritual and the communal aspects of life. Before considering some of

the ways forward in this let us consider the issue of post-Christendom.

The commencement of Christendom can be dated to the year 312AD when
Constantine became the sole emperor of the Roman Empire. He granted
complete freedom of worship to Christians, leading to a situation where
Christianity was the favoured and state endorsed religion. This impacted
Christian faith in many ways, most significantly in the fact that it moved from
being a marginalized and subversive movement to a central position of power
and authority as an institution within society (Frost and Hirsch 2003: 8). This

position of influence and power for the church in Western society endured for
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well over a millennium and has come to define the way in which the Christian
church understands itself, it's structures and it's practice of authority within
society. As Frost and Hirsch note:

Taken as a sociopolitical reality, Christendom has been in decline for the last
250 years, so much so that contemporary Western culture has been called
by many historians (secular and Christian) as the post-Christendom
culture... While in reality we are in a post-Christendom context the Western
church still operates for most part in a Christendom mode. Constantine, it
seems, is still the emperor of our imaginations. (2003: 9)

The slow decline of Christendom and the new reality of our place as
Christians in a post-Christendom world needs to be grasped. A faith which
conceived itself as being central to society, as being able to wield moral and
political power, as being worthy of respect and led by professionals who are
pillars of the community, will approach training for mission and ministry in a
vastly different way to that required by a movement which is marginal, lacking
respect and that exists as one version of truth in a pluralist world of
competing truths. It is time for a significant re-appraisal of the place and
influence of the church in society which will therefore lead to a significant
reappraisal of our structures, educational approaches and modes of mission

and ministry.

As attractive as it would be to offer the message that we simply need to be
faithful to historic methods and outlast both postmodernity and post-
Christendom, it simply would not be true. Society has, and continues to
undergo, massive change and we must beware of wedding ourselves to

another aspect of culture that will simply pass. As Webber states:

We now live in a transitional time in which the modern worldview of the
Enlightenment is crumbling and a new worldview is beginning to take shape.
Some leaders will insist on preserving the Christian faith in its modern form;
others will rush headlong into the sweeping changes that accommodate
Christianity to postmodern forms; and a third group will carefully and
cautiously seek to interface historic Christian truths into the dawning of a
new era. (1999: 14)
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The church, and in many respects The Salvation Army, function from a
Christendom model of ministry in a post-Christendom world and hold to a
modernist structure in a society increasingly shaped by postmodernity.
Society has moved on and the church now exists on the margins, sometimes
actively shunned but often seen as largely irrelevant. The difficulty is that the
church still thinks it resides at the centre of society, and needs to relinquish
these failed modes. What might that look like? It will appear as a church that
“understands its role as an underground movement, subversive, celebratory,
passionate, and communal. Mission is not merely an activity of the church. It
is the very heartbeat and work of God... It is a going church, a movement of
God through his people, sent to bring healing to a broken world” (Frost &
Hirsch 2003: 18).

There is a body of literature that has emerged over recent years concerning
the issue of how the church might grapple with the new reality of society.
Much of this surrounds the new phenomenon referred to as the Emerging
Missional Church (EMC). Frost and Hirsch (2003: 30) articulate three modes
for the emerging missional church: incarnational, leaving its own culture and
religious world to truly infiltrate and transform society; messianic spirituality,
no longer dualistic but a spirituality of engagement with culture and the world;
apostolic leadership, an entrepreneurial creative mode of leadership rather

than the existing hierarchical models of church leadership and governance.

As we conclude our consideration of the impact of societal change these
modes summarised by Frost and Hirsch resonate with comments from earlier
chapters and in particular research participants in chapter four. In our
thinking about training we must note clearly the need for a missional church
that is incarnational, engaged with society and pursuing creative and flexible
expressions for the future. Let us carry these concepts forward as we explore
learning theory to aid us in formulating emerging models of training for
officership.
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Emerging Learning Theory for Ministry Preparation

Culture is reality in our lives; its influences cannot be denied. Instead of
attempting to mitigate the impact of culture on students, we must recognize
its effects in order to minister to students at the beginning of the 21* century.
We have to understand the environment from which they come. (McKinney
2003: 147)

There has been considerable debate over the last decade in regard to the
validity of current approaches, and possible new approaches, to theological
study in general and preparation of people for mission and ministry in
particular. Much of this debate is inspired by the reality of the societal change
we have just considered, however let us take time to review some of the
literature and consider possible directions. In particular there are five key
themes to highlight in regard to education for mission and ministry. Education
needs to be marked by: missional grounding; life-long learning; decentralised

delivery; incarnational engagment; holistic journey.

Missional Grounding

Existence in a post-Christendom and postmodern world challenges the
church to re-engage with mission and to once again grasp the missio Dei as
our guiding force and motivation. Pastoral modes of practice will lead to
irrelevance and extinction when we are dealing with a society and context
which is pluralist in its faith outlook and which has only a partial
understanding and limited interest in what Christianity seeks to offer. A
pastoral mode loses its relevance when no-one is coming to the church
anymore and people in society have little interest in what the church has to

say. A mission focus becomes imperative. As Gibbs reminds us,

If the Western church is to develop a missional perspective, it must
recognize that it does not merely have a mission... It represents the fruit of
mission, which in turn translates into becoming an agent of mission.
Leadership training has to move beyond the pastoral care of the flock to an
equal or greater emphasis of ministry to the world.” (2005: 180)
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Robert Banks in his book Reenvisioning Theological Education: Exploring a
Missional Alternative to Current Models (1999) clearly articulates the need for
a missional emphasis to override and direct our entire understanding of
preparation for ministry. However, along with others, Banks is careful to
communicate that this does not mean adding a “Missions Department” or
extra courses in missiology to the curriculum. Rather a missional emphasis
and context becomes foundational to all aspects of the training program. As

the church exists for mission so ministry training exists for mission.

Bandy makes this even clearer in his contention that the whole concept of
education for church leadership is now irrelevant and fatally connected to the
dying Christendom model of the church. He calls for mission immersion
training; “Mission immersion is different from church leadership... It is all
about learning the trade of being a Christian leader in a cross-disciplinary,
cross-cultural, cross-experiential world that is a bubbling cauldron of spiritual
ferment in which Christianity is just one small potato” (2004: 24). It is
important for us to grasp the profound nature of the post-Christendom shift
and the need for us to educate for, and practice, missional rather than

pastoral modes of ministry.

Related to the concept of a missional undergirding to models of training for
ministry is the concept of partnerships between colleges and key churches or
ministries. No training for ministry can be missional if it fails to clearly connect
with the real context of mission and ministry as expressed in the world.
Equally, delivery of purely church based training can be limited and so a

marriage of the two is needed; “resource church models’ need to be
identified so that colleges, with their professional expertise, can help them
craft training modules while also providing them with an academically

rigorous curriculum” (Gibbs 2005: 182).
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Life-long Learning

In western culture the typical approach that has been adopted in education
can be termed as front-end loading. Students are taught the information and
skills they require for a particular profession before commencing work in the
area. Subsequently they apply the accumulated knowledge and theory to
real-life situations when they encounter them after training. However as Foley
notes, “Experienced practitioners know that the actual world of practice does
not work in this way. Real work situations are complex and fluid: they do not
sit and wait for theories to be applied to them” (Foley 2000: 7).

Front-end loading has been typical of preparation for mission and ministry. It
leads to graduates who are perceived by others, and perhaps by themselves,
as experts when in fact in practice they may be mere novices. Significantly it
also leads to a concept of having “arrived” when one graduates and is
ordained thus stifling further desire and initiative to continue learning and

maintain contact with ongoing developments and new opportunities.

The book Multiple Paths to Ministry: New Models for Theological Education
outlines a variety of new approaches to training for ministry in Canada and
the United States of America. Typically, but not exclusively, these programs
are aimed at ministry in remote locations or with indigenous people where the
completion of formal education was not practicable. As the editors note, “Our
approach is not front-end loading, but lifelong learning... Thus the program is
not intended to be an extensive, all-inclusive training program, but almost an

orientation to the lifelong task of learning” (Barker and Martin 2004: 8).

In Australia the Forge Mission Training Network has been in operation for
around seven years and seeks to partner with various colleges and
denominations to equip people for mission and ministry particularly in a
church-planting context. Forge affirms an ongoing learning model:

We believe that the best educational theory confirms the fact that people
learn best when learning matches the life experience of the learner. The idea
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that students are blank slates that come to be filled with knowledge is bad
theology and even worse educational philosophy. Therefore we try to bring
the experience and the learning moment together.

(Frost and Hirsch 2003: 221)

This concept is sometimes referred to as “just-in-time” learning, a theory that
sees engagement in practice, and reflection on that practice, as key to both
effective learning and effective practice.

Whilst many are now advocating for life-long or just-in-time learning this does
not remove the need for a certain level of theological, biblical and ministry
“literacy”; “...there is a core, and it must be learned, or the leader of the
mission movement will find himself or herself cornered by ambiguity and
unable to find that way forward” (Bandy 2004: 100). Ongoing learning or
learning in ministry must not be seen as an excuse for poor initial
preparation, or for a lack of desire to engage at a serious level with the

issues of mission and ministry.

Decentralised Delivery

One of the disappointing aspects of many of the programs outlined in Multiple
Paths to Ministry: New Models for Theological Education is that whilst they
appear dynamic, responsive and radical they are not recognised as being
formal education and do not lead to recognition or ordination.
Decentralisation and flexible delivery has been a key issue that has
empowered people for mission and ministry in their local contexts but sadly is
accompanied by limited formal recognition. This lack of recognition appears
based more on traditional concepts of formal education and qualification for
ordination than on a concept of readiness for and effectiveness in the

functions of mission and ministry.

Coupled with this we find that “... recent research has suggested that clergy
trained in regional seminaries are more related to their peers — other clergy
trained in seminaries — while clergy trained within their local or geographic

communities tend to relate more closely with their parishioners” (Martin and
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Barker 2004: 178). This raises a key point. Do we want and need people who
are socialised and identify strongly with others trained for ministry? Or do we
want and need people who are socialised to society and identify with the
community to which they are called in mission and ministry? A Christendom
model of church can entertain the luxury of a separate class of people
defined by status, however a missional church needs leaders who
understand the genuine need for incarnational ministry. A centralised
approach to training is extractionist in its practice of removing individuals
from the local context to undergo specialised training. It appears this can lead
to clergy who fail to connect with local community and perhaps practice
extractionist ministry themselves in a local context. What is required is a
decentralised model of training that maintains a clear connection with the

context of ministry.

Bandy outlines the importance of flexible delivery methodology in preference
to content focused and internal college delivery. He comments that people
today:

are omni-literate. Sometimes they learn in linear fashion reading a book.
Most often they learn in lateral fashion by experiencing a data byte, or
viewing a movie, or experimenting with a new idea, or conversing... It
happens in life, not in class. It happens with a peer group, not an expert...
Traditional linear education, classroom, seminary education, like all
education in all subjects, is being outpaced by the postmodern world...
Learning today happens after failure, not before risk. It happens in
immersion, not in retreat. (Bandy 2004: 81)

The current dominant centralised models for ministry preparation are
conservative in approach and reflect a strong tradition. But how do we
balance the contention by Bandy that learning happens after failure not
before risk? A dynamic risk-taking approach is required to deliver new
possibilities in ministry preparation. As noted in chapter three in regard to
alternative models of Salvation Army training, necessity and lack of
resources has driven innovation in some areas whilst developed world
countries maintain a conservative training approach. A reappraisal of our
conservative and safe models is required in order to embrace flexible

methodologies and delivery modes that offer renewed dynamism.
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Decentralised models of training that can be delivered flexibly and in a
manner responsive to the identified needs and issues of the practitioner-

student are valuable and essential for effective ministry preparation today.

Incarnational Engagement

Engagement in ministry as a part of the educational process has grown
considerably in acceptance, as is demonstrated by the rise in supervised
theological field education and clinical pastoral education units at colleges.
Clearly this is related to the missional and life-long learning concepts already
introduced. In a culture of postmodernity which values experience, networks
and community, it is also clear that meaningful engagement in mission and
ministry becomes a foundational aspect of training for ministry. Banks rightly

states “... the “missional” model of theological education places the main
emphasis on theological mission, on hands-on partnership in ministry based
on interpreting the tradition and reflecting on practice with a strong spiritual

and communal dimension “(Banks 1999: 144).

Classroom based, or formalised learning, is grounded and confirmed by
engagement in mission and ministry. Equally the reverse is also true. Much
energy can be expended on the proverbial “chicken or the egg” argument in
debating and deciding which proceeds the other and which should find the
place of pre-eminence. Historically the argument has clearly rested in favour
of formalised learning but this has perhaps resulted in overly theoretical
models for mission and ministry that fail to connect with a real world context.
Engagement as a model for training needs to be viewed not as superior or
subservient but as an equal collaborator with formalised learning. Partnership
between practice and theory then promote life-long learning and a missional

focus.

In regard to engagement credit is due to the training methods employed by
The Salvation Army over many years. The practice of mission and ministry

and a skills focus was apparent from the start of training initiatives and
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remains evident today. Participant feedback in chapter four suggests that
whilst this is still a vital part of training that the balance may not be in place.
Currently engagement appears a junior partner when clearly an equal focus
is required. Equal partnership for engagement in mission and ministry then
delivers added dynamism and relevance to the classroom based partner.
Even though engagement has been a priority, meaningful reflection upon
practice has often been limited or absent. Partnership involves exchange and
interplay, therefore action requires subsequent theological reflection and

theological thinking requires subsequent action.

Calian helpfully summarises the debate and introduces the theological
concept of incarnation to our understanding of the value of engagement:

Banks and others who share this view want the learning community of
theological schools extended beyond the campus gates so that students,
faculty, and administrators might experience their ministry in the context of
God’s classroom — the world. Access to this world-oriented classroom would
occur not after one’s degree is earned, but during the process of one’s
education. The spirit behind this missional approach to theological education
is found in the text of John 3:16... The context for theological education is
not restricted to the classroom, but encourages us to be in the world at the
same time. (2002: 54)

Holistic Journey

Harkness offers a critique of the current school based model of ministry
preparation with its Greek educational roots and calls for a re-examination of
a Hebraic educational focus through the lens of what he offers as a Jesus
model for ministry formation based on discipleship. He calls for a de-
schooling option which offers a more holistic approach to formation; “... the
curriculum will be shaped more by a praxiological agenda, the issues and
concerns arising in and from ministry involvement of learner and teacher
alike, so that, for example, theology is taught pastorally and missiologically,
and biblical studies both drive and are driven by the pastoral and
missiological” (2001:152). In this way the student, the teacher and the

context of ministry are all partners in the journey of formation.
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The place of supervisors, lecturers and mentors has a key function in holistic
models of ministry preparation. In order for a model to be responsive and
engage holistically with the diversity of formation issues for the individual the
role of faculty moves far beyond the delivery of learning material or facilitation
of a placement. The role of faculty is more that of companion and guide on a
shared journey of care and discovery with the student. Gibbs introduces also
the organic dynamic of this facet; “Our thinking concerning the education and
training for church leadership needs to move from mechanistic models to
organic ones. A good gardener uses a combination of theoretical knowledge,
an understanding of local soil and weather conditions and an instinctive and
uncanny sense of timing, all of which lead to taking a calculated risk” (2005:
187). Learning decisions are not totally in the hands of teachers, students are
active learners in a holistic model and have clear input into the direction and

formulation of their learning needs and experience.

Ultimately formation for mission and ministry is about far more than the
accumulation of set knowledge, the acquisition of field experience and an
adherence to a certain code of conduct:

True education forms character, wisdom, spiritual sensitivity, and
servanthood leadership. True education is not only knowledge but
knowledge embodied and lived out individually and in community. The
mission of the church in education is not to provide factual information that is
memorized but wisdom that forms character and is embodied in a life.
(Webber 2002: 171)

Holistic ministry preparation is about a life lived in which we see validated the
power and importance of mentors journeying and learning with their students.
This journey takes them into mission and ministry engagement together, and
takes them to new depths of understanding together.

Conclusions

The context of society around us has changed substantially and this

represents a significant challenge to adequate models of preparation for

mission and ministry. Postmodernity and post-Christendom remove a
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comfortable sense of existence and predictability but offer new opportunities
and a key strategic shift the likes of which has not occurred in centuries. This
necessitates a rediscovery of the missional nature of the church and training
that equips leaders for this context.

Theological educators have been caused to re-examine the effectiveness
and validity of approaches to mission and ministry education. This has
resulted in five key themes: the need for a missional grounding in formation
for ministry within a pluralist world; a commitment to life-long and just-in-time
learning whilst engaged in ministry practice; decentralised models of learning
that offer flexible delivery; emphasis upon incarnational engagement as a key
partner to formalised learning; and a reaffirmation of the need for ministry
formation to be approached as a holistic journey shared between mentor,
learner and mission context.

The diverse data required for this constructivist grounded theory research
project is in place. One final step remains for our next chapter — creative and
imaginative interplay with the accumulated resources and information so that
new possibilities for training can emerge; training that delivers “scholars and
dynamos” who are able to grapple with the challenging mission and ministry
of an activist Salvation Army into the twenty-first century.

What can we do to raise our level of commitment to the rest of the world?
This is the paramount question facing theological education. Are we willing to
become church leaders who will make a difference? Are we willing to be
more demanding of ourselves, working as diligently as our rhetoric claims?
Are we willing to learn our theology in the midst of God’s classroom — the
world? This is what a missional approach to theological education invites us
to do. Are we willing to understand our churches and theological schools as
missional in nature? (Calian 2002: 56)
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Chapter Six — Emerging Models of Training for Officership

As long as cadets are compliant, mindless and dependent they are easy to
handle. It takes a secure and self-confident officer to relate to Cadets as
mature individuals. The least secure may be the most officious, paternalistic
and over-protective in their treatment of Cadets... the goal of maturity must
be kept to the fore. Cadets must be prepared emotionally, spiritually and
professionally for leadership that leads. (Rader 1974: 10)

The task before those engaged in preparing others for ministry as officers in
The Salvation Army is an extensive one. As one lieutenant commented in the
follow-up interviews; “| don’t know if there is any field that expects so many
different skills in one person, so | am wondering if it is impossible to do it
properly.” To be set an impossible task can be a source of discouragement
and despair or alternatively it can become a passion that drives us forward in
the pursuit of new thinking that can result in excellence being delivered in a
demanding arena. It is the desire for excellence that drives this research, a
desire to see people equipped for the challenging and uncharted passage
that stands before us as Salvation Army officers in the early stages of the

twenty-first century.

What then do we offer in terms of emerging models of training for officership
in The Salvation Army?

Active Guiding Principles

| believe it is necessary to delay talk of emerging models in favour of one last
step. The focus of my research has been emerging models and this is largely
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dictated by the fact that as an international movement our ability to divert
from required standards is limited. As was stated in chapter three the current
preference for a two-year residential model is fixed. However in the process
of my research the shortcomings of the two year residential model as it
currently stands fall more clearly into view and cannot go unchallenged.
Therefore my first step in proposing emerging models for officer training is to
outline what | consider to be four active guiding principles which must be the
basis of any approach, established or newly emerging, to Salvation Army

officer training if it is to meet the challenging demands of today.

Delivering Scholars and Dynamos

In the introduction to this project | used the words of the recently retired world
leader of The Salvation Army, John Larson, when he declared, “As a
Salvation Army we need leaders who are both scholars and dynamos:
informed men and women of action” (Larsson 2005: 5). Those words present
a massive challenge in themselves for a movement that has long been wary
of scholarly pursuit. When that is accompanied by a need for renewed
flexibility in our training methods it would be easy to forgo formal education
and simply deliver activists who are moulded in the tough classroom of
practice. Whilst tempting, it is ultimately self-defeating as we face a complex
world that requires finely tuned minds as well as rapid and decisive action. As
Burke noted:

The future of The Salvation Army will not be served well if we neglect the
rigorous discipline of our minds. Without a fundamental commitment to the
cultivation of the Salvationist mind we shall be increasingly condemned to a
place on the periphery of society with a voice that is essentially irrelevant
and out of touch with the critical human needs that Jesus came to address.
(Burke 2006: 12)

There has been renewed discussion in relation to the vision of William Booth,
co-founder of The Salvation Army, when in 1903 he “articulated an

unprecedented vision of a Salvation Army University for Humanity... [with
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rationale that included the need for] the provision of more capable officers...
the need for a greatly improved system of training applicable to every grade
and class of officer” (Raymond 2005: 29). A century later this vision can
inspire and motivate the quest for greater depth in our scholarly pursuit and
endeavours. Not as a self-serving or introspective endeavour but as one
motivated by the need for thoughtful, educated activists who can propel the

mission forward by their scholarship and dynamism.

One of the potential compromises in offering a variety of models for training
across a geographically vast area is to lower formal study expectations and
to effectively deliver a two-tiered system of training. Prior to lieutenancy a
system of auxiliary officership existed (know as Auxiliary Captains) which
was clearly two-tiered and offered mature age entrants to the possibility of
immediate entry into ministry with very limited requirements for either
preliminary or ongoing formal education. After a set period of time auxiliary
service led directly to the possibility of commissioning and ordination; this
was based upon a period of time served rather than formal preparation
completed. It is possible that lieutenancy could be directed down a similar
path thus reinstituting a two-tiered and unequal system of mission and
ministry training. However flexible, delivery today should not involve a
lowering of standards. As was stated from research participant feedback and
the literature review, a certain standard of theological, biblical and ministry
“literacy” is essential to fulfil mission and ministry function at an acceptable

level.

Some criticism was also levelled at the divergent academic levels of
coursework delivered on campus at the Melbourne training college. As a
movement we have not cherished intellectual pursuit and ultimately this has
an ongoing generational impact upon officer training. It is extremely difficult
for officer training staff to take cadets to a level beyond what they have been
offered themselves. A commitment to delivering scholars and dynamos as
the end product of training requires training staff who are scholars and
dynamos themselves. The result of decadal neglect may take time to redress
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and requires careful succession planning and intentional development of

individuals for future training personnel.

Of course that is only half the picture, we will consider the dynamo aspect

more under the next two active guiding principles.

A commitment to developing people who are both “scholars and dynamos” is
essential for any training for officership and must be foundational to our

considerations.

Supplying Functional Mission Leadership

Foundational also must be our commitment to officership as a functional role
of mission leadership. Let us not be distracted by arguments over status and
ordination, over attempts to exclude or control, based on rank considerations
in a quasi-military structure. An officer ultimately is defined by the functional
role that they fulfil in leading the mission of The Salvation Army. Training
therefore needs to be clearly focused upon equipping people for the function
of mission leadership and not be preoccupied with legitimising or licensing a

certain status.

The function required is to supply mission leadership. In earlier chapters it
has been outlined that a church confronted by the joint societal realities of
postmodernity and post-Christendom can no longer afford to be internally
focused and practice predominantly pastoral modes of leadership. Missional
modes of leadership must be foundational:

Mission is so much at the heart of the Church’s life that, rather than think of it
as one aspect of its existence, it is better to think of it as defining its essence.
The Church is by nature missionary to the extent that, if it ceases to be
missionary, it has not just failed in one of its tasks, it has ceased being
church. Thus, the Church’s self-understanding and sense of identity... is
inherently bound up with its call to share and live out the Gospel...
(Kirk 2002: 30)
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Historically, a sense of identity based firmly upon being a mission movement
should not be that distant from The Salvation Army’s self-understanding. But
130 years of existence has taken Salvationists on a journey from dynamic
mission movement to respectable denominational church with all the inherent
sociological changes and challenges. The context in society has changed
once more and perhaps our early missional dynamism is innately suited to
the emerging paradigm around us. It is essential for officer training to re-
imagine itself as missional in focus; not necessarily by adding mission
subjects but by viewing all curriculum content and practical engagement
through the lens of a minority church in a pluralist world with a passion to

give away the love of God.

In re-imagining officer training as missional in focus it is impossible for us to
ignore the developed sociological reality of our status as a church for many
within our movement. The context has changed and the missionary challenge
is evident but we carry with us those who see us as their “church home”. It
could be that more consideration and exploration is needed of the role of a
kind of “missional pastor” that seeks to integrate the missional challenge with
the developed sociological reality so that existing salvationists are not cast
aside. Ultimately leadership, including functional mission leadership, requires

us to take our people with us or we are not leaders at all.

Affirming Incarnational Engagement:

| wonder whether we understand that the characters of the Cadets are
weakened and made unreliable unless they learn to put into practice what
they are taught. To know how to act, and yet not to act, makes a weak
character. Officers, therefore, hinder rather than help the Cadet unless the
outlet for action in Training is in proportion to the instruction and advice
given. (Booth 1925: 209)
Early training was brief and intensely practical. They understood the
educational value of engagement in mission and ministry. Consolidation of
training processes into the nine month residential course in 1904 began to
change the focus somewhat, leading to the concern noted in the quote just

given. The introduction of the two-year course in 1961 was designed to allow
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time for more in-depth study and also more grass roots mission engagement.
However it is clear from the comments of recent graduates of the college that
whilst the program delivers a variety of opportunities for practical
engagement that these are somewhat limited and often ‘unreal’ in terms of no
strong connection and ownership of the ministry context. This is often
because the placement may be physically distant from their home at the
college and only offers limited involvement. Equally it is clear that the lack of
ongoing local engagement in mission and ministry is a factor involved in why

alternate program participants are not choosing the current model of training.

Adequate models of training need to offer ample opportunity for engagement
in mission and ministry. This concurs with the theories of life-long and just-in-
time learning outlined in chapter five. It is better that formal learning and
practical experience be brought together so that there is a clear co-operation
and synthesis of these partners in education. This is somewhat problematic
in a two-year residential model where individuals are removed from a local
ministry to commit to full-time study. It is highly questionable that the best
way to train people for a life of mission and ministry engagement is to remove
them from that very opportunity. Rather than training placements it could be
that better ownership and engagement would result if cadets were actually
appointed as assistant officers at corps or social centre with definite
responsibilities. This is obviously the dynamic at play for alternate program

participants.

The title of this active guiding principle calls for more than just engagement,
rather incarnational engagement. At the heart of our concept of God lies the
reality of the incarnation; a God who identifies with us to such a degree that,
in the person of Jesus, God becomes present to journey with people in
community. The societal changes displayed by postmodernity and post-
Christendom call out for a Christianity that grasps once more the power of
incarnation; that we as followers of God are called to leave our own culture
and infiltrate wider society with the message of God’s love. As Murray notes,
“Unpretentious long-term witness is our best hope. Gentle questioning must

supersede domineering assertions... The images of fellow travellers and
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conversation partners must usurp memories of inquisitors and crusaders”
(2004: 231). Where should the ability to journey with ordinary people begin?
Models of training that are extractionist potentially prevent incarnational
engagement from becoming a natural approach of mission and ministry for
officers. A closed and isolated training environment builds barriers that
prohibit meaningful incarnational ministry over the long term. The intense
nature of residential training offers opportunity for personal formation but at
what cost? This intense aspect could be delivered in a shorter time frame
thus allowing for more real world engagement and prevention of the current

dislocation issue.

The potential for extractionist models of training to lead to officers who
practice extractionist forms of local mission and ministry is extremely high.
Ultimately this is self-defeating for The Salvation Army as the resultant
disengagement from society, promoting cultural isolation and irrelevance,
leads to extinction. On this ground alone extractionist training holds great
potential harm and emerging models delivering strong incarnational

engagement must be sought.

Pursuing Holism and Flexiblity

Personal formation does not develop primarily through specific programs... it
takes place mostly as a result of the leavening effect of the personal
example of teachers and other key figures... the broader culture and mission
of the seminary, and with a whole range of co-curricular groups and available
activities. Curricular offerings and programs in personal formation have a
role to play in this. But they will be most effective when they allow
participants to engage in formative practices as well as learn about them.
(Banks1999: 201)

The concept of holism is based upon an understanding that the value of the
whole is far more than merely the sum of the parts; that a certain dynamic
occurs in the interplay and exchange of several facets thus delivering a more
dynamic environment than can be delivered otherwise. In relation to training
for officership this reinforces an understanding that it is in the combination of
key aspects of training, the influence of key individuals as mentors and
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guides, and the impact of local context, that effective formation occurs.
Educational aspects should not be considered in isolation; practical
experience or skills development should not be taken in isolation; personal
spiritual formation should not be taken in isolation; the influence and example
of supervisors, lecturers and mentors should not be taken in isolation; the
impact of the local context of mission and society should not be taken in

isolation. Rather, the sum of all these parts contributes to a far greater whole.

This points to a rounded training experience which pays adequate attention
to the various facets; the content is focused on the needs of the learner and
the delivery is flexible. A “one-size-fits-all” approach will not do. Holistic
training must also be based around journey and relationship. Individuals
need at least one key partner who will help them and shape and monitor the
training process: a facilitator who will monitor development in all aspects and
encourage change of direction; a guide when particular aspects need further
study; a confronter when strong personal challenge is required. In one sense
this person is a case manager, but more than that, they are a companion and
guide.

For this kind of holism to be available will require training models marked by
flexibility and responsiveness. Flexibility is needed on various levels. Firstly in
duration of training; recognising that for a variety of individuals different
components of training may be more challenging or time consuming.
Secondly in the way that formal curriculum is delivered; allowing for those
who learn best in a classroom environment in the company of their peers and
equally allowing for those who may need, or want, to engage in learning via
distance education. Thirdly in the ability to choose elective curriculum or
elective field based experience according to personal passion and
developmental needs. Finally, in recognising that different living

environments are suitable for the ministry formation of different individuals.
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These active guiding principles need to be in place as the basis of any model
of training. They apply equally to the current two-year residential approach
and to the three models about to be outlined.

Emerging Models of Training

In considering emerging models it must be noted that it is necessary for us to
move from a concept of preparing people for officership which focuses on
modes of delivery and specific timeframes for completion, to concepts based
around adequate formation for the individual (intellectually, practically and in
personal formation) via whatever mode and whatever timeframe is adequate
and required by the individual.

The goal should never be the completion of a program but rather adequate
formation for the task of functional mission leadership.

From our various aspects of data there are three possible models emerging:
officership internships; an incarnational residential model; and a hybrid

model.

Officer Internship

A recurring concept in the surveys and interviews seemed to hinge around
the concept of apprenticeship or internship. This image recognises the fact
that there are multiple facets to mission and ministry development and that
partnership with an experienced and effective practitioner on-the-job serves
as a key integrating factor.

This model is clearly seen emerging from the research participants but as a

practitioner-researcher it resonates with one of my previous ministry roles.
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For three years | was involved in co-ordinating training for people seeking
employment as church-based youth workers with the Australia Southern
Territory. This training was delivered through a decentralised and outsourced
internship model that sought to engage students in ministry under the
guidance of experienced practitioners whilst concurrently undertaking

theological and ministry education.

The following would be key elements of an officer internship model of
training:

e The intern would be appointed as an assistant to an experienced
officer in a relevant position (corps officer or social officer). This
appointment would be decided on the basis of the officer mentor, not
appointment necessity. The experienced officer is the key. Effective
criteria for selecting officers for this role would need development, but
essentially they would need to be proven mission leaders with
excellent people skills.

e Timeframe would be flexible according to personal aptitude and
appointment needs but should be seen commonly as a three to four
year training model. This reflects the fact that the fulfilling of
appointment needs is an equal priority to fulfilling curriculum based
study. Therefore the accelerated program that allows cadets to
complete an advanced diploma in two years is not a realistic or
achievable goal for most individuals (according to Australian
standards an advanced diploma qualification normally requires three
years full time study).

e Whilst the appointment serves as the key opportunity for ministry
engagement other ministry placements would be facilitated during the
training program to allow for the learner to experience a greater
diversity of ministry models. These additional learning contexts would
amount to at least two placements in a corps setting and two in a
social setting totalling three months over the life of the training.

e Curriculum material would be delivered through a mixture of options:
intensives delivered by training college staff, either at the college or at

non-Melbourne venues; some semester based units to be taken
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through approved Bible Colleges; attendance at training college to
complete semester based units; internet based distance education
units available from the training college.

Curriculum would consist of core material to develop a required level
of biblical, theological and ministry literacy and then the ability to
choose additional units to specialise or develop areas of interest.

As well as the officer they are appointed to, the intern would also be
assigned a training college officer as formation facilitator, and must
engage in a program of supervised theological reflection with a third

party.

Officer Internships are not ideally suited to people fulfilling an

appointment apart from an experienced officer. However the model could

be effective if a suitable experienced officer mentor was available in

close proximity on a regular basis.

Incarnational Residential Model

The research project has demonstrated that for those who are keen to

proceed with a focus on curriculum based study, with the aim of completing

their training in a two-year period, a stronger engagement in incarnational

mission and ministry is required.

For this purpose an incarnational residential model is possible and would

offer the following key elements:

The cadet would be located in Melbourne enabling them to engage
fully with the educational, formation and ministry placement program
at the training college.

Rather than living in a closed residential community, cadets would
reside in wider society in housing facilitated and arranged by the
college. This would normally be in conjunction with fellow cadets. For
example, several units in a set of apartments could be used for single

cadets, several single cadets could share a house, and families could
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occupy several houses in a local area. “Community groups” of four to
six cadets would therefore be resident as incarnational groups in a
particular local community.

e (Cadets would be required, and supported, to be intentional about
practising incarnational mission in the community, with an expectation
of local community engagement.

e An enhanced commitment to the practice of mission and ministry
would be reflected by a change in timetabling at the college. As a
result an expectation of twelve to fifteen hours per week in placement
opportunities would be required of all cadets throughout their training.
This would involve ongoing placements in a variety of settings but
preferably limiting this to three corps placements and three social
placements in any two-year period. This is aimed at supplying a
diversity of models whilst allowing for some stability and connectivity.
Officers at respective placements would offer an experienced
practitioner mentor similar to that in the internship model.

e Curriculum would consist of core material to develop a required level
of biblical, theological and ministry literacy and then the ability to
choose additional units to specialise or develop areas of interest.

e As well as officer mentors at the placements they engage in, these
cadets would also be assigned a training college officer as formation
facilitator and must engage in a program of supervised theological
reflection with a third party.

In order to still offer the intense community living model, which offers benefits
for personal development, it is preferable that the incarnational residential
model be completed in “community groups” in accommodation facilitated by
the college. In some instances the incarnational residential model could be
undertaken whilst still living in personal accommodation however intentional

incarnational mission would still be a requirement.
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Hybrid Model

As has been indicated by the research project we must be wary of a “one-
size-fits-all” approach to ministry formation. Flexibility in models, timeframes
and entry and exit points from particular modes of training are important. We
need to be open to hybrid models reflecting incarnational residential and

internship at different points in training for the one individual.

The hybrid model is my preferred model from the three models emerging, or
the current two-year residential model. This preference is based on the ability
of this model to deliver the best of the other models combined. It allows for
intense spiritual formation through community living, it allows for some
accelerated learning, it allows for incarnational engagement with mission and
ministry under the ongoing guidance of an experienced practitioner, it is
tailored to the needs of individuals and can incorporate flexible curriculum
delivery.

Some key features of the hybrid model would be:

¢ A hybrid model of training would normally commence with a time in an
incarnational residential mode and then transition to internship at an
appropriate point, perhaps after six months or twelve months. The
internship model could be commenced whilst still residing in college
accommodation so as to minimise disruption for families but this would
only be ideal if the residence was within reasonable distance to the
appointment being undertaken as an intern.

e The transition from incarnational residential mode to internship could
be proposed by the individual in training and confirmed by the college.
Equally college staff, on the basis of appropriateness, could
recommend it for the individual. This would always be dependent upon
availability of a suitable appointment, with an appropriate officer
mentor, for an internship.

e |deally the transition to internship mode would involve placement with
an experienced officer in an appointment. However, due to their partial
progress through training, interns may be suitable to be placed in their
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own appointment dependent upon a suitable experienced officer
mentor being available in close proximity on a regular basis.

e The composite model could be practised in reverse. This would be
suitable for those who have commenced an internship model (or
lieutenancy) and then decide to accelerate the curriculum based
aspects of training.

e Timeframe for a composite model would be variable according to

many factors. Two to three years would be a target timeframe.

The hybrid model and the internship model both proceed on a basis that pays
limited attention to the historical importance placed on the concept of
“sessional” identity. Intakes of cadets have been grouped into “sessions”
which journey together through training experiences and are commissioned
and ordained at the same time. Individuals taking a longer period for training
would perhaps develop peer groups of their own, or identify with a session
with whom they study most or finish training with. | am confident that any loss
of identity with a peer group would be compensated by vastly improved

training outcomes.

Conclusion

No training model will ever be perfect, however a commitment to seeing
people effectively equipped for mission and ministry must drive us to
experiment creatively with emerging models that are better suited to the
challenging environment of today. This research project has been driven by
the sense that society has changed to such a degree that our current models
of training for officership are equipping people for a model of mission and
ministry that no longer exists. This has come from reflection on my own
training in the late 1980’s, the ministry environment that has confronted me in
the intervening years, and my current position which allows me the privilege

of training others for officership.
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The active guiding principles that emerge from this research need to be
explored and reflected upon by those engaged in the task of training:
delivering scholars and dynamos; supplying functional mission leadership;
affirming incarnational engagement; and pursuing holism and flexibility.

These principles can inspire us to new levels of excellence and equipping.

The three emerging models | offer are not the final word, and indeed it would
be my desire that in coming years far more radical models are on offer to

engage with a society that continues to change at a massive rate.

Key to it all is the concept that “... preparation for ministry needs to be
reconceived as engagement in ministry.” (Gibbs 2005: 185) May we not lose
sight of that: mission and ministry must never be a rehearsal, and retreat,
whilst valuable and necessary, can never replace engagement for a

movement that is motivated by the mission heart of a loving God.
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Epilogue

It is necessary to comment on some of the wider context surrounding (and at

times delaying!) the writing of this research project.

When the topic for this project was first being formulated in my mind over two
years ago it was motivated by my current ministry context as a member of
staff at The Salvation Army Training College in Melbourne. However, it was
potentially theoretical due to my lack of a formal position to implement any
findings. | was not aware that my ministry would take me on a corresponding
path. We have talked of “life-long” or “just-in-time” learning, of the powerful
dynamic that can be found in the integration of formalised learning and
ministry engagement, and this has occurred for me over the last eighteen

months.

In mid 2005 our college was granted approval to establish a Course Renewal
Team for the purpose of investigating new accreditation links and a course
redesign. | was given opportunity to function as team leader of this group. So
whilst | have thought and interviewed and researched for my research
project, | have also discussed and reflected and planned (and pushed!) for
our Course Renewal Project.

As a result of these corresponding journeys the Advanced Diploma of

Salvation Army Ministry (which was the training undertaken by the graduate
research group and the course familiar to the other research groups) has
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now graduated its last officers after ten years of faithful service. A new
course has evolved and finds its accrediting structure within the Advanced
Diploma in Ministry of the Melbourne College of Divinity. As a result some of
the research findings are already “old news” and change has been initiated.
For example, the weekly curriculum of the college has been rearranged so
that all cadets are now engaged in at least twelve hours of mission and
ministry experience per week. Equally our new advanced diploma offers a
base of core units whilst allowing individuals to choose from a range of
electives according to preference and need. And undergirding our model is a
holistic philosophy based upon the interplay of the various elements of

training.

| cannot say that the guiding principles and emerging models | propose in this
research have been implemented in full, although some aspects are certainly
in place and others are possible for the future. It would not surprise my
colleagues at the college that although the Course Renewal Project is closing
my ideas for change are still an ongoing reality. | thank my colleagues for
their tolerance of the upheaval | have caused and apologise for the fact that
change, for me at least, is always a constant.

The research project is closing, the Course Renewal Team has disbanded,
new appointments await me in the new year as our inaugural Dean of
Studies and also Assistant Training Principal. Change is a source of

enjoyment and challenge for me. The fun will continue | am sure!

Gregory Morgan
December 2006
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Glossary of Salvation Army Terms

Appointment: The place of mission and ministry assigned to a Salvation Army
officer by their leaders, normally a corps, social centre or
headquarters role.

Australia Southern Territory:
A distinct organisational entity of The Salvation Army
representing all Salvation Army work in the Australian states of
Victoria, Tasmania, South Australia, Western Australia and the
Northern Territory. (The Australia Eastern Territory covers the
remaining parts of Australia).

Auxiliary-Captain:
A form of officer service undertaken by Salvationists of mature
age who have not completed the normal two-year residential
training. Ordination and commissioning (substantive rank) could
be achieved after seven years service and completion of limited
training courses. No longer in place after implementation of
lieutenants system in 2001.

Cadet: A Salvationist who is in training for officership.

Chief Secretary:
The officer second-in-command of the Army in a territory.

Corps: A Salvation Army unit established for the preaching of the
gospel and to provide Christian-motivated service in the
community.

Division: A number of corps and social centres grouped together under
the direction of a divisional commander, operating within a
territory.

Divisional Commander:
The officer in charge of the Army in a division.

International Headquarters:
The offices in which the business connected with the command
of the worldwide Army is transacted.

Lieutenant: A Salvationist giving service to the Army for an agreed period of
time without being a commissioned officer. They are warranted
not commissioned, undergo some training and normally
function under a fixed three year term.

Officer: A Salvationist who has left secular concerns at God’s call and
has been trained, commissioned and ordained to service and
leadership. An officer is a recognised minister of religion.
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Secretary for Personnel:
The officer responsible to the territorial commander for the
placement and co-ordination of officer personnel throughout a
territory.

Territory: A country, part of a country or several countries combined, in
which Salvation Army work is organised under a territorial
commander.

Territorial Commander:
The officer in command of the Army in a territory.

Training College:
A college responsible for the training of cadets. There is
normally only one college in each territory.

Note: Most of this glossary of terms has been sourced from The Salvation
Army Year Book 2006. | have supplemented information for some entries and
added explanation were no official definition was offered.
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Appendix One — Recent Graduate Written Survey

THE MELBOURNE COLLEGE OF DIVINITY

Established by the Melbourne College of Divinity Act 1910-1990
Affiliated with the University of Melbourne 1993

21 Highbury Grove, Kew, Victoria 3101 Australia
Telephone +61 3 9853 3177: Fax +61 3 9853 6695
hrec@mcd.edu.au  www.mcd.unimelb.edu.au

Written Questionnaire for Supervised Research Project
“Emerging models of training for Officership in The Salvation Army”

Researcher: Gregory Morgan

Target Group: 2005 Graduates of

The Salvation Army Training College Melbourne
(Please feel free to complete this survey in electronic form and email to me
[Gregory.morgan@aus.salvationarmy.org])

1. Outline the major strengths of the two year full-time residentially
based training program for Officership as you perceive them from your
experience (areas for comment could include teaching methods, class
room subject content, practicum units, impact of residential aspects,
spiritual and ministerial formation etc...)

2. Outline the major weaknesses of the two year full-time residentially
based training program for Officership as you perceive them from your
experience (areas for comment could include teaching methods, class
room subject content, practicum units, impact of residential aspects,
spiritual and ministerial formation etc...)
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3. What were your reasons for choosing this model of training as
opposed to alternative options?

4. Now you have concluded this training program are those reasons still
valid? Would you choose differently in hindsight?

5. What major changes to the Officer training program would you
recommend?

6. Do you feel your training has prepared you for entry into Officership in
the postmodern era of the 21 century?

Participants name:
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Appendix Two — Alternative Program Participant Written
Survey

THE MELBOURNE COLLEGE OF DIVINITY

Established by the Melbourne College of Divinity Act 1910-1990
Affiliated with the University of Melbourne 1993

21 Highbury Grove, Kew, Victoria 3101 Australia
Telephone +61 3 9853 3177: Fax +61 3 9853 6695
hrec@mcd.edu.au ~ www.mcd.unimelb.edu.au

Written Questionnaire for Supervised Research Project
“Emerging models of training for Officership in The Salvation Army”

Researcher: Gregory Morgan

Target Group: Lieutenants
(Feel free to complete this survey in electronic form and email to me [Gregory.morgan@aus.salvationarmy.org])

1. What were your reasons for choosing to enter Salvation Army ministry
through the Lieutenants program as opposed to entry via cadetship at
The Salvation Army Training College?

2. In what ways has the Lieutenants program prepared you for the
ministry positions in which you have been placed? (Comment on
strengths and weaknesses of this preparation)

3. What advantages do you perceive for long-term ministry effectiveness
through your chosen pathway as opposed to entry through cadetship
and the Training College program?
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4. What disadvantages do you perceive for long-term ministry
effectiveness through your chosen pathway as opposed to entry
through cadetship and the Training College program?

5. lIs it your aim to serve as a “commissioned officer” (Captain etc...) and
if so how do you see your training for commissioned officership
occurring? (areas for comment could include teaching methods,
subject content, practical on-the-job experience or tutoring, any need
for residential aspects of training, ways in which spiritual and
ministerial formation will occur etc...)

6. What pathways from lay leadership in officer roles (i.e. Lieutenancy)
into trained and commissioned officership would you like to see
develop?

7. What major challenges and opportunities do you see existing for
Officership in the postmodern era of the 21 century and how can
existing or emerging models of training better deal with these?

Participants name:
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Appendix Three — Senior Leader Written Survey

THE MELBOURNE COLLEGE OF DIVINITY

Established by the Melbourne College of Divinity Act 1910-1990
Affiliated with the University of Melbourne 1993

21 Highbury Grove, Kew, Victoria 3101 Australia
Telephone +61 3 9853 3177: Fax +61 3 9853 6695
hrec@mcd.edu.au ~ www.mcd.unimelb.edu.au

Written Questionnaire for Supervised Research Project
“Emerging models of training for Officership in The Salvation Army”

Researcher: Gregory Morgan

Target Group: Senior Salvation Army Leaders

(Feel free to complete this survey in electronic form and email to me [Gregory.morgan@aus.salvationarmy.org])

1. What skills, attitudes, knowledge base and spiritual qualities are you
looking for in newly commissioned officers?

2. Outline the major strengths of the two year full-time residentially
based training program for Officership as you perceive them.
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3. Outline the major weaknesses of the two year full-time residentially
based training program for Officership as you perceive them.

4. What major changes to the Officer training program would you
recommend?

5. Given the vast geographical boundaries of our Territory (SA, WA, Tas,
NT, Vic) and the fixed geographical nature of our dominant training
model (residentially based in Melbourne) what ways would you see
our training program better responding to our geographical needs in
the future?

6. What major challenges and opportunities do you see existing for
Officership in the postmodern era of the 21 century and how can
existing or emerging models of training better deal with these?

Participants name:
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