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Abstract

The Salvation Army is one of the best-known community organisations in Australia and is highly
respected for its service to those in need — at the frontlines of natural disasters, housing the homeless
and lending a helping hand to struggling families. What is less well known to those outside the
movement is that The Salvation Army is a Christian church. Unlike the general public, the members
of this church, who are called Salvationists, see their primary purpose through the lens of evangelical
Christianity. All Salvationists are involved in church activities but only a much smaller proportion take

part in the Army’s social work.

A series of interviews with Salvation Army officers undertaken for this research revealed that the
organisation’s evangelical and social service arms often appear to be engaged in intraorganisational
contestation, competition and conflict. Because some of the driving influences of conflict are related
to wider social changes, such as increasing secularisation, they can also be seen to impact upon
other churches and faith-based organisations. As their congregations diminish in size and number
and their social service agencies continue to expand, many Australian churches are raising
guestions about organisational identity and mission. In addition to the numerous requirements and
restrictions placed upon services by government contracting, the professionalisation of social work
has seen the large-scale withdrawal of both religious professionals and laypeople from the frontlines
of service delivery. The changing face of their social ministries has left churches wondering about

what is left of their spiritual mission and what role they are now meant to play in society.

This research explores intraorganisational conflict within The Salvation Army in order to better
understand what it is about, how it manifests and what drives it. Many of these conflictual dynamics
are rooted in tensions that are as old as The Salvation Army itself, while others seem to have
emerged more clearly in recent decades. They are embodied in the lives of Salvationists, staff and
other organisational supporters, such as volunteers and donors. It will be seen that these tensions
are continually realised through practices, policies and organisational discourse. However, most of
those involved in these struggles recognise that, as problematic as this relationship can sometimes
be, The Salvation Army’s historic identity requires both evangelical and social work elements to

coexist. Can these tensions be resolved or are they a natural part of organisational life?
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Glossary of Salvation Army terms'

Adherent
An adult member of The Salvation Army who has chosen not to pursue soldiership.

Cadet
A Salvationist who is in training for officership.

Chaplain

Religious personnel usually assigned to a non-church pastoral role. In The Salvation Army most
are officers but some are also soldiers. Chaplaincy occurs in residential programs for
homelessness and addictions, as well as offering material and spiritual support in courts, prisons,
airports, hospitals and schools.

Corps
A Salvation Army church, usually referring to the body of members though also sometimes to the

building.

Corps Officer
A Salvation Army officer who is appointed to corps ministry i.e. preaching the gospel, worship,

Christian teaching and fellowship and service to the community.

Covenant
A solemn agreement made by officers and soldiers before God, which contains a range of

commitments regarding behaviours and lifestyle.
Division
A collection of corps and social programs grouped together by geography and divisional leadership.

Smaller divisions are sometimes referred to as Regions.

Divisional Commander (DC)

The officer in charge of a division.

General

The officer elected to command The Salvation Army worldwide.

Mercy Seat

A long bench at which people kneel for prayer.

! Adapted from The Salvation Army, The Salvation Army Year Book (London: The Salvation Army, 2017). 20-22.
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Officer
A Salvationist who has been trained, commissioned and ordained as a minister of religion.
Commissioned officer ranks include: lieutenant, captain, major, lieut-colonel, colonel, commissioner

and general.

Salvationist

Usually refers to officers and soldiers.

Soldier
A member of a corps who has been enrolled and signed the Soldiers’ Covenant, committing

themselves to The Salvation Army’s doctrinal beliefs and lifestyle.

Territorial Commander (TC)

The officer in command of The Salvation Army in a territory.

Territory
A country, part of a country or several countries combined, in which Salvation Army work is

organised and governed.
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The Salvation Army is one of the best-known community organisations in Australia and is highly
respected for its service to those in need — at the frontlines of natural disasters, housing the homeless
and lending a helping hand to struggling families. What is less well known to those outside the
movement is that The Salvation Army is a Christian church. Once the driving force of an evangelical
movement dedicated to social change, the organisation’s religious roots are increasingly becoming
a fact of history and less a noticeable presence within the community. For an organisation that was
built upon Christian social care, the gradual but steady erosion of its spiritual identity, at least in the

public eye, is deeply concerning to many Salvationists.?

The contrast between the Australian community’s view of The Salvation Army and that of its own
members is striking. Salvationists readily identify their organisation primarily as a church and
secondarily by its commitment to social justice, which is seen through a multitude of caring programs.
All Salvationists are involved in church activities but a much smaller proportion take part in the Army’s
social work.® However, for the general public, the impression is reversed — many know the Salvos
only as a social welfare organisation and even those who are aware of the movement’s Christian
roots are likely to see this characteristic as secondary. Decades of advertising have portrayed the
uniformed Salvationist as the exemplar of compassionate outreach. Yet, the more common reality is
that the uniform signifies a Salvationist on their way to church on Sunday morning, while the grittier

task of helping the homeless and marginalised is undertaken by a paid social worker in jeans.

A series of interviews with Salvation Army officers* undertaken for this research revealed that the
organisation’s evangelical and social service arms often appear to be engaged in intraorganisational

contestation, competition and conflict. However, most of those involved in these struggles recognise

2 Salvationists is a term that refers broadly to the church membership of The Salvation Army.

3 Salvationists frequently refer to their organisation as ‘the Army’ while most Australians know them as ‘the Salvos’.
Throughout this thesis, the Army and the Salvos are used interchangeably to refer to The Salvation Army, as are
descriptors such as movement or organisation.

4 Salvation Army officers are ordained clergy who are assigned a military rank and may be appointed to a church, social
service or administrative role by the organisation’s leadership.



12

that, as problematic as this relationship can sometimes be, The Salvation Army’s historic identity
requires both evangelical and social work elements to coexist. Can these tensions be resolved or
are they a natural part of organisational life? The following excerpt from a Salvation Army magazine

illustrates some of these tensions:

Along with the spiritual work, the Army applied the social gospel ... And the more the
Army got involved in social work, the more it was praised. We gained quite a
reputation for ourselves as a humanitarian organization. And it was at this point, so
very subtly as to be unnoticed, that the Army began to change ... Governments gave
us grants. People poured money into our coffers. Donors stuffed envelopes with
cheques and mailed them to us. Humanitarian work was profitable. Much more
profitable than spiritual work ...

Our social programs grew at the expense of our spiritual ones. And so we find

ourselves today on the brink of morphing into another YMCA, which began in 1844

as another Christian mission to the young men of London, England, “to substitute

Bible study and prayer for life on the streets,” but is now a world-class humanitarian

organization with little or no Christian message. Humanitarian work is good but that is

not our calling as The Salvation Army. Our work is first and foremost spiritual.®
This research explores intraorganisational conflict within The Salvation Army to better understand
what it is about, how it manifests and what drives it. Many of these conflictual dynamics are rooted
in tensions that are as old as The Salvation Army itself, while others seem to have emerged more
clearly in recent decades. They are embodied in the lives of Salvationists, staff and other
organisational supporters, such as volunteers and donors. It will be seen that these tensions are
continually realised through practices, policies and organisational discourse. A social worker who
had been employed by The Salvation Army for several years told me once that they had assumed
their job made them a ‘Salvo’, until an officer pointed out that this term only referred to uniformed
Salvationists. This example demonstrates how underlying conflict about organisational mission and
identity can be revealed through messages and practices that reinforce prevailing power through
exclusion. As concerning as these tensions within the movement are for The Salvation Army, the
Salvos are not the only religious group experiencing internal challenges linked to questions around
identity, belonging and missional purpose. Because some of the driving influences of conflict are
related to wider social changes, such as increasing secularisation, they can also be seen to impact

upon other churches and faith-based organisations.

> Fred Ash, "Our future lies in our past," Salvationist, 15/1/10 2010.
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As their congregations diminish in size and number and their social service agencies continue to
expand, many Australian churches are raising questions about organisational identity and mission.®
In addition to the numerous requirements and restrictions placed upon services by government
contracting, the professionalisation of social work has seen the large-scale withdrawal of both
religious professionals and laypeople from the frontlines of service delivery.” The changing face of
their social ministries has left churches wondering about what is left of their spiritual mission and

what role they are now meant to play in society.

In 2016, both the Catholic and Uniting Churches ran conferences that tried to address this perceived
missional disconnection. The Catholic Social Services conference, “Review, Reimagine, Renew:
Mission making a difference in a changing world”, was explicitly focussed on the social context in
which their services operate, with a view to shaping responses in light of Catholic Social Teaching
on compassion, justice and the common good.? Uniting Care partnered with the Uniting Church’s
Centre for Theology and Ministry as well as the Diaconal Research Institute, University
of Heidelberg, Pilgrim Theological College and the University of Divinity to host a conference
unambiguously entitled ‘Recapturing Our Soul’. The purpose of the conference acknowledged that
due to “the professionalisation of health provision in an increasingly plural society, some gap has
developed between believing communities and the associated agencies” and promises to examine
this gap with a view to bringing together “Uniting communities, church congregations, community

service delivery and the state sector.”®

6 Ray Cleary, Reclaiming Welfare for Mission (Canberra: Barton Books, 2012); Wilma Gallet, "Christian mission or unholy
alliance? The changing role of church-related organisations in welfare-to-work service delivery" (University of
Melbourne, 2016); Gabrielle McMullen and John Warhurst, eds., Listening, Learning and Leading: The impact of Catholic
identity and mission (Ballarat: Connor Court Publishing, 2014).

7 David Ranson, "A Service Shaped by Catholic Identity," in Identity and mission in Catholic agencies, ed. Neil Ormerod
(Strathfield, N.S.W.: St Pauls Publications, 2008), 86.

8  Catholic  Social Services, "Review, Reimagine, Renew," Catholic  Social Services Victoria,
http://www.css.org.au/MissionRenew.

% Uniting Care Victoria and Tasmania, "ROSConference: Melbourne 2016 - Recapturing Our Soul," Uniting Care Victoria
and Tasmania, http://rosconference.org.au/.


http://www.dwi.uni-heidelberg.de/index_en.html
http://www.dwi.uni-heidelberg.de/index_en.html
http://pilgrim.edu.au/
http://www.divinity.edu.au/
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This is a conversation that clearly has currency but it has also been going on for some time. Almost
a decade ago, Bishop Michael Putney described the significance of this identity question for the
Catholic Church:

The major task asked of the Catholic Church in Australia at this point of its history

may well be to find the language to describe to itself, and to others, who it is in this

non-religious, secular context. Our ability to do that in a way that is faithful and yet

has some chance of convincing the secular ‘other’ of its credibility and, ultimately, its

beauty, is the most challenging task that lies ahead of us.*°
Bishop Putney and David Ranson both point to the vital link between identity and mission: Who you
are as an organisation is inseparable from what you do.!! Yet, in a rapidly changing social
environment, activities that were once central to organisational identity may no longer have the same
ongoing relevance. Organisations, perhaps especially faith-based organisations, can readily find
themselves so occupied in being faithful to their historic missions that they may fail to notice changes
around them that call into question the methods, or even purpose, of their activities. Ranson

articulates this challenge very well when he says:

the identity of institutions generally, and the identity of Catholic institutions, in
particular, must be thought of as something caught in a dialectic of continuity and
discontinuity - constantly growing; continually adapting; and being engaged with, and
challenged by, variable circumstances - whilst, at the same time, capable of
recognising itself as an uninterrupted narrative of meaning. The challenge is to find a
way to affirm Catholic identity which simultaneously values that which is contiguous
to its significance and remains responsive to context.!?
These concerns, articulated from a Catholic perspective, are broadly similar to those being raised in
other church contexts. Churches are grappling with an evolving sense of mission and identity, while
trying to stay faithful to their traditions. At the same time, messages from both within and outside
their borders are challenging the churches’ sense of ongoing relevance to the Australian community.
Intraorganisational conflict between churches and their social service arms is not merely occurring

within this unstable context; it is driving some of the most difficult questions.

This is not a new phenomenon. Longstanding organisations always need to rediscover and
reinterpret their identities for a new age. However, the current conflicts are heightened by external

pressures and the absence of a common authority between churches and social services that

10 putney in Neil Ormerod, ed. Identity and mission in Catholic agencies (Strathfield, N.S.W.: St Pauls Publications, 2008),
29.

1 Ranson in ibid., 84. Cf. Putney, 17.

12 Ranson in ibid., 85.
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defines missional meaning. While one could reasonably expect a highly structured military hierarchy
such as The Salvation Army to provide clarity in such circumstances, the situation is more dynamic

and contested than it might at first appear.

A foundational idea underpinning the approach taken in this research is that organisational identity
is an ongoing social construction by diverse stakeholders in an evolving social context. How The
Salvation Army defines its own identity or describes its mission are the products of many people and
processes in conversation with each other and their socio-cultural environment over time. Even when
conflicts about mission are framed as ‘all or nothing’ battles, each side is being co-created by
engagement with the other.

The military metaphor on which The Salvation Army is modelled may give the impression of a rigid,
hierarchical institution and there are indeed some parts of the organisation that operate this way. For
the most part, though, the reality is much more fluid and more complex. A hierarchical form may
represent an organisation’s structure but simplistic interpretations of how this functions will fail to
take into account the nuances of relationship and everyday acts of subversion and compromise that
make up the complex interplay of organisational life. The following example about government

illustrates this notion:

While it is always defined as a legal warrant, authority is less a fixed quantity of power
poured into a mandate, and is more like a negotiated relationship between unequals
requiring interpretation and testing. Each instance of authority is a mix of certain rights
to act, plus a boundary with more contested issues. Once we see that authority is
subject to significant movement and flow, to the process of intra-governmental
politics, we can see that policy-making rests not on a fixed foundation but upon an
alliance of forces among separate agents who must agree on actions before a result
can be achieved. Each attempt to enact or change policy is therefore a means to
interpret a prevailing distribution of authority.*®

While the statement above relates to government policy making, the same principles may be seen
to apply in any large organisation, including The Salvation Army. The image promoted to the outside
world is one of a united front brought together by a common purpose. Those inside the organisation

may receive the same messages but they know that the rhetoric does not always correspond with

their lived experience.

The Army’s leadership frequently seeks to promote unity and reinforce the bonds between its

members by issuing clear directives and rallying their troops into mission. Often this involves an

13 Mark Considine, Making Public Policy: Institutions, Actors, Strategies (Cambridge: Polity Press, 2005). 31.
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appeal to the movement’s history or even its divine calling, in an attempt to bolster the authority of
leadership. The report of The Salvation Army’s International Spiritual Life Commission issued a ‘Call
to Salvationists’ that opened with these words “The Founders of The Salvation Army declared their
belief that God raised up our Movement to enter partnership with him in his ‘great business’ of saving
the world. We call upon Salvationists worldwide to reaffirm our shared calling to this great purpose,
as signified in our name.”* (italics mine) The Salvation Army’s most recent edition of the Handbook
of Doctrine strongly affirms the organisation’s identity as a denomination of the Christian “Church
Universal ... called into and sustained in being by God.”*® Even though these appeals come from
the highest levels of the organisation, they can be seen to represent an aspirational vision held by
those temporarily in power rather than objective, universal and permanent descriptions. Although
not part of its public image, what is at the centre of a movement’s identity and mission is being
continually contested in light of emerging knowledge, social trends and political plays to gain or

maintain power.

The interviews in this research reveal significant diversity among the perspectives of Salvation Army
officers, even though all share a common vocation, serve in the same territory and are no more than
a generation apart. They show how officers have been informed by varying experiences and that
these experiences can cause them to question and challenge the authority of their leaders. Even
appeals to divine mandates, such as those illustrated above, are not universally agreed upon but

may also be subject to contestation and disagreement.

While there are some identifiable lines of commonality among interview participants, they do not fall
neatly into organisational factions. Some corps officers!® have more in common with social program
chaplains!’ than they do with other corps officers. Furthermore, because similar and increasing signs
of conflict are appearing between other denominations and their agencies, they may be pointing to

common factors in the external environment. Considering this, the challenges that are being

14 Robert Street, Called to be God's People (London: The Salvation Army, 1999). 7.
5 The Salvation Army, The Salvation Army Handbook of Doctrine (London: Salvation Books, 2010). 310.
16 Corps is The Salvation Army term for a local church. The corps officer is the minister in charge of that church.

7 Chaplains are social officers who may be appointed to homeless shelters, prisons, courts, drug treatment programs,
crisis facilities, airports or hospitals.
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experienced around organisational identity and mission can be seen as not just internally driven but

profoundly influenced by changing views about religion and society more widely.®

The higger picture:
Faith-based organisations and the welfare state

Since the beginning of the twentieth century, the evolution of welfare states in developed countries
across the world has been changing the way that religious groups engage with the societies in which
they exist. For centuries beforehand, the poor and marginalised survived largely through the charity
of religious benefactors. Spiritual motivations drove charitable giving of funds sourced through
congregations of one type or another; those who had a greater share passing on what they could to
those who had less. Churchgoers who contributed financially felt that they were fulfilling a religious
obligation. In some cases, this was encouraged by the promise of spiritual rewards. In addition to
financial contributions, practical assistance such as providing meals, a roof over someone’s head or
a job were seen as the actions of neighbours before they became understood to be the responsibility
of governments. In twenty-first century Australia, such notions mostly seem to belong to a distant

past.

Though usually still the leading non-government providers, Australian faith-based organisations are
now progressively part of a wider market of community service providers competing for billions of
dollars in government funds. Larger amounts of money have enabled faith-based organisations to
do significantly more than they previously were able to do. However, the marketisation and
commodification of the community sector also makes these services increasingly reflect
governmental bureaucracies and business standards, driving for continuous quality improvement,
greater efficiencies and effectiveness in delivering desired outcomes to the contracting agents.

Philanthropic care has become big business.*®

18 Fred Lamar Kniss, Disquiet in the land : cultural conflict in American Mennonite communities (New Brunswick, N.J.:
Rutgers University Press, 1997). 11; Mark Chaves, Ordaining women : culture and conflict in religious organizations
(Cambridge, Mass.: Harvard University Press, 1997). 12.

1% Anthony Housego and Terry O'Brien, "Delivery of Public Services by Non-Government Organisations," Australian
Journal of Public Administration 71(2012); Gabrielle Meagher and Karen Healy, "Caring, Controlling, Contracting and
Counting: Governments and Non-profits in Community Services," Australian Journal of Public Administration 62, no. 3
(2003); Ed Carson and Lorraine Kerr, "Contractualism, workforce-development and sustainability in the community-
services sector in Australia," Third Sector Review 16, no. 1 (2010).
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The shifting context for the delivery of social and community services has not gone unnoticed by
faith-based organisations, prompting a series of introspective questions about the impact of
government funding upon the churches’ mission.?’ On the one hand, the conditions under which
contracted services are delivered have become highly prescriptive, reducing differentiation between
providers. On the other, religious activities that were once commonplace amongst church-based

agencies, such as chapel services, are disappearing from the social service environment.

However, these changes in social service delivery are only one part of the social context that is
heightening intraorganisational tensions in faith-based organisations. The impact of increasing
secularisation more broadly can be seen in declining church memberships and attendance rates,
the decreasing prominence of religious authority, and even credibility, within Australian society and
an uptake in forms of religion and spirituality beyond the control of the institutional churches. These
changes, which have been taking place for decades, have had a destabilising effect upon religious
structures and exacerbated existing tensions between churches and their social service agencies.
However, the nature and degree of the conflict that has resulted from these tensions is not the same

in each church, due to varying subcultural, demographic and historical factors.

What's distinct abhout The Salvation Army?

The Major Church Providers’ coalition in Australia includes Catholic, Anglican, Uniting Church and
Salvation Army representatives.?* The group was formed to bring together the key faith-based
community organisations in the country so that they could unite on issues of social policy and
advocacy with the Federal Government and, through the media, communicate to the Australian
public. In some sectors, such as employment services, these four churches have represented well

over half the quantum of services provided across the country.

20 Dennis Garland, "The Salvation Army and the state of welfare : an analysis of text and narrative : an analysis of the
discourses influencing the development of Salvation Army policy" (University of Western Sydney, 2004); Samuel Gregg,
"Playing with Fire: Churches, Welfare Services and Government Contracts," Issue Analysis 14(2000); Douglas George
Hynd, "On (Not) Becoming ‘An Extension Of The State’ In ‘Seeking The Flourishing Of The City’: A Theologically-Informed
Inquiry Into The Impact On ‘Church-Related’ Agencies’ Of Contracting With Government To Provide Social Welfare And
Human Services In Australia, 1996 To 2013" (Australian Catholic University, 2016); Gallet, "Christian mission or unholy
alliance? The changing role of church-related organisations in welfare-to-work service delivery."

21 Major Church Providers, "Major Church Providers welcome meeting with Deputy Prime Minister," Major Church
Providers, http://community.newsarticles.net.au/Religion/Major-Church-Providers-Welcome-Meeting-With-Deputy-
Prime-Mininster.htm.
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While The Salvation Army’s suite of social service services earned its place in this group, its church
demographic footprint is much smaller, equivalent to only six per cent of the Uniting Church, just
over one and a half per cent of the Anglican Church and only around one per cent the size of the
Catholic Church in Australia.?? The Salvation Army does not even make the national top ten listing
of Christian churches. Though all of these churches are facing challenges in membership and
attendance rates, the contrast for The Salvation Army is more marked because its congregations
are so small compared to its large array of social services and its public reputation.

In the 2015-16 financial year, The Salvation Army in Australia reported income for its social work of
just under $800 million.% More than half of this amount directly relates to service delivery contracts
with state and Commonwealth governments, a significantly larger figure than the £400 first granted
by the Victorian Government in the 1880s “to dispense in keeping the starving from perishing.”?*
Most of this growth in social programs has occurred over the past 30 years, a period that is also
marked by consistent decline in The Salvation Army’s church membership.?® There is no possibility
of balancing the church and social service activities within The Salvation Army — in every dimension,

the social side vastly outweighs its church presence.

Another element that intensifies The Salvation Army’s particular situation is its commitment to
evangelistic ministries. Since its birth in the revival period of the mid-nineteenth century, The
Salvation Army has remained dedicated to soul-saving evangelism at the core of its theology and
practice.?® Not only has this commitment generated periodic tensions with the more pragmatic social
service arm of the movement, but in an increasingly secular and pluralistic Australian society, it has
been demonstrably failing for at least 50 years.?” Compounding this inability to attract outsiders into
the church side of the organisation, there has also been a steady exodus of young people from the
movement. Being born into the faith is not proving sufficient to hold on to young Salvationists, the

22 philip Hughes, Margaret Fraser, and Stephen Reid, Australia's Religious Communities: Facts and Figures (Nunawading:
Christian Research Association, 2012). 5.

2 The Salvation Army, "The Salvation Army Australia Southern Territory 2016 Annual Report," (Melbourne, 2016); The
Salvation Army, "The Salvation Army Australia Eastern Territory 2016 Annual Report," (Sydney, 2016).

24 William Booth, In Darkest England and the Way Out (London: The Salvation Army, 1890). 275.
25 Hughes, Fraser, and Reid, Australia's Religious Communities: Facts and Figures: 90.
26 Salvation Army, The Salvation Army Handbook of Doctrine: 132-33, 42.

27 See Chapter 9.
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clear majority of whom leave by the end of their teen years — though this is a pattern familiar to other

churches as well.?8

The relationship between ecclesiastical functions and social service plays out differently in other
denominations. By comparison, the Catholic Church has 125 years of explicit social teaching backed
by centuries of community service, which yields an approach to the common good that does not fall
into conflict or competition with any evangelistic impulse.?® The Uniting Church also shows little sign
of being burdened by the kind of evangelical urgency that drives some Salvationists. Some
Anglicans share a similar evangelical bent with The Salvation Army, but the comparative size of the
Anglican church suggests that they are likely to remain a force in Australia for some time to come.
The Salvation Army’s statistical decline in church membership and lower overall numbers means
that this movement may have less than two decades left as an Australian denomination. What might
happen to its social services at that time is currently unclear.

The Salvation Army’s two-year residential training program for officers is also significantly shorter
than other churches and focusses almost exclusively on the theological and pastoral requirements
of corps officership. This means that although the proportion of officers in social program chaplaincy
can sometimes be relatively high (up to a third in some divisions), most of the learning for these roles
happens ‘on the job’ and very few officers progress into management. At the same time, senior
positions within the organisation are reserved for officers and cannot be consistently filled from the
small pool of officers with sufficient experience and expertise in social program management.
Consequently, an organisation with a comparatively large array of social programs is generally
governed by officers with ecclesiastical and administrative backgrounds because there has been

insufficient investment in building social service expertise.

The combination of the factors outlined above creates a distinctive situation for The Salvation Army,
which focusses the challenges that are currently being experienced by all Australian churches in a
very particular way. Although the organisation itself is highly recognised in Australia, much less is

known about the inner workings of The Salvation Army and especially its religious elements. Yet,

28 philip Hughes, Stephen Reid, and Claire Pickering, Shaping Australia’s Spirituality: A review of Christian ministry in the
Australian context (Melbourne: Mosaic Press, 2010).

2 Charles E. Curran, "Catholic Social Teaching," The Good Society 10, no. 1 (2001); Nicholas Coote, "Catholic Social
Teaching," Social Policy & Administration 23, no. 2 (1989).
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these elements are key to understanding the specific drivers of internal conflict within the

organisation.

Inside The Salvation Army

The Salvation Army is an international movement, founded over 150 years ago in London and
brought to Australia in 1880. Its military nomenclature originally served to communicate the missional
idea of being at war with sin and evil; it also produced a hierarchical organisational structure that
suited its founder’s authoritarian leadership style. Organisational authority continues to be invested
almost exclusively in the Army’s officers, who form the senior leadership of the organisation and hold

executive decision making power over all aspects of its work.

Today, The Salvation Army exists in 128 countries and operates in more than 175 different
languages. Just over 1.1 million soldiers®® make up its ranks, under the leadership of more than
16,000 active officers.®! The Salvation Army has one international leader, its General, who operates
out of International Headquarters (IHQ), which is still located in London. Administratively, the work
of the Army is then broken up into geographic zones, territories and divisions. Australia currently
belongs in the South Pacific and East Asia Zone. Since 1921, the country has been divided into two
territories, the Australia Southern Territory (Victoria, Tasmania, South Australia, Northern Territory
and Western Australia) and the Australia Eastern Territory (New South Wales, Australian Capital
Territory and Queensland). At the time of writing, these two territories are in the process of being
merged back into a single national entity, which will be complete by 2019.

Some 313 Salvation Army churches, known as ‘corps’, are spread across Australia. Just over 900
Salvation Army officers, who are ordained clergy, can be found in both corps and social work in
varying roles from hospital chaplain to youth worker, international disaster relief provider and ‘flying

padre’.2 While almost all corps are led by officers, the Army’s social services are much more

30 A soldier is an adult Salvationist who has signed a covenant that commits them to a series of organisational beliefs
and behaviours and has been enrolled in a Salvation Army church or ‘corps’.

31 salvation Army, The Salvation Army Year Book: 29.

32 The flying padre is an officer appointment that encompasses both pastoral care and practical assistance to remote
communities in the north of Australia.
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dependent upon professional staff and volunteers. Currently, there are almost 10 times more staff

than officers and approximately twice as many volunteers as there are staff. 3

The author’s perspective

| write as an insider to The Salvation Army, a soldier for nearly 30 years and an officer for about half
of that time. Yet, mine is also a minority perspective, as | was not born into The Salvation Army but
became a convert in my late teens. | have no Salvation Army ‘pedigree’; a cultural marker of a social
group that generates most of its membership through births and counts its family history by

generations of Salvationists.*

| see myself as someone ‘with a foot in both camps’ — the evangelical and social missions — that are
the subject of this research. Although | have spent most of my working life in the social services of
the Army, | have also led churches and continue to be actively involved in a local corps. My cross-
disciplinary academic interests are unusual in The Salvation Army. | have post-graduate

gualifications in theology, as well as social policy and human services.

It is this location, across both of the Army’s missional streams, which informs my perspective
throughout this thesis. | have firsthand experience of the conflicts and contested ground that are
revealed in the following pages. Although every effort has been made to mitigate my own subjectivity
and bias in this research, my approach has been to openly acknowledge these personal interests
and utilise this understanding to deepen the analysis and insight that follows. As an insider to the
organisation, | bring knowledge and experiences to the research that may not otherwise be available
to an external investigator. However, | have also learned, through conversations with fellow
Salvationists, social program staff and colleagues from other faith-based organisations, that the
challenges and questions | have experienced are not unique to The Salvation Army. Wider social
changes are continually reshaping the context in which churches are trying to engage with their

communities and meet local needs.

In another academic work, | explored some of the tensions between The Salvation Army’s

evangelical and social expressions of mission using a theological lens to interpret the problem. That

33 salvation Army, The Salvation Army Year Book.

34 Salvationists meeting for the first time can often be observed trying to locate each other’s place within known family
groups.
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thesis, on the meaning of salvation in The Salvation Army,® also introduced the notion of
organisational identity as a key factor in an evolving and competitive religious environment. This
current research does not dismiss the significance of theology in religious organisations. The
sociological approach, however, situates the investigation of intraorganisational conflict within a
much broader scope. In doing so, it is hoped that not only will the influence of external factors upon
the life of The Salvation Army become clearer but also that the relevance of these insights to other
churches will be seen.

The way forward: Exploring the evidence

This thesis is guided and shaped by the following research objectives:

e To explore the relationship between The Salvation Army’s identity as a Christian
church and its role as a major social service provider in Australia;
e To examine the nature and content of intraorganisational conflict between these two
missional streams;
e To understand the sources and drivers of change in this relationship, as well as their
impact on organisational identity and mission; and
e To contribute to sociological studies of other denominations and faith-based
organisations that are experiencing similar challenges.
These objectives are so closely related that they frequently overlap. Rather than attempting to deal
with them separately, they will appear throughout the course of this research both individually and
collectively as they align with the subject matter under discussion. In this final section of the

introductory chapter, | summarise the chapters that will follow so that the pathway ahead is clear.

Understanding the historical context

In the latter half of the nineteenth century, when The Salvation Army first came into being, Christianity
and social action were frequent, and mutually reinforcing, allies. This relationship included localised
social care initiatives springing up in the wake of evangelical revival campaigns, as much as it did
with wider movements like the Social Gospel or Christian Socialism. However, over the last 150
years, the ground in which these seeds were once planted has shifted significantly and the once
natural synergy between faith and community care is no longer taken for granted. As Australian

society has come to reflect both increasing secularisation and plural expressions of religion, the

3 Jason Davies-Kildea, What is the meaning of salvation in The Salvation Army today? Exploring a theology of social
service and holistic mission (Koln: Lambert Academic Publishing, 2009).
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predominance of Christianity has steadily slipped away; a shift which has become cause for concern

amongst those who are used to the previously privileged position.

In Chapter Two, the historical context in which the problems outlined here have developed is
examined in more detail. This examination includes reference to the evolution of The Salvation Army,

as well as the ways in which similar challenges have played out in other churches.

Exploring a theoretical framework

Chapter Three builds three theoretical interpretive layers to create a distinct model for exploring the
challenges that are currently facing The Salvation Army in Australia. The first of these layers takes
its lead from the rich field of church-sect theory, one of the oldest ideas in sociology of religion, and
shows that there are still applicable learnings from this source. The key aspect used for comparison
and contrast here is the relationship between organisational elements and their social context, which

may be affirming or conflictual.

The second layer focuses upon the role of secularisation, not only as an external influence, but also
as something that is transforming religious organisations from within. It also sets out parameters for
interpreting the dual nature of denominations and their associated agencies, which both helps to
understand the internal dynamics of The Salvation Army and facilitates comparisons with other
churches.

The third and final layer is particularly significant for questions about identity. This layer focuses on
how religious groups themselves define what is and is not religious; this approach simultaneously
avoids the pitfalls of externally applied definitions and emphasises the power dynamics of inclusion

and exclusion.

Outlining the research methodology

In Chapter Four, the overarching interpretive framework for conducting qualitative research is
explained, as well as the methodology on which this project is based. The reasoning behind key
design decisions is given and limitations of the current approach are also laid out. This chapter closes

out the first section of the thesis and marks the turn towards an exploration of the field research.

Varying opinions about missional identity

Despite the image of uniformity that comes with the military terminology, The Salvation Army is a
much more diverse organisation than many people expect. In Chapter Five, interviews with Salvation

Army officers and an examinati